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The 2019-20 NSW Budget represents the largest infrastructure commitment 
ever made by a state government in Australia. This includes funding for 
world-class hospitals and health care facilities, new and upgraded schools, 
critical road and rail projects, and sporting and cultural infrastructure.

It’s imperative that projects are delivered on time and 
within budget given the significant budget. Planning 
for projects must focus on how best to optimise 
public expenditure while creating quality, functional 
and safe infrastructure that benefits communities and 
the environment. 

The NSW Government, construction partners, 
industry and the community must be confident that 
regular checks and balances are in place to ensure 
these investments deliver what they promise. These 
procedures can also be used to inform better planning 
and delivery of future projects.

Infrastructure NSW established the Infrastructure 
Investment Assurance Framework (IIAF) in 2015 to meet 
this need. The IIAF is a tiered, risk-based framework 
that reviews and monitors the delivery of NSW’s major 
infrastructure projects throughout their lifecycle. The 
IIAF is applied to government capital projects estimated 
to cost $10 million or more.

Every year, Infrastructure NSW analyses data collected 
during the IIAF process and reports on key trends, 
findings and recommendations. This report is a 
summary of the 2019 findings. 

Introduction
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Findings from a rich evidence base
This report draws from:

 » current strategic context, including market 
conditions through research and interviews with 
industry participants 

 » analysis of the findings and recommendations 
from assurance reviews under the IIAF, completed 
by independent expert review teams (focused on 
reviews from 2018-19 but also considering the 
110 reviews in 2017-18 to identify and compare 
trends over time).

The report also draws from interviews with senior 
stakeholders working on significant and complex 
projects. These interviews covered best practice, 
lessons learnt and stakeholder perspectives on the 
effectiveness of the IIAF. 

The report is also enriched by monthly and quarterly 
reports submitted by project teams across the NSW 
Government, including qualitative and quantitative data. 
Project teams alone contributed to more than 30,000 
data points annually through the Infrastructure NSW 
Assurance Portal. 

Figure 1
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Figure 3: Number of reviews by gate FY18 vs. FY191

1  Excludes 29 health checks and 28 deep dives (the stage at which the health checks and deep dives occur are not 
currently captured)

Scope of reviews
Of the 124 gateway reviews in 2018-19, most related to 
projects within the Transport and Infrastructure cluster. 
Around 27 per cent were undertaken at Gate 1 (needs 
analysis) and Gate 2 (investment). In comparison to 

2017-18, a higher proportion of reviews (approximately 
22 per cent) were undertaken for Gate 4 (procure), 
reflecting an overall shift across the government’s 
projects from planning to procurement.
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The top themes of each review (by the highest number of critical and essential recommendations) 
is provided below.

Table 1: Top five key themes

FY18 FY19 Combined

Business case Risk management Business case

Governance Project management & planning Risk management

Risk management Business case Governance

Procurement Governance Project management & planning

Project management & planning Benefits realisation Procurement

Many themes identified in 2018 remain important in 2019. This reiterates the need for the sector – and the IIAF – to 
continuously improve to create a sustainable capital program that continues to serve the people of NSW. 

Find out more
Contact Infrastructure NSW at assurance@insw.nsw.gov.au.

mailto:assurance%40insw.nsw.gov.au?subject=
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An unprecedented number of infrastructure projects 
are either in development, being delivered or entering 
operations in NSW and in Australia more generally.

At the same time, the complexity of projects is 
increasing, with many projects in brownfield settings 
(land that may have previously been developed). These 
sites may see activity interfaces with other uses, such 
as residential areas, or may need to integrate with 
existing infrastructure and/or services. Many projects 

require a workforce with specific skillsets such as 
mechanical and electrical tunnelling fit-out. 

The number and scope of infrastructure projects in the 
pipeline in NSW, combined with market conditions, can 
influence project development and delivery, as detailed 
below.

Figure 4: Key factors influencing capital projects in NSW
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The 2019-20 Budget committed the NSW Government 
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next four years.
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Figure 5: NSW Government infrastructure investment commitments 

Source: State funded capital expenditure program, NSW Treasury Budget 2019-20, Infrastructure Statement

The complexity of projects, at portfolio and project level, is unprecedented. The average State-funded capital 
expenditure spending of $18.8 billion in the 2019-20 Budget is 144 per cent higher than average spending between 
2011-12 and 2014-15.

Figure 6: Investment in state funded infrastructure program over time
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Individual infrastructure project costs, such as Sydney Metro projects or WestConnex, are increasing at higher 
levels than overall expenditure. Alongside these higher levels of investment comes increasing project size and 
complexity, impacting the capability of both the public and private sectors to respond in terms of workforce 
capacity (resources and skillsets). 
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New projects online 
More projects came into operation in 2018-19, driving the need for a greater focus on operational readiness and a 
strong asset management framework. 

These projects include:

 » Sydney Metro Northwest: Services between Tallawong and Chatswood commenced in May 2019

 » Newcastle Light Rail: Connections from Newcastle CBD to the foreshore commenced in February 2019

 » Northern Beaches Hospital opened in October 2018 

 » Armidale Hospital Redevelopment opened in January 2019, including an emergency department, three 
operating theatres, a procedure room, an expanded intensive care unit and an improved day surgery unit

 » New schools that opened for term one 2019 included Ballina Coast, Cammeraygal and Central Sydney Intensive 
English high schools and Bella Vista and North Kellyville public schools

 » Western Sydney Stadium at Parramatta opened in April 2019.

Image: Bankwest Stadium opening match (credit: Brendon Thorne)
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Infrastructure NSW has identified six findings and accompanying 
recommendations for the NSW Government, delivery agencies and project 
teams. These are focused on the continuous improvement in the planning, 
development and operations of major infrastructure projects in NSW.

FINDING 1: 

A greater focus on operational readiness is required to effectively 
manage ongoing operational and maintenance requirements
With the large number of projects in the 
procurement and delivery phase, more projects 
will come into operation. This requires a cross-
government focus on operational readiness and 
benefits realisation to:

 » effectively integrate completed projects within 
their environment

 » maximise operational efficiency

 » realise the full extent of the benefits that had 
been identified in final business cases. 

Effective operational readiness planning requires 
clear governance arrangements, alignment between 
stakeholders and a strong asset management 
framework to extract maximum benefit from the 
State’s physical assets portfolio. This will ensure 
sustainable infrastructure spending to meet 
future service demand. 

Infrastructure NSW and NSW Treasury, in 
consultation across NSW Government agencies, 
are improving the asset management framework for 
the NSW public sector.

RECOMMENDATION 1 
NSW Government to systematically capture lessons 
learned as projects come online to inform future 
project planning and delivery and Gate 5 and 
Gate 6 reviews.

RECOMMENDATION 2 
Delivery agencies to better understand the skills and 
resources required for asset operations to identify 
potential gaps and solutions.

Key findings and recommendations
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FINDING 2: 

Value for money, risk management and governance are major 
challenges during project development, procurement and delivery
Affordability and value for money, governance and 
risk management are clear challenges during each 
stage of a project’s lifecycle. 

A common theme relating to value for money is the 
adequacy and accuracy of cost estimates, and the 
need for accurate risk allowances and contingency. 
The reviews also identified the need for more 
independent cost reviews and cost benchmarking 
to bring greater certainty to cost estimates.

Common governance themes include:

 » Governance group members: identifying and 
including people with relevant capabilities to 
participate at each stage of the project lifecycle

 » Roles and responsibilities: the need to define 
roles, responsibilities and accountabilities, 
particularly when multiple agencies are involved

 » Decision-making delegations: the need for 
appropriate delegation levels that align with 
roles, responsibilities and delegations.

Most projects identify key project risks and hold 
risk registers and risk management plans. However, 
the reviews identified the need to reinforce that 
these are key risk management tools that should 
be actively used. A live document that tracks key 
risks and the effectiveness of mitigation measures 
is recommended.

RECOMMENDATION 3 
Infrastructure NSW to facilitate the consistent collection and benchmarking of costs, scheduling and 
performance information across delivery agencies and projects.
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FINDING 3: 

As projects increase in scale and complexity broader workforce 
skills and capabilities are required, creating resourcing and 
procurement challenges for delivery agencies and contractors
As illustrated in Figure 7, there has been strong 
growth in major road and rail infrastructure projects 
over the past decade, and not just in NSW; this has 
an effect on the capability of industry to provide 
skilled workers across the country. This is more 
pronounced in NSW, where over half of the mega 
road and rail projects in Figure 7 are located. 

Mega transport projects require teams with evolving 
capabilities. Without the ability to adapt, skills 
shortages within a project team can influence 
whether a project is delivered on time and 
on budget. 

Larger programs of work require larger project 
teams. Program and project leaders are not only 
tasked with complex project delivery but must 
lead larger project teams. There is a need for more 
formal and informal learning and development 
opportunities to build leadership capability 
across the sector. 

Recent commercial challenges faced by several 
Tier 1 construction companies indicates the 
industry overall, not just the NSW Government, 
is facing challenges in managing the increasing 
complexity and level of investments.
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Figure 7: Pipeline of mega road and rail infrastructure projects (greater than $1 billion)

Source: Infrastructure Australia (2019) Australian Infrastructure Audit 2019

RECOMMENDATION 4
Focus on asset optimisation and smaller projects to:

 » reduce portfolio risks

 » encourage the participation of lower tier 
construction companies

 » fulfil the NSW Government’s commitment to 
expand sector capacity and foster participation, 
growth and development of local industry.
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FINDING 4: 

Appropriate governance capability and accountability is required at 
each stage of the infrastructure lifecycle 
Effective project governance and accountability is 
consistently raised in gateway reviews at each stage 
of the project lifecycle. 

Issues around governance and capability include 
the need to:

 » identify governance capability sets and 
identify gaps

 » document and share best practice 
governance examples 

 » guide delivery agencies on how to assign 
accountabilities and appropriate delegation.

Better understanding of project governance, 
accountability and delegation requirements at 
different stages of the lifecycle are essential for 
project success. Project teams should identify the 
type of capabilities required for decision-making 
at each project stage, as well as who needs 
to be involved as either decision-makers or to 
share information.

Figure 9: Example governance capabilities across project life

RECOMMENDATION 5 
Infrastructure NSW to develop a model of good 
project governance and financial supervision for 
large, complex projects.

RECOMMENDATION 6 
At project development stage, delivery agencies 
to identify:

 » capabilities required at each project stage

 » the appropriate people to be involved in  
decision-making.

 » Strategy & planning
 » Customer
 » Project development
 » Stakeholder relationships
 » Business case
 » Cost estimation

 » Cost estimation
 » Contract negotiation
 » Commercial acumen
 » Risk management
 » Stakeholder relationships

 » Project delivery
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FINDING 5: 

Integrated planning, development and coordination of projects, 
particularly at strategic business case (SBC) stage, will maximise 
efficiency across government
The scope of forecast population and economic 
growth requires new and/or enhanced local and 
regional infrastructure and a better approach to 
planning for this infrastructure.

In many instances, the NSW Government invests 
in transport, schools, hospitals or public domain 
improvements within one region – all of which 
will collectively support growth. These projects 
may share interfaces or be interdependent – 
they might be meeting the same project need or 
required outcomes or may be completed within the 
same timeframe.

This requires a greater level of integrated planning 
and development, particularly at the SBC stage, 
or earlier. This will make better use of public 

resources, minimise risk, and streamline the way 
in which people and communities interface with 
projects and how projects interface with each other.

This integration is underway in the Place-based 
Infrastructure Compact (PIC) for the Greater 
Parramatta and Olympic Peninsula (GPOP). 
Under the PIC, the Greater Sydney Commission 
brings government, business and the community 
together to match the planned increase in jobs and 
housing with timely and cost-effective delivery of 
infrastructure. This process will directly support the 
GPOP Place-based Business Case. 

Further PICs are underway in the Western Parkland 
City as part of the Western Sydney City Deal.

RECOMMENDATION 7 
Infrastructure NSW to review the IIAF framework and 
accompanying guidelines to ensure they address 
place-based business case requirements.

RECOMMENDATION 8 
Treasury NSW and Department of Premier and 
Cabinet to develop guidelines to specify when 
place-based business cases are required and how 
they should be developed.
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FINDING 6: 

Project teams and delivery agencies need to continuously identify, 
document and share lessons learned and best practice examples 
Delivery agencies and project teams gather data 
and information that, when appropriately shared 
with other agencies and central government, 
will directly support decision-making and 
project assurance. Delivery agencies and 
project teams should:

 » collect and benchmark cost, schedule 
and performance data and share this 
information with relevant agencies and project 
teams, including central government (see 
Recommendation 3)

 » document and share relevant learnings from 
projects with other delivery agencies and across 
project teams.

CASE STUDY – INFRASTRUCTURE NSW CO:LAB
Infrastructure NSW’s Infrastructure Co:Lab is a 
12-month program that provides a forum for public 
sector professionals and leaders to share knowledge 
and lessons learned, emphasise best practice and 
encourage collaboration. 

Co:Lab was established in July 2018 to explore 
issues and key themes such as governance, 

project interdependencies, spatial planning, 
stakeholder management and procurement raised 
in the 2018 TSA.

Each Co:Lab session includes a mix of expert 
panel discussions, group activities, case study 
presentations and open dialogue. 

RECOMMENDATION 9 
Infrastructure NSW to continue to help facilitate 
the broader sharing of lessons learned across all 
delivery agencies and projects.

RECOMMENDATION 10 
Delivery agencies to set up internal mechanisms 
to share information and lessons learned 
across projects.
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TERM DEFINITION

Capital project A project primarily comprised of one or more of the following elements:

 » infrastructure

 » equipment

 » property developments

 » operational technology that forms a component of a capital project.

Gateway review An independent review of a project/program at a key decision point – or gate – in 
the project/program’s lifecycle. A short, focused, expert appraisal that highlights 
risks and issues which, if not addressed, may threaten delivery. Provides a view 
of current progress and assurance that it can proceed to the next stage if critical 
recommendations are addressed.

Health checks Independent reviews to identify issues that may arise between gateway reviews.

Key focus area ratings Key focus areas are rated during assurance reviews as:

 » Strong: no major outstanding issues appear to threaten delivery

 » Satisfactory: issues require timely management attention 

 » Weak: significant issues in this key focus area may jeopardise delivery

Project tier Classification of project profile and risk potential based on estimated total 
cost and qualitative risk profile criteria (level of government priority, interface 
complexity, procurement complexity, agency capability and whether it is deemed 
as an essential service). Of the four project tiers, Tier 1 encompasses projects 
deemed as being the highest risk and profile and Tier 4 with the lowest risk profile.

Recommendation 
classifications 

Critical: Do now – priority/immediate action required

Essential: Do by [date]. Important but not urgent – action needs to be addressed 
prior to the next gateway review

Suggested: Not critical or urgent – project may benefit from its uptake.

Appendices
Glossary
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Key focus areas 
IIAF reviewers consider seven key focus areas to assess each project and rate their confidence that its delivery will 
meet time, cost and quality goals.

FOCUS AREA DEFINITION

Service need Identification of the problem or opportunity and the service need, along with the 
drivers for change. Demonstrated alignment to government policy or strategy and 
evidence of demand for the potential new services or enhancements.

Value for money and 
affordability

Ensure value is delivered by maximising benefits at optimal cost. Evidenced 
by a clearly defined scope, a cost benefit analysis and a robust cost plan to an 
appropriate level of detail for the lifecycle stage of the project. An assessment of 
potential or confirmed sources of funds. The whole-of-life, capital and operational 
cost impacts have been considered.

Social, economic 
and environmental 
sustainability

Understanding the long-term impacts, opportunities and obligations created 
by the project. These can be social, environmental and economic. Ensuring the 
project delivers a positive legacy for the community. Areas explored include: 
socio-economic equity; resilience to climate change; effective place making; 
integration with broader asset networks; asset adaptability (including technological 
change); interface with heritage; and the robustness of the project’s planning 
approvals processes.

Governance The project governance is robust. Clear accountabilities, responsibilities and 
reporting lines are identified and decision-making and approvals are appropriate 
and understood. The Senior Responsible Officer and project team have the 
culture, capability and capacity required.

Risk management Ongoing identification and active management of risks and opportunities using a 
structured and formal methodology.

Stakeholder management Ongoing identification and proactive management of stakeholders, both internal 
and external to government, using a structured and robust framework appropriate 
to the stage in the project lifecycle.

Asset owner’s needs and 
change management

Demonstration of how change will be managed in the areas of people, 
organisation, network and systems as the asset enters operations. Proactive 
management of the handover impacts through the lifecycle of the project. 
Demonstrated consideration of issues and risks pertaining to the asset manager, 
operator and end users.
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Key themes
While the key focus areas provide a consistent way of assessing projects, they are not detailed enough to identify 
major trends. More detailed key themes allow for this analysis.

THEME DEFINITION

1. Quality of 
business case

Considers whether: 

 » appropriate analysis has been undertaken

 » financial/economic appraisal (including appropriate sensitivity analysis) with 
assumptions underlying the analysis has been clearly articulated

 » there is consistency and clarity of documentation and clear articulation/justification for 
the project

 » the case for change has been articulated, with the justification for 
investment substantiated.

2. Governance Considers mechanisms to ensure appropriate control over a project, including:

 » effective governance framework that is fit-for-purpose and understood by Project Team 
and stakeholders

 » roles, responsibilities and accountabilities articulated and delineated among Project 
Teams

 » CEO/Executive Sponsor support.

3. Discipline in risk 
management

Considers whether management of risk been undertaken in a structured manner and in 
line with a structured methodology that has consideration for the following:

 » Risks associated with the stage of the project have been identified and assessed 
(qualitative and quantitative)

 » Risk Management Strategy/Plan, incorporating mitigation measures and contingency 
management, developed and up to date (dependent on project stage) with a supporting 
Risk Register.

4. Stakeholder 
engagement

Considers whether:

 » All stakeholders have been identified, and their views/concerns considered and 
addressed in the development of the project

 » A Stakeholder Strategy/Management Plan for managing stakeholder expectations and 
communications with stakeholders has been developed and is up to date

 » Adequate stakeholder consultation is undertaken with both internal and external 
stakeholders.

5. Benefits 
realisation

Considers whether a consistent framework for establishing, managing and measuring 
project benefits has been employed, with:

 » A Benefits Realisation Strategy/Plan that includes responsibility assigned to the 
expected benefits, and articulates the approach to management and reporting of 
the benefits

 » Processes to manage change and benefit realisation over the project life cycle.
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THEME DEFINITION

6. Project 
resourcing

Considers whether:

 » A Resource Plan has been developed

 » There is adequate resource capability and expertise within key roles

 » There is consideration and planning for retention of key resources

 » There is consideration for resource requirements for the project’s next stage/project 
life.

7. Program/project 
management and 
planning

Considers whether Program/Project Management and Planning mechanisms are in place, 
including:

 » Programs and Schedules reflective of the project risks and timing

 » Project Management Plan(s)

 » Project controls reflective of project stages, developed and implemented.

8. Procurement Considers whether:

 » An effective Procurement Strategy has been developed for the project offering value for 
money and considering the capabilities of the market

 » A Delivery Strategy has been developed that provides efficient and optimal means of 
delivery

 » A Tender Evaluation Plan with a clear methodology has been prepared to ensure 
transparency in the decision-making process

 » RFT documentation for the project is fit-for-purpose and includes all required 
information for the tenderer.

9. Options analysis Considers whether an assessment of reasonable options been undertaken, with 
consideration provided for the following:

 » Comprehensive assessment and analysis of all reasonable options to meeting the 
service need.

 » Analysis of a range of alternative options (including a realistic base case). Where an 
option has not been evaluated an explanation is provided

 » Clear justification for the preferred option.

10. Commercial 
Capability

Considers whether:

 » Cost estimates/plans have been developed and include all costs throughout the life of 
the project and are up to date (reflective of project stage)

 » Contingency allowances appear to adequately cover risk management strategies

 » Funding Strategy and options are suitable for the project and, where appropriate, have 
been submitted to central agencies for funding approval

 » Funding is confirmed (depending on project stage)
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THEME DEFINITION

11. Approach to 
Planning and 
Approvals

Considers whether the agency has considered and established appropriate means of 
achieving planning consent for the project in a timely manner

12. Change 
Management

Considers whether the changes necessary to achieve project services outcomes have 
been identified and a Change Management Plan developed to help ensure realisation

13. Operational 
Readiness 
Planning

Considers whether operational readiness and associated requirements for introduction of 
project or services into BAU are in place, including: 

 » Development of Operational Readiness Planning Plans 

 » Determination and establishment of operational governance and management 
structures

 » Appointment of dedicated Commissioning Manager to ensure effective readiness 
planning, prioritisation, management and operation.

14. Sharing 
Knowledge Across 
Government

Considers whether lessons learnt (errors and successes) have been captured, shared and 
made available to other government agencies and organisations

15. Integration with 
the Precinct and 
Across Services

Considers whether adequate consideration has been provided to interfacing agencies and 
projects, including the management of interfaces with both the agencies and projects 

16. Understanding 
Government 
Processes

Considers whether the relevant NSW Government guidelines, frameworks and processes 
have been considered, employed and compiled in project development and delivery

17. Clear Project 
Objectives

Considers whether:

 » Objectives articulate the project/or proposed required service need, with service needs 
and proposed level of service clearly defined

 » The way project objectives align to government priorities/objectives has been 
substantiated

 » The scope, scale and requirements of the project have been properly identified, 
including reference to how the project scope aligns with the project objectives

 » Criteria for measuring success of the project has been developed.

18. Sustainability Considers whether suitable consideration, documentation and assessment of the social, 
economic and environmental impacts of the project has been undertaken
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More about IIAF
Publicly funded infrastructure is planned for, 
constructed and managed, by government delivery 
agencies. As project sponsors and leads, these 
agencies cannot review their own projects; reviews 
must be independent so there’s no question of bias.

This is the role of the IIAF. The IIAF uses members 
from Infrastructure NSW’s independent expert 
reviewer panel – external industry specialists and 
non-NSW Government public sector professionals. 

Reviewers have expertise and experience in 
government, strategic planning, infrastructure 
construction, project management, urban development 
and other disciplines.

A relevant review team is assembled for each project 
and reviews occur through the gateway review process. 
Each review considers seven key focus areas and 
categorises recommendations against 18 key themes.

The IIAF at a glance – FY20 updated version

INFRASTRUCTURE 
NSW

REVIEW  
TEAM

DELIVERY 
AGENCIES

Together with the Project Team, 
monitors each project’s status and 
review findings, focusing on risk.

MONITORING

• Reviewer training
• trends and Analysis Report
• Co:Lab series
• Business Case Toolkit

INSIGHTS AND IMPROVE

Verifies the information that 
Delivery Agencies and Review 

Teams provide.

MONITORING

Uses meetings and other forums 
to guide project decisions and 

provide an alternative perspective.

MONITORING

Provides updates that report 
progress, flag potential issues with 
time, cost or quality and highlight 

potential risks and obstacles.

REPORTING

• Gateway Reviews
• Health Checks
• Deep Dive Reviews

ASSURANCE REVIEWS
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The IIAF process produces vast quantities of detailed, 
timely and independent project information that inform 
Infrastructure NSW’s advice in terms of identified issues 
and evidence-based recommendations.

The most important IIAF outcomes are reported to State 
agencies and major issues escalated to the relevant 
Minister for action.

The IIAF gives the NSW Government the assurance 
that a project or program is achieving value for money 
and meeting goals for budget, timing, quality and 
functionality. If there is a danger these elements 
won’t be achieved, or if there are opportunities for 
improvement, the IIAF highlights this. Reviewers then 
recommend and prioritise actions to help a project to 
meet delivery expectations.

In this way, the IIAF acts as a failsafe mechanism.
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Responsibilities for the IIAF2

PREMIER

Nominated Cabinet  
Sub-Commitee/s

Minister for Infrastructure

Infrastructure Investor  
Assurance Committee (IIAC)

Chief Executive Infrastructure 
NSW (INSW)

HPHR  
Assurance 
Case 
Management

Support team

INSW Board

Project 
Justification 
(Gate 0) 
Review 
Commitee

Expert 
Reviewer 
Advisory 
Group

Expert 
Reviewer 
Panel

Gateway 
Review 
Team

Risk 
Review 
Advisory 
Group

Investment & 
Procurement 
Decisions

Project  
Assurance

Infrastructure NSW Assurance Team

Deputy CE INSW  
Head of Investor Assurance

² Changes to the responsible Minister and the IIAC came into effect in July 2019. 
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For more information about the  

2019 Trends and Analysis Report, contact  

assurance@infrastructure.nsw.gov.au

If you would like know more about the IIAF, visit  

infrastructure.nsw.gov.au/project-assurance

Infrastructure NSW  

Level 27, AON Tower 201 Kent Street,  

Sydney New South Wales 2000 

infrastructure.nsw.gov.au
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