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1. Introduction

This note provides the Review Team Leader (RTL) and Review Team Members (RTM) with key information about their respective roles in the forthcoming Gateway Review. It also defines the actions required from each member to ensure a successful Gateway Review. 

Throughout the note, words highlighted in blue lettering enables users to hyperlink to the Gateway website for additional information and best practice guidance. Just click on the highlighted words.
2. The role of the RTL in a Gateway Review

The RTL is tasked with the overall responsibility for delivery and successful outcome of the Gateway Review. The RTL acts as the owner of the Gateway Process throughout the Planning Meeting and the Gateway Review; managing the Review Team through to the successful delivery of the final report to the Senior Responsible Owner (SRO). 

The RTL’s role can be summarised as:

· Has overall control of the Gateway Review; 

· Can decide, in consultation with the Gateway Unit, if the project is not ready for the Gateway Review or if the wrong type of review has been chosen;
· Should request the report if a previous Gateway Review has been undertaken for the project (subject to the SRO’s agreement);

· Checking that recommendations from the previous review have been actioned. For High Value/High Risk (HV/HR) Projects the RTL should request the Recommendation Action Plan (RAP) detailing actions taken on the individual ‘red’ recommendations from the previous review (Gates 1 to 4). If they have not been implemented the RTL should expect a good case for and an explanation of the alternative action pursued;

· Maintaining open and honest interactions with the SRO, Project Team and stakeholders;

· Ensuring that a brief informal discussion at the end of each day is undertaken with the SRO/Project Manager (PM) to summarise emerging findings;

· With the assistance of the RTMs, producing individual recommendations that are critical and non critical to the project’s success and are consistent with the Review Team’s evidence based findings;

· Providing a Red/Amber/Green (RAG) assessment of the project’s delivery confidence for the area probed and overall report; and

· Maintaining strict confidentiality standards by ensuring that the Review Team disposes of all pre-reading documentation, written notes and the report (draft and final versions).
The RTL will need to build relationships with a number of people. This includes making early contact with the Review Team Members (RTMs), the SRO and Project Manager (PM). The Gateway Unit is available to provide advice throughout the Gateway Process.

2.1 Contacting the SRO and PM

As the SRO is the client, the RTL should make contact with him/her or, failing that, with the PM as soon as the Gateway Unit has confirmed their involvement in the review. The RTL should keep in contact with the PM, during and after the Gateway Review, until the Final Report is issued.
2.2 Contacting the RTMs

As soon as the RTL is informed of the membership of the Review Team they should make contact with each RTM. This allows the RTL to check that each RTM is aware of their role and have received the RTM Briefing Note from the Gateway Unit. The RTL should be prepared to answer questions and address concerns in the event that the RTM is undertaking their first Gateway Review.
3. The role of the RTM in a Gateway Review
Each RTM is an essential part of the Gateway Review Team. They are selected because of their background, experience and specialist skills, which are required to make the Gateway Review successful. Each RTM is likely to have different skills and experiences, which in combination will enable each area of the Gateway Review to be covered effectively.

3.1 The RTM is expected to:

· Work with the RTL and other RTMs to collect and evaluate evidence provided by the Project Team (pre-reading and stakeholder interviews), which is assessed against the key questions from the relevant review workbook;
· If a previous Gateway Review has been undertaken the RTMs should work with the RTL to check that prior recommendations have been implemented. For HV/HR Projects the Recommendation Action Plan (RAP) details actions taken on the individual ‘red’ recommendations from the previous review. If they have not been implemented the Review Team should expect a good case for and an explanation of the alternative action pursued;
· To ensure open and honest interaction with the Project Team, including a brief informal discussion at the end of each day between the Review Team and the SRO/PM to summarise Emerging Findings;
· Input into the draft report which should be clear with appropriate, action oriented  critical and non critical recommendations; 

· Contribute to the Project’s overall RAG assessment and areas probed; and

· To ensure strict confidentiality standards are followed by disposing of all pre-reading documentation, written notes and review report (draft and final versions).
4. The Planning Session
The Planning Session is an essential part of the Gateway Review Process as it is often the first time members of the Gateway Review Team will have met and worked with each other. It gives an opportunity for the Gateway Review Team to discuss how best to work together, using the Code of Conduct that is applicable to the Gateway Review Team and the Project Team. The Planning Session also enables the Review Team to familiarise themselves with the project and identify the key potential issues that should be reviewed, including documentation that should be provided and stakeholders that should be interviewed. 
As the person accountable for the Gateway Review the RTL is expected to chair the Planning Meeting. A Gateway Unit representative may attend the Planning Meeting to facilitate or assist where necessary and ensure the correct Gateway Process is followed.
A generic Planning Session Agenda is available to enable the RTL and the SRO/PM to arrange the sequence of the Planning Meeting.

4.1 Code of Conduct

The Code of Conduct is the standard by which each review team should work together by encouraging the Gateway Review Team and the Project Team to adopt uniform working practices and standards. This will ensure that any cultural differences between Departments and Agencies do not impact the effectiveness of the Gateway Review. 

Lead by the RTL each Review Team should become familiar with the Code of Conduct below and can also add their own examples to the list:

· Open and honest contributions

· Valuing diversity/difference

· Maintaining confidentiality

· Non-attributable comments

· Robust management of time

· Valuing best practice as well as identifying areas for improvement

· Independence and objectivity

· Team working
5. During the Gateway Review

Throughout the Gateway Review, the Gateway Review Team should adopt a partnering style with the Project Team and key stakeholders. 

The RTL should make clear to the SRO and Project Team that the Gateway Review is not an audit and that the Review Team is there ‘to help the project succeed’. There also may be times during the review when individual RTMs may require support and/or coaching, especially if they are new to the role.

Another one of the RTL’s key roles during the Gateway Review is to ensure that a balance between information gathering and drafting the report is maintained. The RTL should also ensure that the Review Team meets with the SRO and (if appropriate) designated member of the Project Team at the end of each day of the Gateway Review to discuss Emerging Findings. This will assist in maintaining the principle of ‘no surprises’ when the draft report is presented on the final day of the review.

5.1 Writing the Report, including RAG status
The Review Team will present a draft report to the SRO on the final day of the review with the report to be finalised within one week of the last day of the Review. At the presentation of the report the SRO and PM may correct matters of fact. The Red or Amber status for individual recommendations, areas probed and overall rating is not negotiable.
The report will include:

· a project identification number; 

· a list of critical (red) and non critical (amber) individual recommendations;

· a conclusion with the delivery confidence RAG (red/amber/green) status for the overall program/project;

· a  delivery confidence RAG status for the areas probed of the review;
· for HV/HR projects, a separate section listing all of the individual red recommendations, which the project team can use to develop their RAP;

· a summary of findings including related recommendations and their individual RAG status; and

· a note of the interviewees and their roles. 
The overall RAG Status is not a 'Stop/Go' sign through to the next phase, nor is it a sign of a 'good' or 'bad' project. It is rather an overall assessment against the health of the project, and the review team’s assessment of the project’s ability to deliver on time and budget parameters.
6. RAG Status of the Project

6.1 Red Amber Green (RAG) definition
There are two levels of RAG Status for a project that must be given, using the colour-coded indicators Red or Amber described below. These include:
· Red (Critical) and Amber (Non Critical) for individual recommendations;

· Red, Amber or Green  Delivery Confidence assessment for the overall project
6.2 Individual recommendations (criticality)
The introduction of the RAP has resulted in a change to how individual recommendations are assessed. In the past individual RAG assessments have taken criticality and urgency into consideration. For example if a project had very little time to address a critical recommendation, the recommendation was classed as red. If there was time to address the critical recommendation, then the recommendations was classed as Amber. This was even though the issue and its criticality was still identical to the red rating. 

Individual recommendations are now classified as either Critical (Red) or Non Critical (Amber) as per the diagram below. Green is no longer used for individual recommendations.
Criticality – Individual recommendationsError! Bookmark not defined.
	Non critical recommendation
_______________________

The project would benefit from the update of the recommendation
	Critical 
recommendation
_______________________

Action required


6.3 Overall Assessment (Delivery Confidence)

An Overall Assessment (Delivery Confidence) is also required for each review based on the definitions below. When determining the Overall Assessment the Review Team should refer to their own judgement/expertise to determine the most suitable Delivery Confidence rating. 
Delivery Confidence

	Overall Report:

Successful delivery of the project to time, cost and quality appears highly likely.


_____________________________

There is no major outstanding issues that at this stage appear to threaten delivery significantly.
	Overall Report:

Successful delivery appears feasible but significant issues already exist, requiring timely management attention.

_____________________________

These issues appear resolvable at this stage and if addressed promptly, should not impact on cost, time or quality.
	Overall Report:

Successful delivery of the project to cost, time and/or quality does not appear achievable.


_____________________________

The project many need re‑baselining and/or the overall viability reassessed.


7. Gateway Review Report Templates

There are seven Gateway Review Report Templates:
· Program Review Report Template is for reporting on Programs.

· Gate 1 Concept and Feasibility Report Template is to be used for reporting on the Preliminary business case for a new investment.

· Gate 2 Business Case Report Template is for reporting on the Business justification of projects.

· Gate 3 Readiness for Market Report Template is for reporting on the Procurement strategy of projects.

· Gate 4 Tender Decision Report Template is for reporting on the Tender decision of projects.

· Gate 5 Readiness for Service Report Template is for reporting on the Readiness for service of projects.

· Gate 6 Benefits Evaluation Report Template is for reporting on the Benefits evaluation of projects.

8. Confidentiality and disclosure

The Gateway Review Process is a partnership between the SRO and the Review Team to increase the project’s chances of success and as such the report produced by the Review Team is confidential to the SRO. Only two copies of the report are routinely made: one for the SRO and the other for the Gateway Unit to extract generic lessons learned. A Review Team that is open and honest with the Project team is key to the success of the Gateway Review and the same courtesy should be expected in return. 

Please be aware that all the Review Team must dispose of the report and any supporting documents immediately after the final feedback session. The RTL will keep a copy of the draft report, incorporating any changes requested by the SRO and submit the final report no later than 7 days after the final feedback sessions. Once submitted the RTL should then destroy all copies/versions of the report. 
9. Feedback surveys

Both the RTL and RTMs are required to complete online feedback surveys about the Gateway Review Process and performance of the team throughout the review. These surveys are important as they provide information on reviewers that may require further development, maintaining best practice as well helping the Gateway Unit learn from individual experiences. The SRO is also requested to complete a feedback form on the overall Gateway Review Process including the performance of the Review Team.
	RTL feedback survey
http://www.surveymethods.com/EndUser.aspx?91B5D9C395D7C1C797 

RTM feedback survey
http://www.surveymethods.com/EndUser.aspx?8CA8C4DE8BC9D9D78A 


10. Where to find additional information
The Gateway Review website contains an electronic version of the Gateway Review Pack, which includes the overview booklet, workbooks for each Gateway Review and lessons learned brochures. This is the primary source of background information for the Gateway Process. 

10.1 Gateway website
URL link: Gateway website
10.2 Gateway helpdesk
E-mail: 
gateway.helpdesk@dtf.vic.gov.au
10.3 Acronyms
Acronyms used in Gateway documentation include:
HV/HR
–
High Value High Risk
PM
–
Project Manager

PPM
–
Project Profile Model

RAG
–
Red, Amber, Green

RAP
–
Recommendation Action Plan 
RTL
–
Review Team Leader

RTM
–
Review Team Member

SRO
–
Senior Responsible Owner
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