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These are the active tasks the Project Team 
must execute. Each step answers the 
question: "What do we need to do next?"

Points to Note
1. Maintain Sequential Integrity: Each step 

should be considered in parallel with its 
corresponding compliance gate. These 
gates are mandatory decision points, and 
progressing to the next step before clearing 
a gate is not recommended.

2. Gates Have Binary Outcomes: A gate is 
either 'Pass' or 'Fail'. A 'Fail' indicates there 
are issues that must be addressed before 
moving forward to the next step.

These are crtitical decision points where 
work stops for review. Each gate answers 
the question: "Should we move forward to 
the next stage?"

Compliance Gates

Steps to Deliver



Step 1: PPP 
Mobilisation and 
Programme Definition

Step 2: Developing the 
Full Business Case

Step 3: Market 
Engagement and 
Procurement Strategy

Step 4: Partner 
Selection and 
Commercial Close

Step 6: Design, 
Construction, 
and Commencement

Step 7: Operations, 
Maintenance, and 
Asset Handover

Local Authority (LA) 
confirms project scope 
and service
requirements, 
establishes a governance 
structure and project 
team, and defines how 
stakeholders will be 
engaged throughout the 
project timeline.

Five Case Model
• Strategic
• Economic
• Commercial
• Financial
• Management
Using a 'Five Case Model', 
LA confirms the business 
case and risk allocation to 
secure formal sign-off 
from senior stakeholders 
and government 
departments.

LA engages the market 
early and issues a Prior 
Information Notice (PIN), 
followed by a multi-stage 
process to refine service 
standards, payment 
mechanisms, and 
contract terms with 
potential private sector 
bidders, while 
maintaining probity.

A 'Preferred Bidder' is 
selected, and the project 
agreement is signed, 
finalising all commercial 
terms, performance 
rules, the legal 
framework for risk 
sharing between the 
parties, and output 
specifications.

All financing arrangements 
and project agreements 
become legally binding and 
funding is committed. 
Satisfying these conditions 
provides the certainty 
needed to trigger the start 
of construction and may 
involve setting up a special 
purpose vehicle (SPV).

The private partner builds 
the asset and bears the 
primary risk for delays. 
Payments to the partner 
only begin once the 
asset/service is certified 
as ready for use by an 
independent tester, 
subject to the agreed 
payment mechanism.

The private partner 
operates the asset 
/service for a long-term 
period (often 20-30 yrs). 
Upon the contract's end, 
a 'rectification process' 
ensures the asset/service 
is handed to the LA  in 
good working

Public-Private Partnership (PPP): The Seven-step Delivery Model
and Compliance Gates

Check if the PPP 
programme is still 
needed 

Pass evidence: 
Strategic need 
and affordability cap 
confirmed.

Confirm the specific 
project has a valid 
business case and 
affordability limit.

Pass evidence: 
Business case 
validated.

Confirm that 'PPP' is 
the right procurement 
route.

Pass evidence: Go-to-
market and evaluation 
model.

Confirm the Preferred 
Bidder’s price is 
affordable and the 
contract risks are 
acceptable.
Pass evidence: 
Price/risk 
acceptability 
confirmed and
approved for signing.

(Recurring). Check if 
the PPP is delivering 
the agreed 'value for 
money'.

Pass evidence: Value 
for money and 
benefits tracked; 
handover plan in 
place.

Gate 0: Strategic 
Assessment 

Gate 1: Business 
Justification

Gate 2: Delivery 
Strategy 

Gate 3: Investment 
Decision

Gate 4: Readiness for 
Service

Gate 5: Benefits 
Realisation
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Source: Infrastructure and Projects Authority: assurance review toolkit – Government of UK

Confirm that contractual
completion requirements 
have been met and that 
LA and private partner are 
operationally ready.

Pass evidence: 
Acceptance tests and 
operational readiness 
confirmed.

Step 5: Financial 
Close
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