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1.  Purpose
The Project Initiation Checklist provides a structured, auditable confirmation that every mandatory initiation activity, artefact and approval has been completed to the required standard before the project is permitted to pass its initiation gate and commence detailed planning. It converts the initiation process from an informal sequence of tasks into a verifiable control, and it gives the sponsor and governance body objective evidence on which to base the gate decision.
1. Prevents projects from entering delivery with unresolved authorisation, funding or governance gaps.
1. Provides consistent, comparable assurance evidence across the portfolio.
1. Identifies gaps early, while remediation is still inexpensive.
1. Supplies the evidence pack for the Gate 1 decision and for subsequent audit.
2.  When to Use
1. Throughout the initiation phase, as a working control to track completion of initiation activities.
1. At the point of submission for the initiation stage gate (Gate 1), as the assurance evidence pack.
1. When a project is transferred to a new project manager during initiation, to confirm the status of handover.
1. During PMO health checks, assurance reviews and internal audit of project governance.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

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

	Accountable (owns)
	Project 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 (verification) and Project Sponsor (gate decision)
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. All initiation artefacts produced to date, including the Charter, Business Case and initiation registers.
1. The organisational governance framework and applicable stage-gate criteria.
1. Evidence of approvals, funding release and resource commitment.
1. Records of the kick-off meeting and initial stakeholder engagement.
5.  Required Outputs
1. A completed and verified checklist with a documented status for every control item.
1. A gap and remediation action list with owners and due dates.
1. An initiation readiness statement supporting the Gate 1 decision.
1. Assurance evidence retained in the Project Information and Document Register.
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
	Initiating

	Performance Domains
	Governance (primary); all other performance domains verified for readiness

	Guiding Principles
	Embed quality into processes and deliverables · Be an accountable leader · Adopt a holistic view

	Tailoring Consideration
	Tier 3 (low complexity) projects may mark scaled-out items as "Tailored out" with the tailoring reference recorded — items must never simply be left blank. Agile projects verify the presence of a product vision, prioritised backlog, definition of done and team charter in place of detailed predictive planning artefacts.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	Completed once per project at initiation; the checklist template is reviewed annually

	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
	PMO verification signature confirming independent check of evidence, followed by Project Sponsor approval as part of the Gate 1 decision. Any item marked "No" requires either a remediation action with a due date or a formally accepted waiver.

	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. Begin using the checklist at the start of initiation rather than at the end. Used retrospectively it becomes a documentation exercise instead of a control.
1. For each item, record a status of Completed, In Progress, Not Started, Not Applicable or Tailored Out. Every status other than Completed requires a comment.
1. For every item, record the specific evidence reference — the document code, version and location. A tick without an evidence reference is not assurance.
1. Where an item is marked Not Applicable or Tailored Out, record the tailoring justification and the reference to the approved Tailoring Assessment (IMT-PIG-017).
1. Transfer every incomplete item into the gap and remediation table in Section G with a named owner and a due date.
1. Submit to the PMO for independent verification. The PMO samples the evidence rather than relying on the self-assessment.
1. Calculate the initiation readiness score in Section H. Projects scoring below the organisational threshold must not be presented for gate approval without an accepted waiver.
1. Present the verified checklist with the Stage Gate Approval Form (IMT-PIG-022) at the Gate 1 review.
1. File the completed checklist and retain it as audit evidence for the life of the project.
	NOTE   A waiver is a governance decision, not an administrative convenience. Every waiver must be approved by the Project Sponsor, must state the residual risk accepted, and must be recorded in the Project Approval Register.


 


9.  Template — Project Initiation Checklist
Status values: Completed · In Progress · Not Started · Not Applicable · Tailored Out. Every item requires an evidence reference.
Section A — Project Identification
	Project Name
	 

	Project Reference / ID
	 

	Project Manager
	 

	Project Sponsor
	 

	Delivery Approach
	⟨ Predictive | Agile | Hybrid ⟩

	Project Tier
	⟨ Tier 1 | Tier 2 | Tier 3 ⟩

	Checklist Completion Date
	⟨ DD-MMM-YYYY ⟩

	Target Gate 1 Date
	⟨ DD-MMM-YYYY ⟩


 
Section B — Authorisation and Funding
	#
	Control Item
	Status
	Evidence Reference
	Comment

	B1
	Project Proposal submitted, screened and a decision recorded
	 
	 
	 

	B2
	Business Case completed, financially validated and approved
	 
	 
	 

	B3
	Funding formally released and cost centre / budget line confirmed
	 
	 
	 

	B4
	Project Charter drafted, reviewed and signed by the Sponsor
	 
	 
	 

	B5
	Project Manager formally appointed with a documented authority level
	 
	 
	 

	B6
	Project reference issued and recorded in the portfolio register
	 
	 
	 

	B7
	Investment tolerances (cost, schedule, benefit) defined and agreed
	 
	 
	 


 
Section C — Objectives, Scope and Benefits
	#
	Control Item
	Status
	Evidence Reference
	Comment

	C1
	Objectives and Success Criteria Form completed and approved
	 
	 
	 

	C2
	Every objective carries a measurable success criterion and target
	 
	 
	 

	C3
	High-level scope inclusions and exclusions documented and agreed
	 
	 
	 

	C4
	Benefits Identification Register populated with named benefit owners
	 
	 
	 

	C5
	Benefits Realisation Plan drafted with baseline measures established
	 
	 
	 

	C6
	Benefit measurement method and data source confirmed as available
	 
	 
	 

	C7
	Success criteria confirmed as acceptable by the receiving business function
	 
	 
	 


 
 
Section D — Governance, Roles and Authority
	#
	Control Item
	Status
	Evidence Reference
	Comment

	D1
	Governance tier determined and the Governance Framework applied
	 
	 
	 

	D2
	Governance Structure defined; Steering Committee membership confirmed
	 
	 
	 

	D3
	Decision-Making Matrix completed and agreed with the Sponsor
	 
	 
	 

	D4
	Authority Matrix completed with financial thresholds defined
	 
	 
	 

	D5
	Roles and Responsibilities Matrix completed for all key roles
	 
	 
	 

	D6
	RACI Matrix completed with a single accountable role per activity
	 
	 
	 

	D7
	Project Organisation Chart produced and communicated
	 
	 
	 

	D8
	Escalation path defined and communicated to the project team
	 
	 
	 

	D9
	Stage gates identified and gate dates provisionally scheduled
	 
	 
	 

	D10
	Reporting obligations, cadence and recipients agreed
	 
	 
	 


 
Section E — Approach, Tailoring and Planning Readiness
	#
	Control Item
	Status
	Evidence Reference
	Comment

	E1
	Management Approach Selection Form completed
	 
	 
	 

	E2
	Predictive / Agile / Hybrid Assessment completed and scored
	 
	 
	 

	E3
	Tailoring Assessment completed and approved by the PMO
	 
	 
	 

	E4
	Life cycle, phases and cadence defined
	 
	 
	 

	E5
	Project Management Plan Index prepared with subsidiary plan owners
	 
	 
	 

	E6
	Assumptions Log established and initial assumptions recorded
	 
	 
	 

	E7
	Constraints Log established and initial constraints recorded
	 
	 
	 

	E8
	Dependencies Register established with internal and external dependencies
	 
	 
	 

	E9
	Initial Risk Register established with risks assessed and owned
	 
	 
	 

	E10
	Information and Document Register established with the filing structure in place
	 
	 
	 


 
 
Section F — Stakeholders, Resources and Mobilisation
	#
	Control Item
	Status
	Evidence Reference
	Comment

	F1
	Stakeholders identified, analysed and engagement posture agreed
	 
	 
	 

	F2
	Core team members identified and their release formally confirmed
	 
	 
	 

	F3
	Key skills gaps identified and a sourcing route agreed
	 
	 
	 

	F4
	Procurement and contracting needs identified with lead times understood
	 
	 
	 

	F5
	Project workspace, tools and system access provisioned
	 
	 
	 

	F6
	Kick-off meeting scheduled with the agenda circulated in advance
	 
	 
	 

	F7
	Kick-off meeting held and minutes issued with actions assigned
	 
	 
	 

	F8
	Communication channels, cadence and protocols agreed
	 
	 
	 

	F9
	Health, safety, security, privacy and regulatory obligations identified
	 
	 
	 

	F10
	Lessons learned from comparable projects reviewed and applied
	 
	 
	 


 
Section G — Gaps and Remediation Actions
	Ref
	Checklist Item
	Gap Description
	Remediation Action
	Owner
	Due Date
	Status

	GAP-01
	D4
	Financial thresholds not yet agreed with Finance
	Confirm thresholds at the finance review
	Project Manager
	DD-MMM-YYYY
	In Progress

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
Section H — Initiation Readiness Assessment
	Assessment Area
	Items Applicable
	Items Completed
	Completion %
	Assessment (R / A / G)

	B. Authorisation and Funding
	 
	 
	 
	 

	C. Objectives, Scope and Benefits
	 
	 
	 
	 

	D. Governance, Roles and Authority
	 
	 
	 
	 

	E. Approach, Tailoring and Planning
	 
	 
	 
	 

	F. Stakeholders and Mobilisation
	 
	 
	 
	 

	OVERALL INITIATION READINESS
	
	
	
	


 
	NOTE   Recommended thresholds — Green: ≥ 95% of applicable items completed, proceed to gate. Amber: 85–94%, proceed with an approved remediation plan. Red: < 85%, do not present for gate approval.


 
Section I — Waivers Accepted
	Ref
	Item Waived
	Reason for Waiver
	Residual Risk Accepted
	Approved By
	Date

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
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

	Completed by (Project Manager)
	 
	 
	 
	 

	Verified by (PMO Manager)
	 
	 
	 
	 

	Approved by (Project Sponsor)
	 
	 
	 
	 


 
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
	PMO Manager (verification) and Project Sponsor (gate decision)

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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