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1.  Purpose
The Project Governance Framework defines how projects are directed and controlled within the organisation. It establishes the governance tiers applied according to project value, complexity and risk; the governance bodies and their terms of reference; the stage-gate model and its decision criteria; the delegated decision and financial authority; the escalation, assurance and reporting regime; and the standards of conduct, transparency and accountability expected of everyone involved. It is the master governance reference from which project-specific governance arrangements are derived.
1. Establishes consistent, proportionate oversight across the whole project portfolio.
1. Defines who decides what, at which value threshold, and on what evidence.
1. Provides the stage-gate model and the criteria applied at each gate.
1. Sets the assurance, escalation and transparency standards that protect organisational value.
2.  When to Use
1. As the standing reference for all projects; applied at initiation to determine the governance tier.
1. When establishing the governance arrangements for a new project or programme.
1. When a project changes tier as a result of a change in value, complexity or risk exposure.
1. During governance reviews, assurance activities and internal audit.
1. When onboarding new sponsors, project managers or steering committee members.
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
	Finance, Internal Audit, Risk, Legal and Compliance, business unit leadership
	Provides subject-matter input before submission for approval.

	Informed
	All project sponsors, project managers, steering committee members and project teams
	Receives the approved document through the controlled distribution list.

	Approves
	Executive Management / Portfolio Board
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Organisational strategy, delegation of authority policy and financial regulations.
1. Corporate risk appetite statement and risk management framework.
1. Regulatory, contractual and audit requirements applicable to project delivery.
1. Existing organisational project management methodology and maturity assessment.
1. Lessons learned, audit findings and assurance recommendations from prior projects.
5.  Required Outputs
1. An approved organisational governance framework applicable to all projects.
1. A defined governance tiering model with threshold criteria.
1. Terms of reference for each governance body.
1. A defined stage-gate model with entry, exit and decision criteria.
1. A published escalation, assurance and reporting regime.
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; established before Initiating

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

	Guiding Principles
	Be an accountable leader · Adopt a holistic view · Focus on value · Build an empowered culture · Integrate sustainability

	Tailoring Consideration
	The framework itself is not tailored per project; instead the framework defines the tiers within which projects are tailored. Project-specific tailoring is recorded in the Tailoring Assessment (IMT-PIG-017) and must remain within the boundaries set here.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	Annually, and following any material organisational restructuring, audit finding or change to the delegation of authority policy

	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
	Approved by Executive Management or the Portfolio Board. Any deviation applied to an individual project requires a documented, sponsor-approved waiver recorded in the Project Approval Register.

	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. Confirm the organisational delegation of authority policy and financial regulations first. Project governance thresholds must be consistent with them, never in conflict.
1. Define the governance tiering criteria in Section B using value, complexity, risk exposure, strategic significance and regulatory sensitivity. Test the criteria against the current portfolio to confirm a sensible distribution.
1. Define each governance body in Section C with its purpose, membership, quorum, cadence, decision rights and reporting obligations. A body without defined decision rights becomes an information forum.
1. Define the stage-gate model in Section D. For each gate state the entry criteria, the evidence required, the decision options and the authority that decides.
1. Define the decision and financial authority thresholds in Section E, ensuring that every threshold has an unambiguous escalation point above it.
1. Define the escalation regime in Section F, including tolerance breaches and the maximum time within which an escalation must receive a response.
1. Define the assurance regime in Section G: what is assured, by whom, at what frequency, and how findings are tracked to closure.
1. Define the reporting regime in Section H, specifying report, producer, recipient, frequency and content standard.
1. Publish the framework, brief all sponsors and project managers, and apply it from the effective date. Record the applicable tier for every project in the portfolio register.
1. Review annually and after any material organisational change; track amendments through the revision history.


9.  Template — Project Governance Framework
Section A — Framework Scope and Governance Principles
	A1. Scope of Application
	⟨ which projects, programmes and business units this framework governs ⟩

	A2. Effective Date
	⟨ DD-MMM-YYYY ⟩

	A3. Related Policies
	⟨ delegation of authority, financial regulations, risk framework, procurement policy ⟩

	A4. Framework Owner
	⟨ role accountable for the framework ⟩

	A5. Exemptions
	⟨ categories of work explicitly outside this framework ⟩


 
	Governance Principle
	Definition Applied in this Organisation
	How Compliance is Evidenced

	Accountability
	Every project has a single accountable sponsor and a single accountable project manager
	Charter signature; organisation chart

	Proportionality
	Governance effort is proportionate to value, complexity and risk
	Tier assignment; tailoring assessment

	Transparency
	Status is reported honestly, on time, and without filtering
	Reporting compliance; assurance review

	Value focus
	Continued investment is justified at every gate
	Business case re-test at each gate

	Timely decision-making
	Decisions are made within defined response times at the right level
	Decision log; escalation response times

	Segregation of duties
	Those who deliver do not approve their own work
	Approval register; assurance sampling

	Empowerment
	Teams are authorised to decide within defined limits
	Authority matrix; decision-making matrix

	Sustainability
	Environmental, social and governance impacts are assessed and managed
	Business case Section H; gate criteria


 
 
Section B — Governance Tiering Model
	Tier
	Value Threshold
	Complexity / Risk
	Governing Body
	Gate Regime
	Reporting Cadence

	Tier 1
	Above the major-project threshold
	High complexity, high risk, strategic or regulated
	Portfolio Board plus Project Steering Committee
	Full gate model G0–G5, independent assurance at G2 and G4
	Monthly to the Board; fortnightly to the Steering Committee

	Tier 2
	Between the minor and major thresholds
	Moderate complexity and risk
	Project Steering Committee
	Gates G1, G3 and G5; PMO assurance
	Monthly

	Tier 3
	Below the minor threshold
	Low complexity, low risk, single business unit
	Sponsor with PMO oversight
	Combined initiation gate and closure gate
	Monthly summary

	Fast-track
	Any value where a regulatory or emergency driver applies
	Time-critical
	Sponsor with retrospective Board ratification
	Condensed gates with mandatory retrospective review
	Weekly until stabilised


 
	Tier Determination Method
	⟨ how the tier is calculated and who confirms it ⟩

	Tier Review Trigger
	⟨ circumstances requiring the tier to be re-assessed ⟩

	Tier Change Authority
	⟨ who may change a project tier ⟩


 
Section C — Governance Bodies and Terms of Reference
	Governance Body
	Purpose
	Chair
	Core Membership
	Quorum
	Cadence
	Principal Decision Rights

	Project Steering Committee
	Direct the project and decide at gates
	Project Sponsor
	Business owner, PM, PMO, Finance, key function heads
	3 incl. chair
	Monthly
	Gate decisions; change within tolerance; risk escalation acceptance

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
 
Section D — Stage-Gate Model
	Gate
	Gate Name
	Entry Criteria
	Evidence Required
	Decision Options
	Decision Authority

	G0
	Concept / Screening
	Proposal submitted and complete
	Project Proposal (IMT-PIG-003); prioritisation score
	Progress / Defer / Merge / Reject
	Portfolio Board

	G1
	Initiation / Authorisation
	Business Case approved; funding released
	Business Case, Charter, Initiation Checklist, initiation registers
	Approve / Approve with conditions / Hold / Reject
	Sponsor (Tier 2–3); Portfolio Board (Tier 1)

	G2
	Planning / Baseline
	Project Management Plan complete and integrated
	Baselined scope, schedule, budget; risk register; approach and tailoring
	Baseline / Re-plan / Hold / Terminate
	Steering Committee

	G3
	Delivery Readiness
	Design complete; build authorised; readiness assessed
	Design sign-off; procurement in place; updated business case
	Proceed / Conditional / Hold / Terminate
	Steering Committee

	G4
	Deployment Readiness
	Solution tested and accepted; operations ready
	Test evidence; operational readiness assessment; cutover plan
	Deploy / Conditional deploy / Defer / Abort
	Steering Committee and receiving function

	G5
	Closure and Handover
	Deliverables accepted; handover complete
	Acceptance records; benefits handover; closure report; lessons learned
	Close / Close with actions / Retain open
	Sponsor and Steering Committee


 
	NOTE   Agile and hybrid projects retain the same gate decision points but satisfy the evidence requirements through release-level artefacts — product vision, prioritised backlog, definition of done, release readiness evidence and increment demonstrations — rather than through single fixed baselines.


 
Section E — Decision and Financial Authority Thresholds
	Decision Type
	Project Manager
	Project Sponsor
	Steering Committee
	Portfolio Board
	Executive Management

	Expenditure commitment
	Up to 5% of budget
	Up to 15% of budget
	Up to 25% of budget
	Up to approved envelope
	Above envelope

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
 
Section F — Escalation Regime
	Escalation Trigger
	Escalate To
	Escalation Route
	Maximum Response Time
	Record In

	Forecast cost breach of tolerance
	Project Sponsor
	Exception report within 2 working days
	5 working days
	Decision log; approval register

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
Section G — Assurance Regime
	Assurance Activity
	Applied To
	Performed By
	Frequency / Trigger
	Output
	Findings Tracked In

	Gate assurance review
	Tier 1 at G2 and G4
	Independent assurance reviewer
	Before each applicable gate
	Assurance report with RAG rating
	PMO assurance action log

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section H — Reporting Regime
	Report
	Produced By
	Recipient
	Frequency
	Due
	Minimum Content

	Project status report
	Project Manager
	Steering Committee, PMO
	Monthly
	3rd working day
	Progress, RAG, cost and schedule variance, risks, issues, decisions required

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section I — Governance Compliance and Breach
	I1. Compliance Monitoring Method
	⟨ how compliance with this framework is monitored ⟩

	I2. Consequences of Non-Compliance
	⟨ consequences applied where governance obligations are not met ⟩

	I3. Waiver Process
	⟨ how a deviation is requested, assessed and approved ⟩

	I4. Waiver Approval Authority
	⟨ who may approve a deviation from this framework ⟩

	I5. Framework Improvement Route
	⟨ how lessons and audit findings amend this framework ⟩


 
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)
	 
	 
	 
	 

	Recommended by (Head of PMO)
	 
	 
	 
	 

	Approved by (Executive Management)
	 
	 
	 
	 


 
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
	Executive Management / Portfolio Board

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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