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1.  Purpose
This form translates the intent expressed in the Business Case and Charter into precise, measurable and testable objectives, and defines the criteria by which the achievement of each objective will be judged. It distinguishes between project success (delivery of outputs within agreed constraints), product success (the deliverable performing as required) and business success (the realisation of benefit), and it establishes the baseline, target, measurement method and measurement owner for each criterion so that success can be evidenced objectively rather than asserted.
1. Removes ambiguity about what the project is required to achieve.
1. Establishes measurable acceptance criteria before design and delivery commence.
1. Provides the traceability chain from strategic objective through project objective to benefit.
1. Enables objective evaluation at stage gates, at handover and at post-implementation review.
2.  When to Use
1. During initiation, immediately after the Business Case is approved and in parallel with drafting the Charter.
1. Before scope definition, so that scope decisions can be tested against the objectives they serve.
1. When objectives change as a result of an approved change request or a re-baseline.
1. At each stage gate, to confirm that the objectives remain valid and achievable.
1. At project closure and post-implementation review, as the basis for evaluating success.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager, in workshop with the Business Owner and key stakeholders
	Prepares, populates and maintains the document; ensures accuracy and completeness of all fields.

	Accountable (owns)
	Project Sponsor
	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
	Project Sponsor, with endorsement from the Business Owner and the Benefit Owner
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Approved Business Case, including the benefits profile and the strategic objectives supported.
1. Draft Project Charter, in particular the business need and high-level scope.
1. Organisational strategy, corporate KPIs and balanced-scorecard measures.
1. Stakeholder requirements, expectations and acceptance expectations.
1. Current-state performance data providing the baseline for each measure.
1. Regulatory, contractual, quality and sustainability obligations.
5.  Required Outputs
1. An approved set of measurable project, product and business objectives.
1. Defined success criteria with baseline, target, tolerance, measurement method and owner.
1. Acceptance criteria for key deliverables, feeding the quality and scope management plans.
1. Traceability from strategic objective to project objective to benefit.
1. The evaluation basis for stage gates, handover acceptance and post-implementation review.
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 and Planning

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

	Guiding Principles
	Focus on value · Embed quality into processes and deliverables · Adopt a holistic view · Integrate sustainability

	Tailoring Consideration
	Agile projects express Section C objectives as outcome hypotheses with leading indicators measured per release, and define acceptance through the definition of done and story acceptance criteria. Predictive projects define acceptance criteria per deliverable in Section E before baselining scope.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate, and whenever an approved change affects scope, benefit or constraint

	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. Run a facilitated objective-setting workshop with the sponsor, business owner and principal stakeholders rather than drafting the form in isolation. Objectives written without the receiving function are rarely accepted at handover.
1. Complete Section B first. Confirm the strategic objectives the project serves, so that every project objective can be traced upward.
1. In Section C, write each objective in the form: verb + measurable outcome + target + timeframe. Reject any objective that cannot be measured.
1. Classify each objective in Section C as a project, product or business objective. Confusing these three categories is the most common cause of disputes about whether a project succeeded.
1. In Section D, define for each success criterion: the baseline value, the source of that baseline, the target value, the acceptable tolerance, the measurement method, the data source, the measurement owner and the measurement date.
1. Verify that every baseline is actually obtainable from an existing data source. A target with no measurable baseline cannot be evidenced and must be re-specified.
1. In Section E, define acceptance criteria for each key deliverable in objective, testable language. Avoid subjective terms such as "user-friendly", "robust" or "efficient" unless they are accompanied by a measure.
1. In Section F, record the constraint priority. Agree with the sponsor which constraint yields first when the project comes under pressure — this decision is far easier to make before the pressure arrives.
1. Complete the traceability matrix in Section G, linking each objective to its Charter reference, benefit reference and success criterion.
1. Obtain approval from the sponsor and endorsement from the benefit owner. An objective the benefit owner will not endorse should not be baselined.
1. Re-test the objectives at every stage gate and update through change control if they are affected by an approved change.
	NOTE   A useful test for every success criterion: could two independent reviewers, working from the same data six months after handover, reach the same conclusion about whether it was met? If not, the criterion is not yet specific enough.


 


9.  Template — Project Objectives and Success Criteria Form
Section A — Project Identification
	Project Name
	 

	Project Reference / ID
	 

	Project Manager
	 

	Project Sponsor
	 

	Business Owner
	 

	Benefit Owner
	 

	Delivery Approach
	⟨ Predictive | Agile | Hybrid ⟩

	Version and Date
	 


 
Section B — Strategic Alignment
	Ref
	Strategic Objective / Corporate KPI
	How this Project Contributes
	Contribution Weight

	SO-01
	Improve customer service efficiency by 20% by FY28
	Automates the highest-volume manual service process
	Primary contributor

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


 
Section C — Project Objectives
Objective categories — Project: relates to delivering the outputs within constraints. Product: relates to the performance of what is delivered. Business: relates to the outcome and benefit realised by the organisation.
	Ref
	Objective Statement
	Category
	Priority
	Traceable To (Strategic Ref)
	Target Date

	OBJ-01
	Deliver the automated onboarding workflow into production within the approved budget by 30-Jun-2027
	Project
	Must have
	SO-01
	30-Jun-2027

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
 
Section D — Success Criteria and Measurement
	Criterion Ref
	Objective Ref
	Success Criterion / KPI
	Baseline
	Target
	Tolerance
	Measurement Method
	Data Source
	Measurement Owner
	Measurement Date

	SC-01
	OBJ-02
	Average onboarding cycle time
	7.4 days
	≤ 3.0 days
	+0.5 days
	Monthly system report, mean of all cases
	CRM reporting module
	Ops Manager
	+3 months

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 


 
Section E — Deliverable Acceptance Criteria
	Ref
	Key Deliverable
	Acceptance Criteria (objective and testable)
	Verification Method
	Accepting Authority

	AC-01
	Automated workflow solution
	Processes 500 concurrent cases with response time under 2 seconds at the 95th percentile
	Performance test report witnessed by IT Assurance
	Head of IT Operations

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
Section F — Constraint Priority
Rank the project constraints in the order in which they must be protected. Rank 1 is the constraint that must not be compromised; the highest rank is the constraint that yields first when trade-offs are required.
	Constraint
	Rank (1 = protect first)
	Rationale
	Agreed Trade-off Position

	Scope
	 
	 
	 

	Schedule / Time
	 
	 
	 

	Cost / Budget
	 
	 
	 

	Quality
	 
	 
	 

	Benefit
	 
	 
	 

	Risk Exposure
	 
	 
	 

	Sustainability / Compliance
	 
	 
	 


 
 
Section G — Objective to Benefit Traceability
	Objective Ref
	Charter Reference
	Success Criterion Ref
	Benefit Ref (IMT-PIG-006)
	Benefit Owner
	Realisation Point

	OBJ-02
	Charter §C, OBJ-02
	SC-01
	BEN-01
	Operations Manager
	3 months post-handover

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section H — Exclusions and Non-Objectives
Record what this project is explicitly not intended to achieve. Documented non-objectives prevent expectation drift as effectively as documented scope exclusions.
	Ref
	Non-Objective / Expectation Explicitly Excluded
	Reason
	Where It May Be Addressed

	NO-01
	Improvement of the underlying credit assessment policy
	Policy change sits with the Risk function, not this project
	Risk Policy Review, FY28

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


 
Section I — Objective Review Log
	Review Date
	Gate / Trigger
	Objectives Still Valid?
	Changes Made
	Change Reference
	Reviewed By

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
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 (Project Manager)
	 
	 
	 
	 

	Endorsed by (Business Owner)
	 
	 
	 
	 

	Endorsed by (Benefit Owner)
	 
	 
	 
	 

	Reviewed by (PMO)
	 
	 
	 
	 

	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
	Project Sponsor, with endorsement from the Business Owner and the Benefit Owner

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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