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1. Abstract 

This paper explains how and why project governance maturity models can be an important 

strategy to add value to Gateway Reviews and improve infrastructure productivity in Australia. 

The paper documents where and why project processes fail to deliver outcomes. It aims to 

demonstrate how investment in leadership, integrated teams, and a quality assurance culture 

centered on accountability can be tracked and managed using maturity models as tools for 

managing risk, grasp opportunities and lead to continuous improvement. 

Underperformance of infrastructure projects has shown to be rarely related to failure of 
technology. It usually stems from a lack of project governance which manifests as deficient project 
cultures and lack of accountability. This results in not achieving the desired project outcomes 
because of a range of issues, e.g. wasted effort, lack of planning/quality systems, deviations from 
standard procedures, ill-defined project strategies, commercial conflict. 

By enhancing Gateway Reviews with Governance Maturity Models, process deviations resulting 
from poor cultures and lack of accountability can be identified, objectively quantified and then 
tracked throughout the project. Maturity Models can merge project management (hard) and 
project leadership (soft) elements inter-dependencies and effectively highlight the “knock-on 
effect” impacting continuous improvement. 

Project culture is the main influence of outcomes, and the main creator of positive cultures is 

collaboration between team members during project management tasks (e.g. during workshops) 

(Castaner & Oliveira, 2020) 

Governance maturity models are frameworks used to evaluate and improve an organization's 

capability to deliver projects or services successfully, typically progressing through five levels 
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from ad hoc processes to optimization. These models provide a roadmap for enhancing efficiency, 

consistency, and strategic alignment. Higher maturity is usually linked to significant cost savings 

and or better value (figure 1). 

 

Figure 1 Project Governance Gateways Framework 

 

2. Gateway Review Process 
 
The Gateway Review Process has been in place for approximately 10 years across all jurisdictions 

in Australia, including the States and Commonwealth. 

The following definitions are relevant: 

“The Gateway Review Process is in place to strengthen governance and assurance practices and 

to assist non-corporate Commonwealth entities to successfully deliver major projects and 

programs.” (Commonwealth Govt) 

“Gateway Reviews are independent Reviews conducted at key points, or Gates, along the 

lifecycle of a project and are important for providing confidence to the NSW Government 
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(through Cabinet) that projects are being delivered on time, to cost and in line with government 

objectives.” (NSW Govt) 

Issues identified during reviews are generally managed under a red/ amber/ green traffic light 

system. Significant effort by both reviewers and the project team is needed to prepare briefing 

materials, attend meetings and produce a report. This results in a deep understanding of the 

project status and compilation of a knowledge database at a particular point in time. The 

opportunity exists to use the database for other purposes (e.g.): 

• continuous improvement of the project’s implementation strategy, tactics and culture 

• productivity and cultural improvement by identifying and removing wasted effort 

• monetising supplier rewards for achieving high performance project cultures 

The impetus behind this opportunity to make better use of outcomes from gateway review 

processes in Australia was created circa 1995 when the Commonwealth Government established 

the Construction Industry Development Agency (CIDA) with $1m fund. The funds, matched by 

the private sector, were to research and further develop the construction industry. Several 

recommendations resulted including the adoption of “Building Best Practice in Construction” 

incorporating the “Designing Project Development Strategies” maturity model. Subsequently, 

this model was further developed and tested on over 100 projects and formed the basis of a 

doctorate. (Crow 2004, Deakin University). 

Unfortunately, since CIDA, construction productivity has continued to decline relative to other 

industries resulting in further recommendations for improvements. As a result, Engineers 

Australia’s (EA), College of Leadership and Management produced “Enough is Enough”, (Enough 

is Enough v6.pdf) which summarised these recommendations and initiated an awareness 

program. 

 

3. The Problem and the Opportunity 
 

Despite technological progress and regulatory evolution, Australia’s infrastructure sectors 

continue to suffer from persistent productivity challenges, especially when compared to 

engineering manufacturing industries, transport and a range of other selected industries. 

McKinsey (Aug 2004) research highlights that structural, cultural, and managerial factors of 

leadership, organisational culture, and team behaviour play a significant role in lagging 

productivity. 
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Research reports (Lovallo et al 2023) indicate that while regulations are similarly rigid across 

engineering sectors, engineering manufacturing outperforms construction due to disciplined 

governance, committed leadership, a focus on quality management, and continuous 

improvement. In contrast, construction often overlooks the culture of project delivery teams, 

including accountability, mindsets, attitudes, and behaviors, which leads to inefficiency and 

wasted effort. This significant difference between engineering and construction sectors, within 

the same professional qualification, should not exist. 

 

An EA research team of four professional engineers, with over 200 years’ practical and academic 

experience, has been working for 4 years on solutions to improve the infrastructure sector’s 

performance through: 

a. Analysing peer reviewed materials over the last 30 years identifying wasted effort and the 
causes of low productivity 

b. Presenting 14 expert opinions at 6 recorded workshops by industry practitioners, all with 
over 30 years’ experience 

c. Concluding that project culture is a main determinant of projects’ performance and industry 
productivity 

d. Preparing five project governance maturity models within a framework of improving project 

governance, culture and productivity 

The research has been documented as a peer reviewed book chapter (Governance Frameworks 

for Major Public Projects International Practices & Experiences, Chapter 13, (2026)) 
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Figure 2 Maturity Model layout 

 
 

This maturity model framework (figure 1) adopts the project gateway principles used by 

Australian governments and demonstrates how these models could enhance the effectiveness 

of existing models used to review major projects. 

The gateways have been detailed as maturity models, with 34 Key Result Areas and 5 

Performance Levels, (figure 2, & section 7). Five maturity models represent each stage gate in a 

typical assurance model for major projects (Figure 1). For each stage, system performance can be 

measured using a specific maturity model. Each model has been constructed using KRA’s and a 5-

level maturity/capability test, which has been workshop tested and peer reviewed. 

The 5 levels are described as Unaware (lowest), through to Transformative (highest) level. Using 

this methodology a Project’s level of Governance Maturity can be assessed at each critical phase 

of delivery. With a Quality Management system in place, each capability level claimed by the 

Project Governance Team at each stage gate can be audited for conformance, prior to getting 

the green light to advance the project. This allows the Corporate Governance Board to intervene 

with a corrective action plan if required as well as provide the Project Governance Team with the 

areas for continuous improvement as required for audit signoff. 
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4. Maturity Models Complement Gateway Reviews 

Gateway reviews provide a snapshot at specific points in time to help with decision-making on 

projects. This ensures that a major project is viable, has good control and helps to identify issues 

early to prevent disastrous outcomes. Gateways reviews are designed to improve governance, 

manage risk and address delivery issues. 

Maturity models, on the other hand, serve as a framework to help improve organisational 

capability. This results in improved project outcomes by ensuring alignment with strategic goals 

and creation of a continuous improvement culture. Higher maturity can result in better success 

rates and removal of unpredictability and uncertainty. However, developing maturity takes time 

and effort to develop standard processes, grow talent and embed best practices. 

Both gateway reviews and maturity models are important. Maturity models result in systemic 

improvement based on prevention and continuous improvement while gateway reviews act as 

quality check point and use an inspect and intervene approach. 

Studies show that organisations with better maturity provide better outcomes (PWC 2020) while 

gateway reviews help at critical points and with project assurance. Gateway reviews could 

identify recurring issues and identify root causes and improve performance through maturity 

initiatives. Leading project organisations use both to improve project delivery capabilities. 

For example, Sydney Metro has engaged consultants to improve organisational maturity through 
the P3M3 model. 

A global survey by PWC in 2004 found that projects with higher Project Management maturity 

delivered better business benefits while those with lower maturity were lower than 50% in 

meeting their project performance targets (Nieto-Rodriguez & Ervard, 2004) 

If an organization demonstrates a string of project failures, a maturity model can help to address 

underlying issues. Maturity models are designed to foster sustainable improvement. However, 

when an organisation embarks on a high-risk/ high-value project, often foreign to the 

organisation, gateway reviews are key. They help to reduce group think and optimism bias that 

often affect major projects. Gateway reviews are also critical when public accountability and 

confidence in delivery are important. 
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Maturity models and gateway reviews are complementary and reinforce each other. So, it is 

important to use both - maturity models to improve organisational capability, consistent delivery 

and to realise the benefits outlined in the Business Case (Young et al., 2014) while gateway 

reviews are important to ensure a project is viable and issues are identified on time to ensure 

success. 
 

 

Maturity Model KRAs and KPIs Emphasis 

By enhancing Gateway Reviews with Governance Maturity Models, process deviations resulting 

from poor cultures and lack of accountability can be identified, objectively quantified and then 

tracked throughout the project. Maturity Models can merge project management (hard) and 

project leadership (soft) elements inter-dependencies and effectively highlight the “knock-on 

effect” impacting continuous improvement. With project culture defined as ‘the way we do 

things here’ (Crow & Gadzuric 2021), this must involve both project leadership and project 

management, as well as the interdependence between them. (McKinsey Company (2017) “The 

Art of Project Leadership”) The various things/tasks/activities appear as a jigsaw puzzle: 

constrained or enabled by behaviors. Castaner and Oliveira (2020) refer to these as Hard and Soft 

Systems. A further essential Assurance System is outlined in the book chapter 13 (Governance 

Frameworks 2026) 

The maturity model KRAs must include all elements, including the project management 

elements and project leadership elements. 

Ultimately, improving infrastructure productivity in Australia, requires a holistic understanding 

of where and why project processes deviate, with greater emphasis needed on leadership 

investment, integrated teams, and a culture of diligent application, quality management and 

consequential accountability. 

By enhancing Gateway Reviews with Maturity Models, process deviations can be 

identified 
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An early recognition of the criticality of project culture was detailed in a study for Property 

Council of Australia (PCA) “Projects as Wealth Creators” (Barda & Crow 2001). This study 

interviewed 95 discipline leaders on 35 projects to determine their success factors. When several 

different organisations, with different cultures, come together to deliver a project, it’s essential to 

create a unified project culture. It is the interdependence between the project leadership and 

project management elements that shape the culture through the project phases. 

 

4.1 Emphasis on Project Leadership (Soft Systems) 

Usually, different cultures will be more effective at each stage. For example, an inquiring and 

collaborative culture combining future thinking, sustainability, strategic and innovative thinking 

will be beneficial at the Initiation Stage. At later stages after project definition, delivery culture is 

required. This PCA research found that the prerequisite elements, to be included in maturity 

models, for creating a robust collaborative project culture are: 

 

a) Leadership and Commitment: Ensure that client/sponsor and supply chain leadership 

are actively involved and consistently demonstrate accountability and 
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trustworthiness. 

b) Culture Design and Creation: Intentionally design and create a project culture that 

fosters collaboration, rather than defaulting to the lowest common denominator of 

team member cultures. 

c) Culture Charter Development: Facilitate multidisciplinary team workshops to 

prepare, agree and commit to a project charter that emphasizes stakeholder 

engagement, risk management, team collaboration, and shared behaviors. 

d) Corporate Accountability: Establish a project board or control group, responsible to 

the owner’s corporate entity or ministerial cabinet, for delivering project outcomes 

and shaping the project culture. 

e) Quality Assurance and Audit: Implement ISO9000 quality assurance processes and 

audits to ensure compliance and effectiveness, with financial incentives to drive 

performance. 

f) Measurement and Feedback: Regularly measure the health of the project culture, 

provide timely feedback, and adjust as needed to address cultural pitfalls and 

enhance overall project performance. 

4.2 Emphasis on Project Management (Hard Systems) 
 

The project management elements are creating project culture through multi-disciplinary 

facilitated workshops with a goal to value-add to outcomes by removing wasted effort. 

Participants are team members across professions and trades, thus creating a collaborative 

culture. Examples of workshops are: 

 
 

Title Purpose (establishing project culture) 
Project Start-up Agree Project Charter 

Option Analysis Apply value management techniques 

Project Strategy Determine optimum solutions 

Progress Review Monitor maturity models for continuous improvement strategy 

Risk Management Prepare risk plan and assess contingencies 

Scope Prepare detail scope 

 

The following sources have been used to select the project management elements: 

• “Smashing Dumb Stuck” author Nick Fleming, 2010 
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• “Getting it Right the First Time” 2005, Engineers Australia 

• Research panel and workshop presenters knowledge and experience 

4.3 Emphasis on QA and Governance (Assurance Systems) 

A common feature of all stages in a transformative culture is quality assurance, including most 

importantly continuous improvement (exceeding requirements) of all the systems and processes 

including the Governance function itself. 

The model (figure 1) identifies elements of a project culture needed at different phases of the 
project life cycle. 

• Establishment of culture leadership through Project Governance boards at formation (Gate 0) 

• Identifying project culture drivers at project definition (Gate 1) 

• Establishing project team culture at planning (Gate 2) 

• Assuring capability of Project Governance and delivering continuous improvement. (Gate 3) 

However, it is important to understand that at the heart of governance is culture, and at the 

heart of culture is leadership. It is the competent leadership of client-side Project 

Directors/Managers in the first instance that drives the desired culture. Training, development 

and mentoring of these individuals is therefore essential. 

Systems should then be put in place to reinforce and quality assure the culture, and the project 
governance framework. 
 

A robust collaborative project culture is the backbone of infrastructure project outcomes 

(Institute Collaborative Working 2026). Such a culture acts as the cohesive force that aligns 

development strategies with implementation. International studies have consistently shown that 

a project’s culture, or "the way we do things here", is the essential primary driver for determining 

business case outcomes. {Nguyen & Watanabe (2017), Ankrah (2007)}. A key responsibility of 

Project Governance Boards is to oversee Quality Assurance (QA) through an audit program to 

ensure the project teams’ systems are in place and functioning correctly. Systems such as WH&S, 

Project Management, Environmental Management Systems, Procurement, Risk Management, QA 

and Integration Management require audit with non-conformances and rectifications reported as 

they impact legal, financial and corporate responsibilities that could result in criminal charges. 
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If left unaudited and unreported, these systems may lapse into a “tick box exercise” by Project 
teams. 

The Quality Assurance responsibility of the Project Governance Board is based on managing risks 

and opportunities which fall outside the remit of Project team members as well as ensuring legal 

compliance. The QA system is based on a risk analysis and treatment plan which will define the 

systems and processes that need a QA function. 
 

 

5. How this report helps Project Boards and Management 

This paper proposes that the data collected during a Gateway Review could populate a maturity 

model, providing an objective assessment of how the project stands in terms of governance. The 

database thus     becomes input into creating a continuous improvement plan for the project 

owner and implementation/operation team. The plan could be monitored, actioned and updated 

at subsequent reviews and if required, plan tactics to get back on track to achieve the desired 

strategic outcome. 

 

The steps found also useful in populating the models are by having a workshop, with an 
independent facilitator, involving project staff representing all disciplines.  This can be helpful in 
creating the desirable project culture and creating a continuance improvement strategy. 
Assurance of input is critical, as its been found that team members involved tend to be biased or 
even threatened by this analysis. 

Using Maturity Models as the starting point for risk management (i.e. risk identification), Project 

Governance Boards then undertake risk analysis, treatments, risk monitoring and control of 

those systems needing detailed risk-based quality assurance. 

 
Other benefits to project boards and management from this report include 

• assist Gateway Reviews 

• prepare project strategies at initiation 

• enable continuous improvement strategies to be executed during implementation 

• provide a roadmap for project culture creation and audit 

• set performance targets 

A Robust Collaborative Culture is the guarantee for achieving business cases, profits, 

stakeholders’ and job satisfaction (Institute for Collaborative Working 

03/2026) 
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• provide resource skills planning required 

• prepare more detailed balanced scorecard reports during gateway reviews and audits 

• assess reward-based project payments for achieving project culture standards 

• prepare risk management plans 

 

6. Maturity Models 

 

Gate 0: Formation Project Governance Board 
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Gate 1: Definition-Outcome and Strategy 
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Gate 2: Planning-Asset Capability Assured 
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Gate 3: Asset Outcome 
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Gate 4: Service Startup 
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