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1.  Purpose
This guide explains how to populate, operate and interpret the IMTITHAL Project Initiation & Governance Dashboard. It describes the Portfolio Master data structure, the definition and calculation of each KPI, the readiness scoring model, the charts and the exception watch list, the reporting cycle in which the dashboard is used, and the actions expected when an exception is raised.
1. Explains what each KPI measures and exactly how it is calculated.
1. Documents the readiness scoring model so that scores can be challenged and understood.
1. Defines the data maintenance cycle that keeps the dashboard trustworthy.
1. Sets out the expected governance response to each exception.
2.  When to Use
1. When populating the dashboard for the first time.
1. Before each portfolio governance meeting, when preparing the reporting pack.
1. When a KPI or an exception requires interpretation or challenge.
1. When adding a project to, or removing a project from, the portfolio.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

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

	Accountable (owns)
	PMO Manager
	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
	PMO Manager
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Project data from each project's registers workbook and governance records.
1. Charter, business case and approval status for every project in the portfolio.
1. Stage gate schedule and decision status.
1. Governance issue and RAG assessments from project reporting.
5.  Required Outputs
1. A current portfolio dashboard with twelve KPI cards, nine charts and an exception watch list.
1. An exception list driving portfolio governance discussion and action.
1. Portfolio reporting input for the Portfolio Board pack.
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
	Monitoring and Controlling, applied at portfolio level

	Performance Domains
	Governance (primary); Finance, Stakeholders, Risk (supporting)

	Guiding Principles
	Focus on value · Adopt a holistic view · Be an accountable leader

	Tailoring Consideration
	Additional KPI cards or charts may be added; if so, extend the Calc worksheet aggregation tables rather than referencing Portfolio_Master directly from the Dashboard, so that the separation between data, calculation and presentation is preserved.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	Data refreshed monthly, or fortnightly for a portfolio with Tier 1 projects in flight

	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. Populate the Portfolio_Master worksheet with one row per project. Delete the gold-shaded example rows before live use.
1. Complete every controlled column using the dropdowns. Blank controlled cells are excluded from the counts and will understate the exceptions.
1. Leave the Readiness Score and Readiness Band columns alone. They are calculated and protected.
1. Update the editable label lists on the Calc worksheet so that the project manager and business unit charts reflect your actual portfolio.
1. Refresh the data on a fixed cycle before each portfolio governance meeting, and record the refresh date in the Last Updated column for each project.
1. Read the KPI cards first, then the exception watch list. The exception list is the agenda for the portfolio meeting.
1. Treat every red exception as requiring a named owner and a due date. A recurring exception with no owner indicates the dashboard is being read but not acted on.
1. Challenge any project whose readiness score is high while its RAG status is red — the two should rarely diverge, and divergence usually indicates stale data.
1. Do not edit the Dashboard or Calc worksheets directly; both are protected because every cell is a formula.
1. Archive a dated copy after each portfolio meeting so that the trend across periods can be reconstructed.
	NOTE   A dashboard is only as honest as the data behind it. Where a project manager reports a status inconsistent with the underlying evidence, correct the data rather than the dashboard.


 


9.  Dashboard User Guide
Section A — Workbook Structure
	Worksheet
	Purpose
	Editable
	Maintained By

	Dashboard
	KPI cards, nine charts and the exception watch list
	No — protected
	Automatic

	Portfolio_Master
	One row per project; the single data source for everything else
	Yes
	PMO Analyst

	Calc
	Aggregation tables feeding the charts
	Label columns only
	PMO Analyst

	Lists
	Controlled value lists driving every dropdown
	Inside ranges only
	PMO Manager


 
Section B — KPI Definitions
	KPI
	Definition
	Calculation

	Active Projects
	Projects in the portfolio that are neither completed nor cancelled
	Count of project IDs less those with status Completed or Cancelled

	Total in Portfolio
	All projects recorded, whatever their status
	Count of project IDs

	Awaiting Approval
	Projects whose overall approval decision is still outstanding
	Count where Overall Approval Status is Pending

	Awaiting Stage Gate
	Projects submitted to a gate and awaiting a decision
	Count where Gate Decision Status is Awaiting decision

	Critical Governance Issues
	Projects with a governance issue rated critical or high
	Count where Governance Issue Level is Critical or High

	Missing Charter
	Projects without an approved project charter
	Count of project IDs less those with Charter Status Approved

	Missing Business Case
	Projects without an approved business case
	Count of project IDs less those with Business Case Status Approved

	Portfolio Readiness Score
	Mean initiation readiness across the portfolio
	Average of the calculated readiness score across all projects

	Projects Rated Ready
	Projects scoring 85 or above on the readiness model
	Count where Readiness Band is Ready

	Projects RAG Red
	Projects reporting a red overall status
	Count where Overall RAG is Red

	Approved Budget (Portfolio)
	Total approved funding across the portfolio
	Sum of Approved Budget

	Forecast at Completion
	Total forecast outturn across the portfolio
	Sum of Forecast at Completion


 
 
Section C — Readiness Scoring Model
The readiness score is calculated automatically for each project from six weighted components, giving a maximum of 100.
	Component
	Maximum
	Scoring

	Charter status
	20
	Approved 20 · Under Review 12 · In Progress 6 · otherwise 0

	Business case status
	20
	Approved 20 · Under Review 12 · In Progress 6 · otherwise 0

	Overall approval status
	15
	Approved 15 · Not Required 15 · Approved with conditions 11 · otherwise 0

	Governance issue level
	15
	None 15 · Low 12 · Medium 7 · High 3 · Critical 0

	Initiation registers established
	15
	Yes 15 · otherwise 0

	Kick-off held
	15
	Yes 15 · otherwise 0


 
	Band
	Score Range
	Interpretation and Expected Action

	Ready
	85 – 100
	Initiation is substantively complete; the project may be presented for its gate

	Nearly Ready
	70 – 84
	Minor gaps; present with a remediation plan and named owners

	Gaps
	50 – 69
	Material gaps; do not present for gate approval until the gaps are closed

	Not Ready
	Below 50
	Initiation is incomplete; escalate to the sponsor and hold delivery activity


 
Section D — Charts
	Chart
	Type
	Source
	What to Look For

	Projects by Status
	Column
	Calc — status block
	Concentration in Not Started or On Hold indicates blocked capacity

	Projects by Project Manager
	Bar
	Calc — PM block
	Uneven loading; a manager holding several Tier 1 projects

	Projects by Delivery Approach
	Doughnut
	Calc — approach block
	Whether the approach mix reflects the assessed suitability

	Projects by Business Unit
	Bar
	Calc — business unit block
	Demand concentration and units with no governed activity

	Project Approval Status
	Column
	Calc — approval block
	Volume in Pending indicates a decision bottleneck

	Project Readiness Band
	Doughnut
	Calc — band block
	Proportion of the portfolio not ready for its next gate

	Projects by Governance Tier
	Column
	Calc — tier block
	Whether tiering is being applied or defaulted

	Stage Gate Decision Status
	Bar
	Calc — gate block
	Backlog of gates awaiting decision

	Governance Issue Level
	Doughnut
	Calc — issue block
	Proportion of the portfolio carrying critical or high issues


 
Section E — Exception Watch List and Expected Response
	Exception
	Governance Implication
	Expected Response

	Projects with no approved Charter
	Work is proceeding without authorisation
	Suspend delivery activity or expedite charter approval

	Projects with no approved Business Case
	Funding committed without justification
	Escalate to the Investment Board immediately

	Projects awaiting an approval decision
	Decision bottleneck consuming float
	Chase the named approver against the response time standard

	Projects awaiting a stage gate decision
	Phase transition blocked
	Confirm the gate date and the completeness of the submission

	Gate submissions overdue
	Governance control not being applied
	Escalate to the sponsor; reschedule the gate

	Critical or high governance issues
	Control environment is compromised
	Named remediation plan reported at the next portfolio meeting

	Initiation registers not established
	Risks and dependencies are unmanaged
	PMO to support establishment within two weeks

	Kick-off not held
	Team not mobilised against a shared understanding
	Schedule the kick-off before further delivery activity

	Projects rated Not Ready
	Project cannot pass its gate
	Hold at the current phase; agree a remediation plan

	Forecast exceeds approved budget
	Investment tolerance breached or at risk
	Test against tolerance; escalate if breached

	Projects with a Red RAG status
	Delivery is materially off track
	Exception report to the sponsor within the standard response time

	Projects on hold
	Capacity committed but not producing value
	Confirm the restart condition or release the resources


 
Section F — Reporting Cycle
	Timing
	Activity
	Owner
	Output

	Working day 1–2
	Collect project data from the registers and status reports
	PMO Analyst
	Portfolio_Master updated

	Working day 3
	Verify controlled values, dates and exceptions
	PMO Analyst
	Verified data set

	Working day 4
	Review the dashboard and prepare the commentary
	PMO Manager
	Portfolio commentary

	Working day 5
	Issue the portfolio pack
	PMO Manager
	Board pack issued

	Board meeting
	Present KPIs, exceptions and required decisions
	PMO Manager
	Decisions and actions recorded

	Following week
	Track exception actions to closure
	PMO Analyst
	Updated action status


 
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)
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	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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