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1.  Purpose
The Decision-Making Matrix records, for every recurring decision type in the project, who proposes it, who is consulted, who decides, who may veto, who is informed, and within what time the decision must be made. It converts governance intent into an operational instrument that the team can consult daily. Its purpose is to eliminate the two most costly governance failures: decisions taken by people without the authority to take them, and decisions that no one takes at all.
1. Assigns a single decision-maker to every recurring decision type.
1. Sets a maximum response time so that decisions do not become silent bottlenecks.
1. Distinguishes decision rights from consultation rights and from veto rights.
1. Provides the reference against which the decision log is audited.
2.  When to Use
1. During initiation, once the governance structure has been established.
1. Whenever a decision is contested, delayed or taken at the wrong level.
1. When a new decision type emerges that the matrix does not yet cover.
1. At each stage gate, to confirm that decision rights remain appropriate for the coming phase.
1. When onboarding new team members, sponsors or steering committee members.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager
	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 consistency with the Governance Framework
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Project Governance Framework (IMT-PIG-008) and Governance Structure (IMT-PIG-009).
1. Organisational delegation of authority policy and financial regulations.
1. Project Charter, in particular the project manager authority section.
1. Authority Matrix (IMT-PIG-011) and Roles and Responsibilities Matrix (IMT-PIG-012).
1. Lessons learned regarding decision bottlenecks on comparable projects.
5.  Required Outputs
1. An approved matrix of decision rights covering all recurring decision types.
1. Defined maximum response times and default positions where a decision is not taken.
1. A structured project decision log.
1. Clear escalation routes when a decision cannot be taken at the assigned level.
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; applied through Executing and Monitoring and Controlling

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

	Guiding Principles
	Be an accountable leader · Build an empowered culture · Focus on value

	Tailoring Consideration
	Agile projects allocate product-scope and prioritisation decisions to the product owner with an explicit escalation threshold, and delivery-method decisions to the team. Hybrid projects must state clearly which decision types follow the adaptive route and which follow the predictive change-control route.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate, and whenever the governance structure or delegated authority 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. List every recurring decision type the project will face. Work through the life cycle systematically rather than relying on recall — omitted decision types default to no one deciding.
1. For each decision type, assign exactly one decider. Where two roles appear to share a decision, either split the decision into two distinct decisions or designate one as consulted.
1. Record any monetary or materiality threshold that changes the decider, and state the escalation point above the threshold.
1. Assign consultation rights sparingly. Every consultee adds elapsed time; consult those whose input changes the decision, and inform the rest.
1. Assign veto rights only where a genuine control obligation exists — typically Legal, Compliance, Security, Safety or Finance. An unnecessary veto is a delivery bottleneck.
1. Set a maximum response time for every decision type, and record the default position that applies if the deadline passes without a decision.
1. Validate the matrix against the Authority Matrix (IMT-PIG-011). Any inconsistency between the two must be resolved before approval.
1. Review the matrix with the sponsor and the steering committee, and obtain approval before delivery commences.
1. Publish the matrix to the whole team and refer to it explicitly at the kick-off meeting.
1. Record every significant decision in the decision log in Section E, including the decision-maker, the date, the options considered and the rationale.
	NOTE   A decision that is not made within the stated response time is itself a decision — usually the most expensive one available. Record the default position so that the consequence of inaction is visible in advance.


 


9.  Template — Project Decision-Making Matrix
Legend — P: Proposes · C: Consulted · D: Decides (one only per decision) · V: Veto right · I: Informed after the decision.
Section A — Project Identification
	Project Name
	 

	Project Reference / ID
	 

	Project Manager
	 

	Project Sponsor
	 

	Governance Tier
	⟨ Tier 1 | Tier 2 | Tier 3 ⟩

	Delivery Approach
	⟨ Predictive | Agile | Hybrid ⟩

	Version and Date
	 

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


 
Section B — Decision Rights Matrix
	Ref
	Decision Type
	Team
	PM
	Product Owner
	Sponsor
	Steering Cttee
	Portfolio Board
	Threshold Applied
	Max Response

	D-01
	Approve the project charter
	
	P
	
	D
	I
	I
	All
	5 wd

	D-02
	Approve the project management plan baseline
	
	P
	C
	D
	I
	
	All
	10 wd

	D-03
	Approve a scope change within tolerance
	
	P
	C
	D
	I
	
	Below threshold
	5 wd

	D-04
	Approve a scope change above tolerance
	
	P
	C
	C
	D
	I
	Above threshold
	15 wd

	D-05
	Approve expenditure within delegated authority
	
	D
	
	I
	
	
	Below threshold
	3 wd

	D-06
	Approve expenditure above delegated authority
	
	P
	
	D
	I
	
	Above threshold
	10 wd

	D-07
	Release contingency reserve
	
	P
	
	D
	I
	
	Per framework
	5 wd

	D-08
	Release management reserve
	
	P
	
	P
	D
	I
	Per framework
	10 wd

	D-09
	Accept a schedule variance within tolerance
	
	D
	C
	I
	
	
	Below tolerance
	3 wd

	D-10
	Re-baseline the schedule
	
	P
	C
	C
	D
	I
	All
	10 wd

	D-11
	Accept a risk above the project risk appetite
	
	P
	
	C
	D
	I
	Per framework
	10 wd

	D-12
	Approve a risk response requiring expenditure
	
	P
	
	D
	I
	
	Below threshold
	5 wd

	D-13
	Accept a deliverable against acceptance criteria
	
	P
	C
	D
	I
	
	All
	10 wd

	D-14
	Approve a stage gate transition
	
	P
	C
	C
	D
	I
	All
	15 wd

	D-15
	Approve supplier selection and award
	
	P
	
	C
	D
	I
	Per procurement policy
	15 wd

	D-16
	Issue an instruction or variation to a supplier
	
	D
	
	I
	
	
	Below threshold
	3 wd

	D-17
	Assign or release project team members
	
	D
	C
	I
	
	
	Within approved plan
	5 wd

	D-18
	Approve technical or solution design
	C
	P
	C
	I
	
	
	Design authority applies
	10 wd

	D-19
	Prioritise the product backlog
	C
	C
	D
	I
	
	
	All
	2 wd

	D-20
	Determine iteration content and commitment
	D
	C
	C
	
	
	
	All
	Same day

	D-21
	Approve release to production
	C
	P
	C
	D
	I
	
	All
	5 wd

	D-22
	Approve communication to external parties or regulators
	
	P
	
	C
	D
	I
	All
	5 wd

	D-23
	Suspend, restart or terminate the project
	
	P
	
	P
	D
	C
	All
	15 wd

	D-24
	Approve project closure and handover
	
	P
	C
	D
	C
	I
	All
	10 wd

	D-25
	Approve a governance waiver or tailoring deviation
	
	P
	
	D
	I
	I
	All
	10 wd


 
	NOTE   The rows above are the recommended IMTITHAL baseline. Amend the allocation to reflect the approved Authority Matrix for the specific project, and delete any decision type that is genuinely not applicable rather than leaving it unassigned.


 
 
Section C — Veto Rights and Mandatory Consultations
	Decision Ref
	Function Holding the Right
	Right Held (Veto / Mandatory Consultation)
	Basis of the Right
	Response Time Obligation

	D-21
	Information Security
	Veto
	Corporate security policy — production release control
	3 working days

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
Section D — Default Positions and Escalation on Non-Decision
	Decision Ref
	Default if No Decision Within the Response Time
	Escalation Route
	Escalation Trigger Point
	Owner of the Escalation

	D-05
	Expenditure is not committed; activity is held
	PM → Sponsor
	Response time exceeded by 2 working days
	Project Manager

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
Section E — Project Decision Log
	Ref
	Date
	Decision Required
	Options Considered
	Decision Taken
	Rationale
	Decision-Maker
	Type Ref
	Impact
	Status

	DL-01
	DD-MMM
	Select the integration approach
	Direct API / middleware / batch
	Middleware
	Lowest change impact on legacy platform
	Sponsor
	D-18
	Cost +40k
	Closed

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 


 
Section F — Decision Performance Monitoring
	Measure
	Target
	Current Period
	Trend

	Decisions taken within the stated response time
	≥ 90%
	 
	 

	Decisions escalated above the assigned level
	≤ 10%
	 
	 

	Decisions reopened after being taken
	≤ 5%
	 
	 

	Average elapsed time from request to decision
	≤ 5 working days
	 
	 

	Open decisions past their response deadline
	0
	 
	 


 
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)
	 
	 
	 
	 

	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; endorsed by the PMO for consistency with the Governance Framework

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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