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1.  Purpose
This guide explains how to deploy the IMTITHAL Project Initiation & Governance Toolkit within an organisation and how to operate it on an individual project. It describes the toolkit architecture, the sequence in which the documents are used, the responsibilities of each role, the tailoring rules applied by governance tier, the deployment approach for a PMO introducing the toolkit for the first time, and the measures by which adoption and effectiveness are monitored.
1. Provides the deployment route for a PMO introducing the toolkit organisation-wide.
1. Gives project managers the operating sequence for a single project.
1. Explains how the Word templates, Excel registers and dashboard interlock.
1. Defines the tailoring rules applied at each governance tier.
2.  When to Use
1. When an organisation adopts the toolkit for the first time.
1. When onboarding a project manager, PMO analyst or sponsor to the toolkit.
1. At the start of every project, to confirm the applicable document set and sequence.
1. When reviewing the effectiveness of the toolkit and planning improvements.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	PMO Manager
	Prepares, populates and maintains the document; ensures accuracy and completeness of all fields.

	Accountable (owns)
	Head of PMO / Portfolio Director
	Single point of accountability for the quality, currency and control of the document.

	Consulted
	PMO, Finance, Risk, Quality, Legal/Contracts, business owners and technical disciplines as applicable
	Provides subject-matter input before submission for approval.

	Informed
	Project team, affected business units, supporting functions, key external stakeholders
	Receives the approved document through the controlled distribution list.

	Approves
	Head of PMO / Portfolio Director
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Organisational project management methodology and governance framework.
1. Current project portfolio and its distribution by value, complexity and risk.
1. Existing templates and registers in use, for mapping and migration.
1. Delivery capability and maturity assessment.
1. Organisational delegation of authority policy and records retention policy.
5.  Required Outputs
1. A deployed and configured toolkit with organisational parameters set.
1. A trained population of project managers, sponsors and PMO staff.
1. A defined document set and tailoring rule applied per governance tier.
1. Adoption and compliance measures reported through the PMO.
6.  PMBOK® Guide – Eighth Edition Alignment
This document has been designed in alignment with the following elements of the PMBOK® Guide – Eighth Edition. The alignment statement is provided for conceptual traceability only.
	Focus Area
	Applies across all focus areas; primarily supports Initiating and Planning

	Performance Domains
	Governance (primary); all performance domains supported by the toolkit content

	Guiding Principles
	Adopt a holistic view · Focus on value · Embed quality into processes and deliverables · Be an accountable leader · Build an empowered culture · Integrate sustainability

	Tailoring Consideration
	The toolkit is designed to be tailored. Section E of this guide defines the minimum mandatory document set by governance tier; anything beyond the minimum is applied where it adds control value.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	Annually, and following any material change to the organisational methodology or governance framework

	Review Triggers
	Change of sponsor or governance structure; change of delivery approach; stage-gate decision; material change to scope, cost, schedule, benefits or risk exposure; audit or assurance finding; organisational restructuring.

	Approval Requirements
	Formal written approval by the stated Approval Authority before the document is baselined and distributed. Approval is logged in the Project Approval Register (IMT-PIG-021).

	Change Control
	Any change to an approved version requires a change request assessed through the project change control process. Minor editorial changes increment the minor version; changes affecting scope, cost, schedule, benefits or governance increment the major version and require re-approval.

	Retention
	Retained for the life of the project plus the organisational records-retention period, in the Project Information and Document Register.


 
8.  Instructions for Completion
Complete every field. Where a field is not applicable, enter "N/A" and state the reason — never leave a field blank.
1. Read Section B to understand the toolkit architecture and how the three components interlock.
1. Configure the organisational parameters listed in Section C before the toolkit is issued for use — thresholds, tiers, gate model and controlled value lists.
1. Follow the deployment sequence in Section D. Deploy on a pilot project before organisation-wide release.
1. Apply the tier-based document set in Section E. Do not require Tier 3 projects to complete the full Tier 1 set — disproportionate control is the fastest route to non-compliance.
1. Use the project operating sequence in Section F on every project. The sequence is deliberately ordered so that each document has the inputs it needs when it is produced.
1. Use the role guidance in Section G when briefing sponsors, project managers, PMO staff and business owners.
1. Configure the Excel registers and dashboard as described in Section H before first use.
1. Monitor adoption using the measures in Section I and report them through the PMO governance route.
1. Manage toolkit changes through Section J. Amendments are versioned centrally; project teams must not maintain local variants.
	NOTE   The most common cause of toolkit failure is issuing the templates without configuring the organisational parameters in Section C. An unconfigured threshold or an unnamed governance body converts a control into a blank field.


 


9.  Implementation Guide
Section A — Toolkit Contents
Toolkit 01 — Project Initiation & Governance comprises twenty-six controlled documents, one master Excel register workbook, one portfolio dashboard, three user guides and a master index.
	Component
	Contents
	Location
	Instance

	Word Templates
	26 controlled documents and forms, each with purpose, usage, responsibility, inputs, outputs, instructions, review frequency, approval requirements and revision history
	Word_Templates
	One completed copy per project

	Excel Registers
	Master workbook containing the project profile, eight controlled registers, the scored approach assessment, the RACI matrix and an automatic register summary
	Excel_Registers
	One workbook per project

	Dashboard
	Portfolio-level initiation and governance dashboard with twelve KPI cards, nine charts and an exception watch list
	Dashboards
	One workbook per portfolio

	User Guides
	Implementation guide, register user guide and dashboard user guide
	User_Guides
	Organisational reference

	Master Index
	Controlled index of every file with version, owner, approval authority, effective date, revision date and status
	Master_Index
	Organisational reference


 
Section B — Toolkit Architecture
The three working components are designed to interlock. The Word template defines the control — its purpose, rules, approval requirements and instructions. The Excel register is the live working instance of that control for a specific project. The dashboard aggregates the resulting data across the portfolio.
	Control
	Word Template
	Excel Worksheet
	Dashboard Contribution

	Benefits identification
	IMT-PIG-006
	Benefits_Register
	Portfolio benefit total

	Benefits realisation
	IMT-PIG-007
	Benefits_Realisation
	Realisation RAG

	Responsibility assignment
	IMT-PIG-013
	RACI_Matrix
	Accountability defect count

	Approach suitability
	IMT-PIG-016
	Approach_Assessment
	Projects by delivery approach

	Assumptions
	IMT-PIG-018
	Assumptions_Log
	Governance issue level

	Constraints
	IMT-PIG-019
	Constraints_Log
	Governance issue level

	Dependencies
	IMT-PIG-020
	Dependencies_Register
	Governance issue level

	Approvals
	IMT-PIG-021
	Approval_Register
	Projects awaiting approval

	Stage gates
	IMT-PIG-022
	Stage_Gate_Tracker
	Projects awaiting stage gate

	Actions
	IMT-PIG-024
	Action_Log
	Exception watch list

	Document control
	IMT-PIG-026
	Document_Register
	Missing charter / business case


 
 
Section C — Organisational Parameters to Configure Before First Use
Complete the parameters below before the toolkit is issued. Each parameter appears as a placeholder in one or more templates.
	Ref
	Parameter
	Where It Is Used
	Organisational Value
	Set By
	Date Set

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
	Ref
	Parameter
	Where It Is Used
	Organisational Value
	Set By

	C1
	Major project value threshold (Tier 1)
	IMT-PIG-008 §B
	 
	Portfolio Board

	C2
	Minor project value threshold (Tier 3)
	IMT-PIG-008 §B
	 
	Portfolio Board

	C3
	Project manager expenditure limit
	IMT-PIG-011 §C
	 
	Finance

	C4
	Sponsor expenditure limit
	IMT-PIG-011 §C
	 
	Finance

	C5
	Cost tolerance before re-approval
	IMT-PIG-002 §J
	 
	Investment Board

	C6
	Schedule tolerance before escalation
	IMT-PIG-002 §J
	 
	Investment Board

	C7
	Benefit tolerance before re-approval
	IMT-PIG-002 §J
	 
	Investment Board

	C8
	Discount rate and appraisal period
	IMT-PIG-002 §F
	 
	Finance

	C9
	Gate model applied per tier
	IMT-PIG-008 §D
	 
	Head of PMO

	C10
	Governance bodies and their chairs
	IMT-PIG-008 §C
	 
	Executive Management

	C11
	Escalation response times
	IMT-PIG-008 §F
	 
	Head of PMO

	C12
	Mandatory controls that may not be tailored out
	IMT-PIG-017 §C
	 
	Head of PMO

	C13
	Records retention periods by category
	IMT-PIG-026 §F
	 
	Records / Legal

	C14
	Information classification levels
	IMT-PIG-026 §B
	 
	Information Security

	C15
	Business unit and project manager label lists
	Dashboard Calc worksheet
	 
	PMO

	C16
	Currency and price base
	IMT-PIG-002 §A
	 
	Finance


 
Section D — Deployment Sequence
	Step
	Activity
	Description
	Owner
	Typical Duration

	1
	Assess and map
	Compare the toolkit against existing templates; identify what is replaced, merged or retired
	PMO Manager
	1–2 weeks

	2
	Configure parameters
	Complete every parameter in Section C and obtain approval from the owning function
	PMO Manager
	2–3 weeks

	3
	Approve the framework
	Obtain executive approval of IMT-PIG-008 as the organisational governance framework
	Head of PMO
	2–4 weeks

	4
	Configure the workbooks
	Set controlled value lists, thresholds and label lists in the Excel registers and dashboard
	PMO Analyst
	1 week

	5
	Pilot
	Apply the full toolkit to one Tier 2 project from initiation to the planning gate
	Pilot Project Manager
	6–10 weeks

	6
	Review and adjust
	Capture pilot lessons; amend templates and parameters; re-issue at version 1.1
	PMO Manager
	2 weeks

	7
	Train
	Brief project managers, sponsors, business owners and PMO staff; issue the user guides
	PMO Manager
	2–4 weeks

	8
	Release
	Publish the approved toolkit with an effective date and a transition rule for projects already in flight
	Head of PMO
	1 week

	9
	Monitor
	Track adoption and compliance using the measures in Section I; report through PMO governance
	PMO Manager
	Continuous

	10
	Improve
	Review annually; amend through the change route in Section J
	PMO Manager
	Annual


 
	NOTE   Transition rule for projects already in delivery: apply the toolkit from the next stage gate rather than retrospectively. Requiring in-flight projects to produce initiation artefacts retrospectively produces documentation without control value.


 
 
Section E — Minimum Document Set by Governance Tier
	Reference
	Document
	Tier 1
	Tier 2
	Tier 3

	IMT-PIG-001
	Project Charter
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-002
	Business Case
	Mandatory (full)
	Mandatory (full)
	Mandatory (short form)

	IMT-PIG-003
	Project Proposal
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-004
	Initiation Checklist
	Mandatory
	Mandatory
	Mandatory (reduced)

	IMT-PIG-005
	Objectives and Success Criteria
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-006
	Benefits Identification Register
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-007
	Benefits Realisation Plan
	Mandatory
	Mandatory
	Merged into IMT-PIG-006

	IMT-PIG-008
	Governance Framework
	Organisational
	Organisational
	Organisational

	IMT-PIG-009
	Governance Structure
	Mandatory
	Mandatory
	Reduced

	IMT-PIG-010
	Decision-Making Matrix
	Mandatory
	Mandatory
	Optional

	IMT-PIG-011
	Authority Matrix
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-012
	Roles and Responsibilities Matrix
	Mandatory
	Reduced
	Optional

	IMT-PIG-013
	RACI Matrix
	Mandatory
	Mandatory
	Reduced

	IMT-PIG-014
	Organisation Chart
	Mandatory
	Mandatory
	Optional

	IMT-PIG-015
	Approach Selection Form
	Mandatory
	Mandatory
	Reduced

	IMT-PIG-016
	Approach Suitability Assessment
	Mandatory
	Mandatory
	Optional

	IMT-PIG-017
	Tailoring Assessment
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-018
	Assumptions Log
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-019
	Constraints Log
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-020
	Dependencies Register
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-021
	Approval Register
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-022
	Stage / Gate Approval Form
	Mandatory (all gates)
	Mandatory (G1, G3, G5)
	Mandatory (G1, G5)

	IMT-PIG-023
	Kick-Off Meeting Agenda
	Mandatory
	Mandatory
	Mandatory (compressed)

	IMT-PIG-024
	Kick-Off Meeting Minutes
	Mandatory
	Mandatory
	Mandatory

	IMT-PIG-025
	Project Management Plan Index
	Mandatory
	Mandatory
	Reduced

	IMT-PIG-026
	Information and Document Register
	Mandatory
	Mandatory
	Mandatory (reduced)


 
 
Section F — Project Operating Sequence
	Step
	Stage
	Activity and Document
	Produced By
	Approved By

	1
	Demand
	Submit the Project Proposal (003) for screening
	Requesting manager
	Portfolio Board

	2
	Justify
	Develop the Business Case (002) with the benefits register (006)
	Business owner
	Investment Board

	3
	Define
	Complete Objectives and Success Criteria (005)
	Project manager
	Sponsor

	4
	Authorise
	Draft and approve the Project Charter (001)
	Project manager
	Sponsor

	5
	Govern
	Apply the Framework (008); define the Structure (009), Decision Matrix (010) and Authority Matrix (011)
	Project manager
	Sponsor

	6
	Organise
	Complete Roles and Responsibilities (012), RACI (013) and the Organisation Chart (014)
	Project manager
	Sponsor

	7
	Choose
	Run the Suitability Assessment (016); complete Approach Selection (015)
	Project manager and team
	Sponsor and PMO

	8
	Tailor
	Complete the Tailoring Assessment (017)
	Project manager
	PMO and Sponsor

	9
	Surface
	Establish the Assumptions (018), Constraints (019) and Dependencies (020) registers
	Project manager
	Sponsor

	10
	Control
	Establish the Approval Register (021) and Document Register (026)
	Project manager
	PMO

	11
	Mobilise
	Hold the kick-off using the Agenda (023); issue the Minutes (024)
	Project manager
	Sponsor

	12
	Assure
	Complete the Initiation Checklist (004); verify with the PMO
	Project manager
	PMO and Sponsor

	13
	Gate
	Submit the Stage / Gate Approval Form (022) for Gate 1
	Project manager
	Gate authority

	14
	Plan
	Assemble the plan using the Plan Index (025)
	Project manager
	Sponsor

	15
	Realise
	Operate the Benefits Realisation Plan (007) through to handover
	Business owner
	Sponsor


 
Section G — Role Guidance
	Role
	What the Toolkit Requires of You
	Documents You Own or Approve

	Project Sponsor
	Approve the charter and the objectives; set authority thresholds; chair governance; take gate decisions; accept residual risk from tailoring
	Approves 001, 005, 009, 010, 011, 017, 022

	Business Owner
	Own the business case and the benefits; provide baselines; commit to the business change required for realisation
	Owns 002, 006, 007

	Project Manager
	Produce and maintain the initiation artefacts and registers; run the kick-off; submit gate packs; keep the registers current
	Owns 001, 004, 009–015, 018–026

	PMO
	Configure and maintain the toolkit; verify the initiation checklist; endorse tailoring; verify the approval register; report portfolio KPIs
	Owns 008, UG-01 to UG-03; verifies 004, 017, 021

	Benefit Owner
	Accept named accountability for a benefit; supply the measure; report realisation after handover
	Endorses 006, 007

	Finance
	Validate quantified benefits and cost estimates; confirm financial authority limits
	Validates 002, 006, 011

	Delivery Team
	Contribute to the suitability assessment, RACI and risk identification; work to the agreed ways of working
	Contributes to 013, 016, 023, 024


 
 
Section H — Configuring the Excel Components
1. Open the master register workbook and complete the Project_Profile worksheet before any register is used. The profile carries the project identity used across every register.
1. Review the Lists worksheet. Add organisational values inside the existing ranges so that the defined names expand automatically; never rename the defined names.
1. Delete the example rows shaded in gold from every register before live use. They are provided to demonstrate the expected data format.
1. Confirm that the Register_Summary worksheet computes. It is protected because every cell is a formula; if a value does not appear, check that data has been entered from row 6 downward.
1. For the dashboard, complete the Portfolio_Master worksheet with one row per project and delete the example rows.
1. Update the editable label lists on the dashboard Calc worksheet so that the project manager and business unit charts reflect your portfolio.
1. Do not insert or delete columns in any register — the summary formulas, conditional formatting and dashboard aggregation reference fixed columns.
1. Extend a register beyond sixty rows by selecting the last data row and using the table extend handle, so that formatting, validation and formulas carry down.
Section I — Adoption and Effectiveness Measures
	Measure
	Target
	Frequency
	Source

	Projects with an approved charter before delivery starts
	100%
	Monthly
	Dashboard KPI

	Projects with an approved business case before funding release
	100%
	Monthly
	Dashboard KPI

	Initiation checklist completed and PMO verified before Gate 1
	100%
	Per gate
	Checklist (004)

	Average initiation readiness score at Gate 1
	≥ 90
	Per gate
	Dashboard KPI

	Gate decisions taken within the defined response time
	≥ 90%
	Quarterly
	Stage gate tracker

	Approvals granted outside the authority matrix
	0
	Quarterly
	Approval register §E

	Assumptions validated by their due date
	≥ 85%
	Monthly
	Assumptions log

	Dependencies bilaterally confirmed before baseline
	100%
	Per gate
	Dependencies register

	Tailoring assessments approved by the PMO
	100%
	Per project
	Tailoring assessment

	Benefits with a named owner and a measured baseline
	100%
	Per gate
	Benefits register


 
Section J — Toolkit Change Control
	J1. Toolkit Owner
	⟨ PMO Manager ⟩

	J2. Change Request Route
	⟨ raised to the PMO; assessed for impact across all components ⟩

	J3. Approval Authority for Amendments
	⟨ Head of PMO; Executive Management for governance framework changes ⟩

	J4. Version Numbering
	⟨ minor version for editorial change; major version for a change of control ⟩

	J5. Release Cycle
	⟨ consolidated release annually; urgent corrections issued as needed ⟩

	J6. Communication of Changes
	⟨ change note issued with each release; version history maintained in the master index ⟩

	J7. Local Variants
	⟨ not permitted; tailoring is applied through IMT-PIG-017, not by amending templates ⟩


 
10.  Approval and Authorisation
By signing below, each approver confirms that the content of this document has been reviewed, is accurate to the best of their knowledge, and is authorised for use within the project.
	Approval Role
	Name
	Position / Title
	Signature
	Date

	Prepared by (PMO Manager)
	 
	 
	 
	 

	Reviewed by (Internal Audit / Risk)
	 
	 
	 
	 

	Approved by (Head of PMO)
	 
	 
	 
	 


 
11.  Revision History
	Version
	Date
	Description of Change
	Prepared / Revised By
	Approved By

	0.1
	DD-MMM-YYYY
	Initial draft prepared for review
	Project Manager
	—

	0.9
	DD-MMM-YYYY
	Reviewed by PMO; comments incorporated
	PMO Analyst
	—

	1.0
	01-Sep-2026
	First approved and issued baseline
	Project Manager
	Head of PMO / Portfolio Director

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	NOTE   Rows shown in shaded italics are illustrative examples of how the revision history is completed. Replace them with the actual revision record.
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