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Initiating A Project

Initiating a project is a critical stage in the Strategy Shaping and Prioritisation process and 
comprises three key activities: 

Initiating A Project

Preparing 
For The 

First Stage

Seeking 
Authority to 

Proceed

First Stage

Accepting 
the project 

brief

Pre-project

Figure 7 – Initiating A Project 

Accepting the project brief – ensure that the documentation used to initiate the 
project is complete, consistent and of acceptable quality. A checklist for this is 
provided on page 25

Preparing For The First Stage – ensure that the project is properly established and 
all of the project management documentation needed to run the project is in place. A 
checklist for this is provided on page 26

Seeking Authority To Proceed – obtain the authorities needed to proceed into the 
first stage of the lifecycle. The required authorities are set out in the Investment 
Authorisation on page 54
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Accepting the project brief checklist 

Accepting the project brief

Review and confirm the acceptability of the following products which 
make up the project brief provided by the Strategy, Shaping & 
Prioritisation process: 

Scheme Requirements 

Value for Money Assessment 

Phase Remit 

Options Phase Budget 

Scheme Estimate (Order of Magnitude Estimate) 
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Preparing for the first stage checklist 

Preparing For The First Stage

Register the project with the Programme Services Group (formerly 
the Programme Office)

Complete an OGC Risk Potential Assessment (RPA) for the project 
and send the resulting score to the Centre of Excellence 

Identify which products must be delivered during the Options 
Identification stage and complete the baseline dates in the Product 
Checklist for that stage and obtain sign off  from the SRO 

Create and baseline the Project Management Plan and Project 
Schedule for delivering those products

Create and populate the Risk Register etc 

Provide copies of the baselined Product Checklist, Project 
Management Plan and Project Schedule to the Programme Services 
Group (formerly the Programme Office) 
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Controlling A Stage 

Controlling a Stage consists of seven activities:

Planning

Managing 
Risk

Producing 
Products

Assessing 
& Reporting 

Progress

Managing 
Documents

Managing 
Contracts

Controlling A Stage

Managing 
Costs

Figure 8 – Controlling A Stage 

Many of these activities have specific products on the Product Matrix which are produced 
as part of the Major Projects Lifecycle. 

Controlling a Stage adds some additional requirements around the regular project 
management activities that must be undertaken as part of the stage. For example, holding 
project progress review meetings. 

The Project Manager must retain evidence that they have undertaken these activities and 
this will be reviewed at the Stage Gate Assessment Review at the end of the stage (see 
page 43). 

M070282 The Project Control Fram27   27M070282 The Project Control Fram27   27 19/03/2008   11:22:1819/03/2008   11:22:18



28

Controlling a stage checklist 

Requirements For Controlling a Stage

Hold progress meetings and update the schedule at least once a 
month

Comply, in a timely manner, with the requirements of the regular 
reporting schedule

Monitor costs and manage against the cost plan at least once a 
month

Actively review risks at least once a month 

Ensure that risk mitigations are reflected within the project 
management plan (in the widest sense) 

Ensure that the document management process has been followed 
(page 29) 
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Managing Documents 

The approach to managing documentation needs to support the basic principles of the 
Project Control Framework. For example, that all evidence of product production and sign 
off is retained.

Project Managers have overall responsibility for the management of documentation. They 
must ensure that: 

Once a product is signed off and therefore completed that the product is ‘frozen’. 
This means that no further changes can be made to that product. Signed off 
products must be frozen before a Stage Gate Assessment Review 

It is up to the Project Manager to decide how to freeze a product  - but this might 
include converting the document into a PDF document 

If a product is updated during a stage or stages each update must be retained. For 
example a risk register will be continually updated throughout the stage  

If a product is refined through the lifecycle each version must be retained and 
frozen for the Stage Gate Assessment. For example, by the end of a project there 
will be 7 versions of the scheme cost estimate 
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A file plan for the Project Control Framework is currently being developed which will be 
compatible with SHARE (the Highways Agency’s electronic document management 
system). In the interim it is up to the Project Manager to determine how best to structure 
the project file plan.

As a suggestion Project Managers might want to consider the following structure: 

1st Level 2nd Level 3rd Level 

Title of Project Individual folders for all 
products that are 
produced throughout
the lifecycle 

Any other folders which 
are not product specific 
such as minutes of 
team  meetings etc 

The actual product (The 
current draft and then 
final version) 

If a product is updated 
all updates must also 
be saved

Project Managers may 
also wish to save 
evidence of consultation 
and sign off relating to 
that product in those 
folders

M070282 The Project Control Fram30   30M070282 The Project Control Fram30   30 19/03/2008   11:22:1919/03/2008   11:22:19



  31 

Managing Stage Boundaries 

Managing Stage Boundaries overlaps with Controlling A Stage. It starts close to the end of 
a stage, carrying the project through the “gap” between the stages and into the next stage 
of the lifecycle. This involves: 

Managing Stage Boundaries

Preparing 
For The 

Next Stage

Preparing 
For Stage 

End

Current Stage Next 
Stage

Stage Gate 
Assessment 

Review

OGC 
Gateway 
Review

Between Stages

Seeking 
Authority To 

Proceed

Figure 9 – Managing Stage Boundaries 

Preparing For Stage End – undertake a “Review” of progress against plan and 
confirm that the stage is, indeed, complete. A checklist for this is provided on page 32  

Preparing For The Next Stage – ensure that the “Plan” is in place for the next stage. 
A checklist for this is provided on page 33 

Stage Gate Assessment Review – undertake a Stage Gate Assessment Review 
(see page 43) 

Seeking Investment Authority – obtain the authorities needed to proceed to the 
next stage. The required authorities are set out in the Investment Authorisation on 
page 54 

OGC Gateway Review – undertake any necessary OGC Gateway Review (page 51) 
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Preparing for stage end checklist 

Preparing For Stage End

Update a OGC Risk Potential Assessment (RPA) for the project and send the 
resulting score to the Centre of Excellence 

Review the Products required for the stage against the baselined Product 
Checklist for the beginning of the Stage. Confirm that: 

Products are signed-off and supported by proof of consultation 

Any variance in the products produced is understood and can be justified 

There is evidence that mandatory processes have been followed 

Filing is up to date 

Complete the Product Checklist for the current stage indicating dates of 
completion and providing comment on any products not yet complete 

Ensure there is evidence that the requirements of Controlling A Stage have 
been met 

Review cost and time against the versions baselined at the start of the Stage  

Arrange  the Stage Gate Assessment Review  
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Preparing for the next stage checklist 

Preparing For The Next Stage

Complete the OGC Risk Potential Assessment (RPA) for the next stage and 
send the resulting score to the Centre of Excellence 

Update the Risk Register, Issues Register, etc  

Identify which products must be delivered during the next stage and complete 
the baseline dates of the Product Checklist for that stage 

Update and baseline the Project Management Plan and Project Schedule for 
delivering those products 

Provide copies of the baselined Product Checklist, Project Management Plan 
and Project Schedule to the Programme Services Group (formerly the 
Programme Office) 

Prepare and send out the Stage Gate Assessment Review Submission Pack   

Hold the Stage Gate Assessment Review   

Produce any necessary Investment Submissions (if needed)  

Complete an OGC Gateway Review (if needed)  
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Managing Change 

Within PCF we have defined change as any issue which will have an effect on the 
development and delivery of the project whether negative or positive. Change can come 
from a number of sources and includes, for example, the materialisation of risks or 
changes in legislative or technical standards.  

Any change, no matter how big or small must be: 

Captured & Assessed 

- The starting point for any change is to complete a change request form. This 
form records the nature of the change and assesses its impact on the project 
specifically in terms of time, cost and scope. Changes must not be accepted 
unless a full impact assessment (appropriate to the size of the change) has 
been completed

- Assessing the impact must always also include whether the change affects 
products. This includes whether products will require to be updated and the cost 
and time implications of doing this

- All changes are also captured on a change log and every project must have and 
regularly update the change log. The log not only records potential change but 
summarises it’s impact (taken from the change request form) and monitors and 
tracks the change through to implementation (if accepted) 

Accepted or rejected 

- Who approves the change depends on the time, cost and scope tolerance set 
for the project.  If the change is within tolerance then the change request is 
submitted for approval to the Project Manager or, in more significant cases, the 
Senior Responsible Owner and DfT Project Sponsor 

- Before the change can be approved relevant key stakeholders must be 
consulted on the change. For example, if the change requires an increase in 
cost then those involved in the production and sign off for the scheme cost 
estimate will need to be consulted. 
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Any stakeholder with an interest in the project can raise a change request. It is the Project 
Manager’s responsibility to ensure that all changes are captured, assessed and escalated 
appropriately.

Tolerances

Tolerances for managing change will be set by the SRO at each stage as part of the 
management of the stage. These will be reported to the DfT Project Sponsor and the HA 
Programme Services Group (formally known as the Programme Office) to ensure a 
consistent approach across projects. 

Anything above the project tolerances will trigger an exception report (see page 41).  
Where this involves a departure from the original investment approval the project will also 
need to seek investment re-authorisation.
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Closing A Project 

Closing a project ensures that the project has a distinct end point rather than drifts into 
operational management. 

Closing A Project

Finalise all project documentation 

Confirm that all filing is up to date 

Archive

Hand over financial documentation

Hand over contract documentation

Hand over any remaining as built drawings to the Operator 

Hand over Health & Safety file to the Operator 

Complete a Project Close Out Report and send to the Programme Services 
Group (formerly the Programme Office) 

Hold post project review 

Obtain final Stage Gate Assessment Certificate 
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Breaking projects into sub-projects

There are a number of circumstances where it may be appropriate to break a project into a 
number of sub-projects. For example where: 

Development and/or construction of elements of the project need to be progressed 
on significantly differing timescales – for example, a project that has significant traffic 
management issues associated with it or is subject to funding constraints 

The procurement strategy for the project seeks to reduce risk by letting significant 
elements of the work to different suppliers and, potentially, under differing 
procurement regimes 

It would lower the overall risk profile of the project to manage it as separate and 
distinct sub-projects 

In such cases, a project may be divided into sub-projects at any stage or phase boundary 
with the agreement of the Senior Responsible Owner and DfT Project Sponsor – although 
it would usually be sensible to aim to split the project into sub-projects at phase 
boundaries. 

Each sub project is then taken forward independently. This means that each sub project 
has its own project schedule, risk register, product checklist etc. 
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Project Assurance & Governance 

Governance of projects is provided through: 

Project assurance 

Investment authorisation / re-authorisation 

Roles & responsibilities 
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Project assurance 

Project assurance provides the basic framework of controls that assure: 

The project is being managed and controlled as directed by the SRO 

Basic standards are being followed 

The project is well-managed 

The project assurance controls within the Project Control Framework are: 

Regular reporting (page 40) 

Exception reporting and re-authorisation (page 41) 

Sign-off of products as they are produced (page 17) 

Stage Gate Assessment Reviews (page 43) 

OGC Gateway reviews (page 51) 
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Regular Reporting 

The Major Projects Programme Services Group (formerly the Programme Office) defines 
and maintains a schedule of regular reports that must be completed according to the 
schedule. The Project Manager is responsible for completing the reports on time. 
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Exception Reporting 

Project Managers must produce an Exception Report if: 

The expected cost of the current phase is forecast to be higher than the approved 
budget for that phase 

For projects in the Options and Development Phases the expected cost of the project 
as a whole is forecast to be higher than the approved Indicative Funding Assumption. 
The Indicative Funding Assumption is: 

- The P50 base cost estimate at current prices 

- P50 provision for project risk and uncertainty at current prices 

- P50 provision for inflation calculated from current price base to completion date 
for the project 

- P50 provision for Programme Risk at current prices 

For projects in the Construction Phase the expected cost of the project as a whole is 
forecast to be higher than the approved project budget. The project budget is 
comprised in the same way as the Indicative Funding Assumption (see above.) 

Stage end is projected to be more than 3 months beyond the baselined end date of 
the stage 

Where, in the opinion of the DfT Project Sponsor, the scope of the scheme has 
changed sufficiently to warrant re-authorisation 
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The Exception Report must be submitted to the Major Projects Programme Services 
Group (formerly the Programme Office) and DfT Project Sponsor. 

Where an exception report is triggered because it involves a departure from the original 
investment approval the project will also need to seek investment re-authorisation (page 
61).

On the rare occasion where a stage slippage of more than three months does not result in 
an increase in investment approval, investment re- authorisation is not required. The 
slippage must however be agreed with the Project Sponsor and SRO and reported to the 
Major Projects Investment Control Group 

Project Managers are required to complete a Stage Gate Assessment Review before 
seeking re-authorisation. 
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Stage Gate Assessment Reviews 

Stage Gate Assessment Reviews provide basic assurance that: 

The stage is complete and is within tolerance 

The Project Control Framework has been followed 

The project is ready to proceed to the next stage, subject to investment authorisation 

It is an evidence-based review that is intended to draw on documentation and activities 
that the project team have already produced. 

All projects must complete a Stage Gate Assessment Review: 

At the end of every project stage as part of the Managing Stage Boundaries process 
(page 31) – prior to seeking any other review or authorisation 

Every 12 months if a project stage is planned to last more than 18 months 

Prior to seeking investment re-authorisation (page 61) 

All stage end State Gate Assessment Reviews must be planned at the project outset and 
must be included in the Project Schedule and Project Management Plan. 

This section provides a summary of Stage Gate Assessment Reviews. The Way we Work 
site provides detailed information regarding process, outcomes and how they are 
undertaken.
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Who attends the Stage Gate Assessment Review? 

Attendance at the Stage Gate Assessment Review depends on the Risk Potential 
Assessment score: 

Low Risk Medium Risk High Risk 

Highways Agency (HA) 
Project Manager 

HA Project Manager HA Project Manager 

DfT Project Sponsor DfT Project Sponsor DfT Project Sponsor

HA Senior Manager 
(Development or 
Construction)

HA Senior Manager 
(Development or 
Construction)

HA Senior Manager 
(Development or 
Construction)

HA Major Programme 
Services Group 
(formerly the 
Programme Office) 

Senior Responsible 
Owner (HA or DfT as 
appropriate to the 
Phase)

Senior Responsible 
Owner (HA or DfT as 
appropriate to the 
Phase)

HA Divisional Finance 
Manager

HA Major Projects 
Programme Services 
Group (formerly the 
Programme Office) 

HA Major Projects 
Programme Services 
Group (formerly the 
Programme Office) 
HA Divisional Finance 
Manager

HA Divisional Finance 
Manager

A Senior  HA Project 
Manager from outside 
of the project team 

Stage Gate Assessment Review attendance may only be delegated in exceptional 
circumstances with the agreement of the Senior Responsible Owner and must not be 
undertaken by correspondence. 
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What is assessed in a Stage Gate Assessment Review? 

For the stage being completed, the Stage Gate Assessment Review confirms that: 

The Risk Potential Assessment (RPA) has been reviewed and updated  

The products are signed-off  

Any variance from the planned products are understood  

Cost and time performance  are within acceptable tolerances 

There is evidence that Project Board meetings have been held and plans, risks and 
issues have been regularly reviewed 

Lessons learned have been captured for the stage 

For the next stage the Stage Gate Assessment Review confirms that: 

The Project Manager has identified which products will be delivered 

Risks associated with any proposed stage derogations are identified and assessed  

There is a plan and cost estimate for delivering those products 

The resources needed to deliver the plan have been identified and a plan is in place 
for securing the resources 

The review does not:

Seek to review every single product produced for the stage. This is done as part of 
the quality assurance when products are signed off during the stage (page 17) 

Make any assessment of the overall management of the project; this is done by the 
OGC Gateway Review (page 51) 

Make any assessment of the continued need for the project; this is done by the 
investment authorisation process (page 54) 
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Preparing for a Stage Gate Assessment Review 

Stage Gate Assessment Reviews are intended to be low cost and minimally disruptive –
keep this in mind when participating in a review. 

Prior to the Stage Gate Assessment Review the Project Manager must compile a review 
submission pack. The pack comprises: 

Agenda

Current monthly management report

End of stage report 

Completed Project Checklist for the current stage

Product Checklist for the next stage identifying the products to be produced with 
baseline dates for completion 

Project Schedule 

Change Control Log 

The risk register 

Funding for the next stage ( via the scheme cost estimate) 

This pack assists reviewers in making an overall assessment as to whether the project is 
ready to move to the next stage.  Reviewers can ask for additional products to be brought 
to the review. For example they may wish to look at those products on the checklist which 
have not been completed. 

Project Managers should also consider what other key documentation might need to be 
brought to the review. For example, Project Managers need to be prepared to provide 
evidence that all products have been signed off and that plans, risks and issues are 
regularly reviewed and updated. This might include sign off sheets for products and 
minutes from team/progress meetings. 
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Holding the Stage Gate Assessment Review 

All Stage Gate Assessment Reviews must have a Chair who is accountable for 
determining the overall outcome of the review.  Who chairs the review depends on the 
phase the project is in and whether it is a low, medium or high risk project. This is 
indicated in the table below. 

It is up to the Chair to determine: the structure of the review, the role of the reviewers and 
what specific questions might be asked to determine the outcome of the review.
However as an example of how the review might be held, the initial focus will be to review 
the product checklist for the stage. Where it shows all products are complete reviewers 
might ask questions to test this. Where the product checklist is incomplete reviewers will 
want to know the cause, what impact it has on the project progressing and what actions 
must be undertaken to ensure its completion. 
In reviewing the current stage reviewers will also seek to understand how well change, risk 
cost and time are being managed on the project. This may for example, involve reviewing 
evidence of current risk register and change log. 

RPA Risk Level Options Development  Construction

Low DfT Project Sponsor HA Senior Manager 
(development or 
construction)

HA Senior Manager 
(development or 
construction)

Medium Senior Responsible 
Owner (DfT) 

Senior Responsible 
Owner (HA) 

Senior Responsible 
Owner (HA) 

High Senior Responsible 
Owner (DfT) 

Senior Responsible 
Owner (HA) 

Senior Responsible 
Owner (HA) 
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The final part of the review then looks forward to see how prepared the project is to move 
to the next stage. This includes reviewing and agreeing the product checklist for the next 
stage.

In terms of behaviours, when holding the review: 

The focus of the review should not be about criticism, put-downs or point scoring 

The review  needs to create a positive  environment where open and transparent 
discussions can take place

Reviewers should not seek to delve into the detail within individual products. This 
will already have been done as part of the sign off of that product 

Reviewers are not there to determine if the project is still the right project to invest 
in. The focus must be  on whether the Project is complying with the framework 

The review should not been seen as something which will always stop a project 
moving to the next stage.  In most cases, if products have been complete and plans 
are in place for the next stage, the review simply provides the Project Manager and 
SRO with confidence that they can continue to progress the project (subject to 
investment authorisation) and that it is supported by their peers 
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Outcome of the Stage Gate Assessment Review 

There are four potential outcomes: 

Outcome Basis For Decision 

Green Proceed to next stage All products complete and quality / progress 
validated.

Amber Proceed to next stage, but 
complete certain products 
or actions

Report back on completion 
within a set timescale 

Chair to decide if follow up 
meeting is required or 
evidence of completion 
can be done via 
correspondence

Outstanding products and actions can be 
completed within a reasonably short period 
and identifiable timescales which will not be 
programme critical or impact statutory or 
safety processes. 

Red/Amber Do not proceed to next 
stage until required 
products and actions have 
been completed 

Then repeat the Stage 
Gate Assessment Review 

Products critical to the successful delivery of 
the project are incomplete.

The outcome of further work cannot be 
predicted or delivery is in doubt. 

Red Do not proceed - stop Factors critical to success cannot be resolved 
or outside actions require the project to stop 
at that point. 
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The outcome of the review is recorded by the Chair on the Stage Gate Assessment 
Certificate, including any agreed actions. By signing this certificate the review also 
provides sign off that the Product Checklist and Schedule for the next stage has been 
completed and agreed. 
Where the project is awarded an amber outcome it is at the discretion of the Chair to 
determine how assurance is provided that outstanding products and actions are complete. 
This can be done by a follow up meeting or correspondence. The outcome of the review of 
incomplete products and actions must be recorded and attached to the original Stage Gate 
Assessment Certificate 

Where a project is awarded a red/amber outcome a full Stage Gate Assessment Review 
must be repeated and another Stage Gate Assessment Certificate produced. 
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OGC Gateway Reviews 

The Office of Government Commerce (OGC) Gateway Review is a “peer review" in which 
independent project managers from outside the project use their experience and expertise 
to examine the progress and likelihood of successful delivery of the project.

The OGC Gateway Review provides assurance and support to the Senior Responsible 
Owner (SRO) that: 

Suitable skills and experience are deployed on the project 

All stakeholders understand the project status and issues 

There is assurance that the project can progress to the next phase 

Time and cost targets have a realistic basis 

Lessons are learned 

The project team are gaining input from appropriate stakeholders 
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All major projects should undertake OGC Gateway Reviews as shown in the table below: 

OGC Gateway Reviews are undertaken as part of the Managing Stage Boundaries 
process (page 31). A Stage Gate Assessment Review (page 43) must be completed and 
any necessary investment authorisation (page 54) obtained prior to the OGC Gateway 
Review. 

OGC Gateway Major Project Phase/Stage 

1 Business Justification  Entry to the Options Phase (undertaken on behalf of DfT) 
(Option Identification Stage). 

2 Delivery Strategy Entry to the Development Phase (Preliminary Design 
Stage).

3a Investment Decision Entry to the Statutory Procedures & Powers stage. 

3b Investment Decision End of the Construction Preparation Stage. 

4 Readiness For 
Service

At the end of the construction if the project involves 
substantial technology or other elements whose service 
readiness can be assessed.

5a Operational Review & 
Benefits Realisation 

At the end of the Construction Phase. 

5b Operational Review & 
Benefits Realisation 

A further operational benefits review may need to be 
undertaken. The timing is at the discretion of the SRO. 
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Summary of stage gate assessment reviews and OGC gateway reviews 

The diagram below shows the relationship between the lifecycle and the Stage Gate 
Assessment Reviews and OGC Gateway Reviews. 

2 3b 4 5a1

Stage Gate 
Assessment 

Review

OGC Gateway / 
Independent 

Review

Strategy, 
Shaping & 

Prioritisation

Option 
Identification

Option 
Selection

Preliminary 
Design

Statutory 
Procedures
& Powers

Construction 
Preparation Construction Handover & 

Closeout

Options Development Construction

3a

Investment Authorisation

Figure 10 – Summary Of Stage Gate Assessment Reviews and OGC Gateway Review Points 

Page 58 has a summary of the investment authorisations required by projects. 

Page 59 sets out the sequence of reviews and investment authorisations. 
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Investment Authorisation 

All investment decisions are ultimately taken by the Department for Transport Ministers. 
The specific requirement for investment authorisation and re-authorisation are determined 
by the: 

Department for Transport’s Investment Appraisal Framework (IAF); and

Highways Agency’s internal Investment Control Framework (ICF)

Ministerial investment authorisation is required at the beginning of each phase approving 
for the phase: 

Budget and duration for the project phase 

Planned duration for the project as a whole, including planned start and end dates for 
the Construction phase 

For projects in the Options and Development Phases, the Indicative Funding 
Assumption for the project as a whole

For projects in the Construction Phase , the project budget

Cost range estimate (upper and lower bound) for the project as a whole at outturn 
cost including programme risk.  The cost range estimates are split in the same way 
as the Indicative Funding Assumption 

As long as scheme remains within the approved cost and timescale, there is no 
requirement to seek Ministerial investment authorisation between stages other than those 
which correlate with the phase boundaries.
However, as part of Highways Agency financial control all projects must seek internal 
Investment clearance at entry to stage 4, 5 and at the end of stage 7. 
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Levels of Clearance and Authorisation 

Phase By Phase Ministerial Investment Authorisation 

All projects must obtain clearance at the appropriate level before being submitted to the 
Minister for Investment Authorisation. The appropriate level will depend on the overall cost 
(Indicative Funding Assumption) of the project. 

All projects must progress through the following steps to attain Ministerial Investment 
authorisation:

Step 1 

- Gain clearance from the Highways Agency Major Projects Investment 
Control Group. For projects expected to cost over £200m this clearance will 
include clearance from the Chief Executive and Director of Finance

Step 2 

- Gain clearance from DfT. For projects expected to cost over £50m clearance is 
provided by the Highways Investment Board. For projects under £50m 
clearance is provided internally by DfT 

Step 2a 

- If the project is expected to cost over £500m the project must also seek 
clearance from HM Treasury at entry to the Development Phase and 
Construction Phase. 

Step 3 

- Seek investment authorisation from the Minister

Normally a Stage Gate Assessment Review must take place before step 1. The Stage 
Gate Assessment Review Certificate must be included in any submission seeking 
Highways Agency or DfT clearances. 
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Highways Agency Internal Investment Clearance (Stage 4, 5 and end of 7) 

Projects must gain clearance form the Highways Agency Major Projects Investment 
Control Group as detailed in Step 1 on page 55. A Stage Gate Assessment Review must 
take place before seeking this clearance. 

Responsibilities 

The Highways Agency Project Manager is responsible for obtaining all Highways Agency 
internal clearances. The DfT Project Sponsor is responsible for obtaining all DfT 
clearances and coordinating all Ministerial Investment Submissions.  
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Undertaking work at risk 

Once clearance has been obtained from the Major Projects Investment Control Group, a 
project may undertake work at risk on the next stage of the project prior to obtaining full 
Ministerial investment authorisation (where required). 
The work undertaken at risk must not: 

Cost or commit more than 10% of the next stage’s budget 

Last more than three months without prior permission 

Include the letting of works procurements; initiation of a public consultation or public 
inquiry – although preparation for these activities is allowed 

Additional Ministerial decisions 

Ministerial approval to proceed, which is not investment authorisation, is also required: 

At the end of the Options Identification and Preliminary Design stages for projects if
the range of options that may be taken to Public Consultation have a potential 
sensitive policy or political implications. Advice on when this will apply should be 
obtained from the DfT Project Sponsor 

At  the Secretary Of State decision at the end of Stage 4 
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Summary of Investment Authorisation and Ministerial decisions 

The diagram below summarises the clearance levels for Ministerial investment 
authorisation, Highways Agency internal investment decision points and additional 
ministerial decisions required by projects: 

DfT ( via 
Highways 

Investment Board 
if project over 

£50m)

HMT

HA MP 
Investment 

Control Group

CEO and FS 
Director Approval
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Preparation Construction Handover & 
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Options Development Construction

Only for 
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over £200m

Only for 
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over £500m
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Preferred Route 
Announcement / 
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Draft Orders 
Publication

Orders 
Decision

Commitment To 
Invest

Commitment To 
Investigate

Agreement Of 
Public Consultation 

Options

Only for 
projects 
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Figure 11 – Summary Investment Decision Points 

Page 53 has a summary of the Stage Gate Assessment Reviews and OGC Gateway 
Reviews required by projects. 

Page 59 sets out the sequence of reviews and investment authorisations. 

M070282 The Project Control Fram58   58M070282 The Project Control Fram58   58 19/03/2008   11:22:2719/03/2008   11:22:27



  59 

Stage Gate 
Assessment 

Review

Pre-project

Investment 
Authorisation

OGC Gateway 
Review

Investment  
Authorisation

Pre-project

OGC Gateway 
Review

Sequence of reviews and investment authorisations

Entry to the Lifecycle 

At entry to the lifecycle the sequence of reviews and investment authorisations is: 

Figure 12 – Sequence of reviews and investment authorisations at entry to the lifecycle 

Subsequent Stages 

Moving from: 

Stage 1 of the lifecycle into stage 2

Stage 4 of the lifecycle into stage 5 

only requires a Stage Gate Assessment Review to be held unless the project requires 
investment re-authorisation (see page 61). 
For subsequent stages, the sequence of reviews and investment authorisations is: 

Figure 13 – Sequence of reviews and investment authorisations for subsequent stages 
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Investment authorisation of “suspended” schemes 

From time to time it may become necessary to “suspend” schemes due to funding, 
capacity or other constraints. Decisions to “suspend” schemes are made at the sole 
discretion of the Department for Transport and are subject to Ministerial approval. 

At the point of suspension, a budget to meet any costs associated with the scheme during 
its suspension and a time frame for re-appraisal of the scheme will be set. 

Suspended projects will continue to be subject to regular reporting requirements and 
Stage Gate Assessment Reviews. 
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Investment re-authorisation 

Investment re-authorisation is triggered whenever an Exception Report is produced 
involving and increase in investment approval (see page 41). All projects must first 
complete a Stage Gate Assessment Review before seeking investment re-authorisation.

When to seek investment reauthorisation 

The Project Sponsor and Senior Responsible Owner will decide whether investment re-
authorisation should be sought immediately or deferred until a project is ready for a 
decision on whether it should be allowed to proceed to the next stage. 

As a general rule if the scheme is within 3 month of the planned completion of a project 
stage, investment re-authorisation may be deferred. 

Levels of Investment Re-authorisation 

For projects where: 

During the Options and Development phases, the expected cost of those phases has 
increased by less than 20% or £5 million (which ever is the smaller) from the 
authorised budget for those phases 

During the construction phase, the expected cost for the phase has increased by 
less than 10% or £20m (whichever is the smaller) from the authorised budget for that 
phase

During the Options and Development Phases the expected cost (indicative funding 
assumption) for the project as a whole has increased by less than 10% or £20m 
whichever is the smaller 

then investment reauthorisation is within the Highways Agency’s delegation and only 
needs to be sought from the Highways Agency Major Projects Investment Control Group.   

M070282 The Project Control Fram61   61M070282 The Project Control Fram61   61 19/03/2008   11:22:2919/03/2008   11:22:29



62

For projects where: 

Latest estimates exceed  the approved phase budget, Indicative Funding Assumption 
(Options and Development Phases) or Project Budget (Construction Phase) by more 
that the Highways Agency delegation as set out on page 61  

In the opinion of the DfT Project Sponsor and Senior Responsible Officer, the scope 
of the project has changed sufficiently to warrant re-authorisation

Then investment reauthorisation must be sought from the Department for Transport 
Minister and the principles of investment authorisation applies.

In certain cases, non contentious increases to phase budgets above the Highways 
Agency’s delegated limit may be approved internally by the Department for Transport 
without seeking final Ministerial approval. The DfT Project Sponsor will advise if this is 
appropriate.

The table on page 63 provides an illustration of the levels of investment reauthorisation. 

At programme level total Highways Agency expenditure during any year on the options, 
development or construction phases across all projects in their relevant phases must 
remain in line with the overall annual budgets agreed for each of these phases at the 
beginning of the year. 
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* Discretionary - if increase is large or contentious 

* If projects cost over £50 million

ICF IAF

Change Major Projects 
Investment 

Control Group  
Internal DfT 

Highways 
Investment 

Board
Minister

Less
than
20% or 
£5m

Increase in 
Cost of 
Options or 
Development
Phase

Over 
20% or 
£5m

* *
Less
than10%
or £20m 

Increase in 
Cost of 
Construction
Phase

Over 
10% or 
£20m

* *
Less
than
10% or 
£20m

Increase in 
cost of project 
as a whole  

Over 
10% or 
£20m

*
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Reporting Requirements 

The Project Sponsor must be informed of all changes/increases to phase budgets. 

The Highways Investment Board, as part of regular monthly reporting on project progress 
must be informed of: 

The potential need for increases to the construction phase budget, as soon as that 
need is identified 

Actual changes to the construction phase budget within the Highways Agency 
delegated limit 

Any changes to the project delivery timetables to accommodate cost increase during 
the construction phase
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Roles and Responsibilities 

There are four key project roles within the Project Control Framework: 

Project Manager 

DfT Project Sponsor 

Senior Responsible Owner 

Project Board 

The following sections set out the general responsibilities and accountabilities for each of 
these roles. In addition, specific roles associated with products are set out in the Product 
Definitions (page 17). 
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Project Manager 

The Project Manager is the individual responsible for managing the development and the 
delivery of a project on behalf of the Highways Agency, under remit from the DfT Project 
Sponsor and on behalf of the Senior Responsible Owner (SRO). 

The Project Manager leads and manages the Project Team with the authority and 
responsibility to run the project on a day-to-day basis. 

The Project Manager is responsible for:

Managing the project on a day-to-day basis within the remit provided by the DfT 
Project Sponsor and delegations provided by the Senior Responsible Owner (SRO) 

Being aware of the business objectives of the project and ensuring that these are 
satisfied

Ensuring that the project produces the required products, to the required standard of 
quality and within the specified constraints of time and cost 

Establishing the project organisation, defining roles and responsibilities and 
deliverables for each team member 

Performing project planning, monitoring and control on the project 

Establishing the safety ethic within the project team and ensuring that the project 
complies with safety regulations 

Providing a safe working environment for the execution of work directly under their 
responsibility

Ensuring that statutory processes are followed and appropriate consents are 
obtained

Ensuring compliance with the Highways Agency’s standards and processes – 
including the Project Control Framework and Investment Control Framework 

Managing and administrating any consultant or supplier contracts 
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Managing project risks, including the development of contingency plans 

Initiating corrective action when necessary 

Reporting through agreed reporting lines on project progress 

Managing project resources, including project works contractors 

Ensuring that the DfT Project Sponsor has relevant up to date information on the 
project and is involved in major decision making, including stage gate reviews 

Leading and directing a multi-discipline project team which may consist of 
development, design and construction, commercial, planning, testing and 
commissioning and support personnel 
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DfT Project Sponsor 

The DfT Project Sponsor is responsible for representing DfT interests throughout the 
project life cycle.  The Project Sponsor “owns” the transport problem that is being 
addressed and for ensuring that the project provides an appropriate solution to that 
problem. There is only one DfT Project Sponsor in respect of any project. 

The DfT Project Sponsor is responsible for: 

At the initiation of a project defining the project’s objectives, scope and requirements, 
as set out in the Scheme Requirements Document, consulting as necessary with 
other potential stakeholders 

Agreeing the Phase Remit at the start of a phase 

Agreeing any changes to the Scheme Requirements Document during the course of 
the project 

Commissioning the OGC Gateway 1 review and liaising with the Highways Agency on 
the implementation of the recommendations 

Managing, and leading on, DfT’s assessment of the outline and final business cases 
for the scheme 

Managing, and leading on, provision of DfT comments on products for which DfT is a 
consultee

Receiving progress reports and exception reports from the Project Manager and 
following up as necessary 

Attending Stage Gate Assessment Reviews and being entitled to attend progress 
meetings and meetings of the Project Board. They are responsible for the outcome of 
the Stage Gate Assessment Review for low risk projects during the Options Phase 

Co-ordinating submissions to Ministers seeking investment authorisation and re-
authorisation throughout the project life cycle 

M070282 The Project Control Fram68   68M070282 The Project Control Fram68   68 19/03/2008   11:22:3019/03/2008   11:22:30



  69 

Assisting the Project Manager in the resolution of problems, issues and change 
control

Managing DfT's relationship with external stakeholders with an interest in particular 
schemes
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Senior Responsible Owner (SRO) 

The Senior Responsible Owner (SRO) has overall accountability for the delivery of the 
project ensuring the project remains focused on achieving its objectives. They have the 
authority to make decisions concerning the delivery of the project within a certain 
delegation.  
The SRO is responsible for: 

Providing clear leadership and direction through the life of the project 

Ensuring the project governance arrangements comply with the Project Control 
Framework through: 

- Review and Sign off of key products 

- Deciding the outcome of Stage Gate Assessment Reviews for medium and high 
risk projects 

- Ensuring change is effectively managed and escalated appropriately 

Ensure that the project is technically and financially viable and compliant with the 
Highways Agency’s corporate standards and strategic business plans. 

Ensure the project is ready to seek investment authorisation 

Manage the interface with key senior stakeholders
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Project Board

The Project Board supports the SRO and takes an overview of the project. The time that 
the Project Board can allocate to an individual project is normally limited and so the Project 
Board’s role is very much management by exception. 

Until further guidance has been developed the composition of the Project Board and the 
timing of meetings shall be determined by the SRO. 

Other Roles

This handbook focuses on the 4 key roles within the framework. We recognise that there 
are many other individuals who have an important role in developing and delivering a 
major project. This includes, for example: 

The Integrated Project Team which includes consultants and contractors and 
Highways Agency project support staff 

Highways Agency colleagues consulted in the production of products
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