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1.  Purpose
The Project Governance Structure applies the organisational Governance Framework to a specific project. It records the governance bodies established for the project, their membership and quorum, their mandate and decision rights, the meeting cadence, the reporting and escalation lines between them, and the interfaces to programme, portfolio and corporate governance. It gives every participant an unambiguous statement of where a given decision is made and who is entitled to make it.
1. Instantiates the organisational framework for one named project.
1. Records who sits on each body, in what capacity, and with what decision rights.
1. Defines the reporting and escalation lines between governance layers.
1. Prevents duplicated, contested or absent decision-making.
2.  When to Use
1. During initiation, immediately after the governance tier has been determined.
1. Whenever governance membership changes, including a change of sponsor or chair.
1. When the project changes tier and a different governance regime becomes applicable.
1. At each stage gate, to confirm that the structure remains fit for the next phase.
1. When integrating the project into a programme or portfolio governance structure.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager, in consultation with the Project Sponsor and the PMO
	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; endorsed by the PMO for framework compliance
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Approved Project Governance Framework (IMT-PIG-008) and the assigned governance tier.
1. Approved Project Charter (IMT-PIG-001), including the governance section.
1. Organisational structure, delegation of authority and named role-holders.
1. Programme or portfolio governance arrangements where the project sits within one.
1. Stakeholder analysis identifying parties with a legitimate decision interest.
5.  Required Outputs
1. An approved, project-specific governance structure with named individuals.
1. Terms of reference and decision rights for each project governance body.
1. A published meeting calendar and reporting cycle.
1. Defined escalation and interface routes to programme, portfolio and corporate governance.
1. The basis for the Project Organisation Chart (IMT-PIG-014).
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
	Governance (primary); Stakeholders, Resources (supporting)

	Guiding Principles
	Be an accountable leader · Build an empowered culture · Adopt a holistic view

	Tailoring Consideration
	Tier 3 projects may combine the steering and working layers into a single body, provided that segregation of duties is preserved and the combination is recorded in the Tailoring Assessment. Agile projects add product ownership and delivery-team forums as named bodies with explicit decision rights.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate, and whenever governance membership or the project tier changes

	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. Confirm the assigned governance tier from the Governance Framework before defining any body. The tier determines which bodies are mandatory.
1. Complete Section B with the named individuals holding each governance role. Record both the role and the person; roles without named holders do not function.
1. For each governance body in Section C, record purpose, chair, members, quorum, cadence, standing agenda and decision rights. Ensure the decision rights are consistent with the Decision-Making Matrix (IMT-PIG-010) and the Authority Matrix (IMT-PIG-011).
1. Complete Section D to show reporting and escalation lines. Every body must have a defined upward reporting route and a defined escalation recipient.
1. Record the interfaces in Section E to programme, portfolio, corporate and external governance, including regulators, funders and joint-venture partners where applicable.
1. Where a governance role is held by a person with a potential conflict of interest, record it in Section F together with the mitigating arrangement.
1. Publish the meeting calendar in Section G at least one quarter ahead so that attendance can be planned and quorum protected.
1. Confirm deputisation arrangements in Section H. A named deputy with defined authority prevents decision delay when a principal is unavailable.
1. Obtain sponsor approval and PMO endorsement, then communicate the structure to all participants and include it in the kick-off meeting.
1. Review at each gate and whenever membership changes; issue a new version rather than amending in place.


9.  Template — Project Governance Structure
Section A — Project and Tier Identification
	Project Name
	 

	Project Reference / ID
	 

	Assigned Governance Tier
	⟨ Tier 1 | Tier 2 | Tier 3 | Fast-track ⟩

	Basis of Tier Assignment
	⟨ value, complexity, risk and strategic factors ⟩

	Parent Programme / Portfolio
	 

	Delivery Approach
	⟨ Predictive | Agile | Hybrid ⟩

	Structure Version and Date
	 

	Structure Status
	⟨ Not Started | In Progress | Under Review | Approved | Rejected | On Hold | Completed | Cancelled ⟩


 
Section B — Named Governance Role Holders
	Governance Role
	Name
	Position
	Business Unit
	Appointed On
	Deputy

	Project Sponsor
	Name
	Director of Operations
	Operations
	DD-MMM-YYYY
	Head of Service Delivery

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
 
Section C — Governance Bodies
Complete one block per governance body established for this project.
C1. Project Steering Committee / Project Board
	Purpose and Mandate
	⟨ what this body exists to decide ⟩

	Chair
	⟨ name and role ⟩

	Members (voting)
	⟨ names and roles ⟩

	Attendees (non-voting)
	⟨ names and roles ⟩

	Quorum
	⟨ minimum attendance for valid decisions ⟩

	Cadence and Duration
	⟨ e.g. monthly, 90 minutes ⟩

	Standing Agenda
	⟨ fixed agenda items ⟩

	Decision Rights
	⟨ decisions this body is authorised to make ⟩

	Decisions Reserved Above this Body
	⟨ decisions that must be escalated ⟩

	Secretariat
	⟨ who convenes, minutes and tracks actions ⟩

	Reports Received
	⟨ reports provided to this body ⟩

	Reports Issued
	⟨ reports this body issues upward ⟩


 
C2. Project Working Group / Delivery Forum
	Purpose and Mandate
	 

	Chair
	 

	Members
	 

	Quorum
	 

	Cadence
	 

	Decision Rights
	 

	Escalates To
	 


 
C3. Technical / Design Authority
	Purpose and Mandate
	 

	Chair
	 

	Members
	 

	Cadence
	 

	Decision Rights
	 

	Escalates To
	 


 
C4. Change Control Board
	Purpose and Mandate
	 

	Chair
	 

	Members
	 

	Quorum
	 

	Cadence / Trigger
	 

	Decision Rights and Thresholds
	 

	Escalates To
	 


 
C5. Additional Bodies (as required)
	Body
	Purpose
	Chair
	Cadence
	Decision Rights
	Escalates To

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
 
Section D — Reporting and Escalation Lines
	From
	To
	Nature of Line
	Instrument
	Frequency
	Maximum Response Time

	Project Manager
	Project Sponsor
	Reporting and escalation
	Status report; exception report
	Monthly / as required
	5 working days

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section E — Governance Interfaces
	Interface
	Counterparty Body
	Nature of Interface
	Owner of the Interface
	Frequency

	Portfolio governance
	Portfolio Board
	Gate decisions and portfolio reporting
	Project Sponsor
	Quarterly

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
Section F — Conflicts of Interest
	Role Holder
	Nature of Potential Conflict
	Mitigation Applied
	Declared To
	Date

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
Section G — Governance Meeting Calendar
	Body
	Meeting
	Date
	Time
	Location / Channel
	Papers Due
	Chair

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
Section H — Deputisation and Continuity
	Principal Role
	Named Deputy
	Extent of Delegated Authority
	Limits on Delegation
	Activation Condition

	Project Sponsor
	Head of Service Delivery
	All decisions within sponsor authority
	May not approve budget increases or gate decisions
	Absence exceeding 5 working days

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
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 (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
	Project Sponsor; endorsed by the PMO for framework compliance

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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