
Report to: Audit and Governance Committee, 18th December 2019

Report of: Corporate Director, Finance and Resources

Subject: CORPORATE PROJECTS GATEWAY PROCESS

1. Recommendation

1.1 That the Committee notes the Project Management Process introduced to 
strengthen the management of key projects undertaken by the Council.

2. Background

2.1 At its meeting of 9 October 2019 the Committee requested a report on the Council’s 
Project Management System. The system was established during 2018/19 to 
strengthen the Council’s approach to the management of major projects and is now 
being implemented for all high-value projects where there are considered to be 
potential risks. The Council’s Corporate Projects and Transformation Team is 
responsible for developing and managing the process, although the nominated 
project managers are responsible for implementing the process for each individual 
project.

2.2 Projects within Worcester City Council vary considerably in type, size, value and 
complexity. The Corporate Leadership Team (CLT) approved the new project 
monitoring and reporting process to help improve delivery and manage risk. The 
process aligns with Worcester City Council's existing project reporting process, but 
additional governance was implemented to ensure a more formal approval process 
was followed. 

2.3 The additional governance steps, called Project Gateways, are in place throughout 
the whole life cycle of the project and enable every project to be reviewed at service 
progress meetings, against standard KPI’s, prior to being approved by one of the 
Corporate Directors to move through to the next gateway stage. 

2.4 The project governance process is continually monitored and reviewed through a 
Corporate Programme Board that meets six-weekly. Since its launch in August 2018, 
there have been a number of other governance protocols introduced, including Key 
Project reporting and the introduction of a more structured lessons-learned process 
called  “Post Project Evaluation” which is due to be rolled out in Dec 2019. This latter 
stage was introduced as a result of the Internal Audit review of the Perdiswell Leisure 
Centre/Sansome Walk pool projects.

2.5 Details of the four project gateways and of the operation of the system are set out in 
the remainder of the report.



3. Information 

3.1 The Project Approval Gateway Process consists of four stages which are described in 
more detail below. A visual representation of the process on a single page is 
provided at Appendix 1 for easy reference.

Stage 0 – Concept & Review (S0C)
Project ideas can generate from many areas within the Council. Stage 0 ensures that 
these ideas are ring fenced and have enough merit to be taken forward before 
valuable resources and time is allocated.  Although project  briefs, resources, risks 
and funding can be discussed at stage 0, the main purpose of this stage is to 
document the proposal, so that the idea can evaluated, prior to gaining approval 
from the relevant Corporate Director, in discussion with the relevant Committee 
Chair or Ward Member, as appropriate. 

Stage 1 – Project Feasibility (S1PF) (Outline Business case)
Stage 1 helps to solidify the idea into a project. A project proposal form is completed 
by a nominated project lead from within the relevant service area. The project 
proposal form outlines more detail about the proposed project, it will also ensure 
that the correct resourcing, funding and timescales are in place and there is a clear 
brief with set objectives. This information helps the Director make a more informed 
decision and challenge the project’s objectives and benefits. 

A copy of the Proposal Form template is attached at Appendix 2.

Stage 2 Project Evaluation (S2PE) (Full Business case) 
The Evaluation Stage of the project is the most critical part of the gateway process 
and is used to evaluate the project’s full value.  Although the headings of the project 
evaluation are similar to the feasibility proposal, the project evaluation process 
requires a much more detailed response and gives the Director the last opportunity 
to challenge and review the project’s objectives & benefits, risks and value for 
money. 

Depending on the type of project and its complexity, Committee Members, public 
consultation or external consultants may be required to help evaluate the project 
further, therefore time periods may vary for the evaluation process. 

Once all stages of the project evaluation have been completed, either the Corporate 
Project Board or Corporate Leadership Team will need to formally approve the 
project and notify the project delivery team to move to Stage 3, Delivery & 
Implementation.

A copy of the Evaluation Proposal Form is attached at Appendix 3. This incorporates 
a risk matrix to help ensure that all relevant project risks are captured and acts as 
the main business case for the project.

Stage 3, Delivery and Implementation
Stage 3 moves the project out of the Worcester City Council governance approval 
process and into the delivery and implementation stage. To ensure the project is 
being monitored, the project delivery milestones should be added to Pentana at this 
stage and project management monitoring protocols introduced. Due to the range of 
projects at Worcester City Council this stage needs to remain bespoke to the specific 



project and the project may be handed over to a new delivery team with the correct 
skill base to ensure effective delivery. 

Stage 4, Post Project Evaluation (PPE)
Stage 4 of the gateway approval process addressed as “Post Project Evaluation” 
(PPE) a process that gives the delivery team an opportunity to retrospectively review 
a project’s life cycle. It is important that the culture of this process is not used as an 
opportunity the lay the blame on individuals, instead used as a positive opportunity 
to improve our culture of delivering projects through lessons learned.

As noted above, this stage has not yet been implemented. The intentions are that 
the PPE will take place as soon as possible and no more than three months after 
project completion. However, the PPE process will remain open for a 12 month 
period so any additional project issues that may occur within the first 12 months of 
the project can also be added to the PPE Register. The review will enable the delivery 
teams to review a project throughout its whole life cycle and highlight any lessons 
learned within the project.   
             
The lessons learned will vary in complexity and severity. The PPE review process will 
prioritise and highlight any of the project's issues and target up to 6 subjects for 
review by the team. Then the highlighted issues will be evaluated through a 
standard form called a PPE Register (PPER) that records the lessons learned, future 
mitigation or continual improvement actions required.

Copies of the Post-project Evaluation Process, which is used to prompt review of the 
project, and the template form for completing the evaluation are provided at 
Appendix 4.
  

3.2 Project Governance

To support the gateway process outlined above, a set of arrangements have been 
developed which are flexible and can be adapted according to the needs of each 
project. While there is a standardised approach, this flexibility allows for greater 
concentration of time and resources on projects with greater scope or higher risk and 
means that smaller projects are not overburdened by bureaucracy. These 
arrangements are considered in more detail below.

3.3 Project Meetings

Corporate Programme Board Meeting (CPB) 6-8 weekly meetings 
The Corporate Programme Board is chaired by one of the Corporate Directors or the 
Corporate Projects & Programme Manager when the Director is unavailable and 
keeps an overview of all projects currently underway. The emphasis of the meeting 
is to review & approve Stage 2 project evaluation proposals and ensure there is 
synergy across the various service programmes. The CPB meeting focuses on the 
overall risks associated with the projects, e.g. governance, delivery plans, finance, 
quality, resource allocation and performance.

Corporate Programme Progress Meeting (CPP) 4-6 weekly meetings. 
The Corporate Programme Progress Meeting (CPP) is chaired by the Corporate 
Director for the programme or project officers if the service directors are unavailable. 
The meeting considers all the projects under the remit of the relevant Corporate 
Director in more detail that the Corporate progamme Board and is also supported 



and attended by the dedicated in-house team of specialists, which includes 
representatives from Policy & Strategy, Finance and Property. The emphasis of the 
meeting is to report solely on the progress of each project and focus on the day to 
day delivery and risks associated with the project, e.g. delivery plan, finance and 
quality. 

Checkpoint Meeting (CM)
Checkpoint Meetings are called by a project lead when a project has significant 
issues that need to be reviewed in more detail or when there is a project risk that 
could potentially delay delivery. A checkpoint meeting can be scheduled in advance 
or introduced at any point within the life cycle of a project and is deemed a formal 
process. Not all delivery team members will be in attendance, therefore formal 
agendas and action logs are required.  

Scrum Meeting (SM) 
Scrum meetings are introduced as and when required throughout the life cycle of the 
project and are often driven road blocks that appear within the project. The 
emphasis of scrum is to respond to any unplanned risks, assess and agree 
mitigation, then quickly and efficiently implement the solution. 

Scrum meetings are also used as an opportunity to give a quick verbal update on a 
project's progress, especially when the projects are nearing completion or about to 
go live. These meetings are less formal and are based around a more practical 
solution.

3.4 Project Delivery 

Project delivery teams are resourced from our in-house support services that are 
selected by the project director’s part of Stage 1 (Feasibility). There may be 
occasions when additional external resources are required, particularly if the project 
is in a specialised area. The role of the service project delivery team is to support the 
project lead with their expertise and monitoring potential risks and keeping the 
projects on track.   

Service Project Delivery teams should consist of some or all of the roles set out in 
the following table, according to the size, scope and risks of the project.

Role Function 

Service Lead & 
Project Sponsor

Establishing and maintaining a comprehensive 
understanding of the project’s resources and delivery 
requirements and adjusting these as required 

Programme/Project  
Officer

Driving and monitoring the delivery of the service 
programme/project and working with the programme 
team to reduce project road blocks 

Financial 
Representative

Monitoring and reporting on projects, budgets throughout 
its life cycle and supporting with any cost analysis 
requirements  



Policy & Strategy 
Resource

To support programme team quality and standardisation, 
including governance gateway reports, Pentana 
monitoring and policy procedure and amendments. 

Legal 
Representative 

To support with the delivery of the project around a 
specific task associated with their expertise and 
knowledge  

Human Resources
To support with the delivery of the project around a 
specific task associated with their expertise and 
knowledge  

ITC Representative
To support with the delivery of the project around a 
specific task associated with their expertise and 
knowledge  

Property & Assist 
Management 

To support with the delivery of the project around a 
specific task associated with their expertise and 
knowledge  

Facilities 
Management 

To support with the delivery of the project around a 
specific task associated with their expertise and 
knowledge  

3.5 Reporting 

Pentana

Pentana is our in-house reporting system for projects and service plans. Pentana 
shows performance against targets and performs data analysis on Key Performance 
Indicators (KPIs). Pentana consolidates actions into milestone targets for each stage 
of a project and uses auto-reminders to help project managers keep on track by 
automatically reminding them, through the email system, when updates are needed. 
It is the means by which Members are appraised of project progress through the 
relevant Committee scorecards that are reviewed quarterly.

Matrix Reporting

The Matrix is a spreadsheet tracking system that the Corporate Projects Team 
manually updates. The Matrix records all non-service plan projects that are in 
progress. The Matrix allows the Corporate Projects Team to update the Corporate 
leadership Team on the progress of the project and any performance issues they 
need to be aware of that may not be covered within the Pentana reporting process. 

The Matrix also has a project budget allocation and expenditure section, which is 
automatically updated through a controlled finance spreadsheet. This allows the 
Directors to track the project expenditure audit trail.



Dashboards, Project Trackers

The Key Projects Dashboard is a live document throughout the project’s life cycle 
that covers most of the main reporting areas required for a project, including project 
brief, project risks, forecasted actions and tasks, outstanding tasks, allocated 
budgets, expenditure to date, project start & finish date and project resources all in 
one place and at a glance. The dashboard automatically updates the progress of 
tasks from their recorded due date and highlights overdue actions on the risk table 
which is located on the main page. Through the use of the actions tab and risk tab, 
the dashboard can also be used as an audit trail for when actions and decisions were 
taken.

Project Delivery Plan

The project delivery plan is a bespoke delivery plan template produced within 
Microsoft Project, it forecasts and lists all the critical tasks and takes the user 
through gateways 0-4. Depending on the complexity of the project implementation, 
an independent implementation programme may be produced for the Stage 4. 

Continual Improvement (Achieving Excellence)

The Gateway process has been developed around Worcester City Council’s services. 
There are formal service management structures and standard project gateways 
used for project delivery. The gateway process is implemented and monitored by the 
Corporate Project Team, who also support the service project leads and sponsors, 
through the approvals and delivery process.  

The gateway process continues to be developed and improved through delivery 
teams’ feedback and lesson learned. The gateway process is also regularly reviewed 
by the Corporate Directors at the Corporate Programme Board and Corporate 
Programmes Progress Meeting. 

Ward(s): All wards
Contact Officer: Tony Catchpowle, Team Manager: Corporate Projects and 

Transformation
01905 722166
Tony.Catchpowle@Worcester.gov.uk

Background Papers: None 

APPENDIX 1 - Corporate Project Gateway Approvals process

APPENDIX 2 - Corporate Projects Feasibility Proposal Template

APPENDIX 3 - Corporate Projects Evaluation Proposal Template

APPENDIX 4 - Post-Project Evaluation Process and Register Template
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