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1.  Purpose
The Authority Matrix records the limits of delegated authority held by each project role — financial commitment, contractual instruction, resource assignment, change approval, risk acceptance, acceptance of deliverables and communication. It states the value or materiality threshold attaching to each authority, the escalation point above that threshold, and the conditions and evidence required for the authority to be validly exercised. It is the control that keeps project decision-making inside the organisation's delegation of authority policy.
1. States precisely what each role may commit, approve, instruct or accept, and up to what limit.
1. Aligns project authority with corporate delegation of authority and financial regulations.
1. Prevents unauthorised commitment, the most common source of project audit findings.
1. Provides the reference used when validating approvals in the Project Approval Register.
2.  When to Use
1. During initiation, before any expenditure or contractual commitment is made.
1. Whenever a role holder changes, or a delegation is temporarily transferred to a deputy.
1. When the approved budget or the project tier changes, since thresholds are usually value-based.
1. During procurement, contract award and variation approval.
1. During audit, assurance review and financial verification of project transactions.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager, in consultation with the Finance Business Partner 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 and Finance (for financial authority limits); Portfolio Board where limits exceed sponsor delegation
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Organisational delegation of authority policy and financial regulations.
1. Approved Project Charter, including the project manager authority section.
1. Project Governance Framework (IMT-PIG-008) authority thresholds.
1. Approved project budget, contingency and management reserve amounts.
1. Procurement policy, contract templates and signing authority rules.
1. Named role holders from the Governance Structure (IMT-PIG-009).
5.  Required Outputs
1. An approved matrix of delegated authority limits by role.
1. Defined escalation points for every authority above its threshold.
1. Documented deputisation and temporary delegation arrangements.
1. The control basis for validating approvals and for audit evidence.
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 throughout delivery

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

	Guiding Principles
	Be an accountable leader · Build an empowered culture · Embed quality into processes

	Tailoring Consideration
	Thresholds are expressed either as absolute amounts or as a percentage of the approved budget. Percentage-based thresholds scale automatically across projects and are recommended for portfolios with a wide range of project values.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate, on any change of role holder, and on any change to the approved budget

	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 the Project Sponsor and validated by Finance. Limits that exceed the sponsor's own delegated authority require Portfolio Board approval. No authority may be exercised before the matrix is approved.

	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. Obtain the current organisational delegation of authority policy before completing the matrix. Project limits must sit within corporate limits, never above them.
1. Complete Section B for each named role holder. Record the role, the individual and the effective date of the delegation.
1. For each authority type in Section C, record the limit, the unit in which it is expressed, the conditions of exercise and the escalation point above the limit.
1. Express financial limits per transaction and, where applicable, per cumulative period, to prevent a limit being circumvented by splitting a commitment into smaller parts.
1. Record the evidence required for each authority to be validly exercised — approved requisition, signed change request, minuted steering committee decision.
1. Complete Section D for non-financial authority: resource assignment, contractual instruction, acceptance of deliverables, risk acceptance and external communication.
1. Record temporary delegations in Section E, with the start and end date and the extent and limits of the delegated authority.
1. Record in Section F any authority explicitly reserved to a body and not delegated at all.
1. Obtain sponsor and Finance approval, then publish the matrix and provide it to Finance and Procurement so that transactions can be validated at source.
1. Verify compliance periodically by sampling approvals in the Project Approval Register against this matrix, and report exceptions through governance.
	NOTE   Splitting a commitment to stay below a threshold is a control breach even where each individual transaction is within limits. State the anti-splitting rule explicitly in Section C and apply it in transaction validation.


 


9.  Template — Project Authority Matrix
Section A — Project and Budget Identification
	Project Name
	 

	Project Reference / ID
	 

	Approved Budget
	⟨ currency and amount ⟩

	Contingency Reserve
	⟨ amount ⟩

	Management Reserve
	⟨ amount ⟩

	Currency
	 

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

	Corporate DoA Policy Reference
	⟨ policy number and version ⟩

	Matrix Effective Date
	 

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


 
Section B — Named Role Holders and Delegations
	Role
	Name
	Position
	Delegation Effective From
	Delegation Expires
	Delegating Authority

	Project Manager
	Name
	Senior Project Manager
	DD-MMM-YYYY
	Project closure
	Project Sponsor

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
Section C — Financial Authority Limits
	Financial Authority
	Team Lead
	Project Manager
	Sponsor
	Steering Cttee
	Portfolio Board
	Evidence Required

	Commit expenditure per transaction
	 
	 
	 
	 
	 
	Approved requisition

	Commit expenditure per month (cumulative)
	 
	 
	 
	 
	 
	Monthly commitment report

	Approve invoice for payment
	 
	 
	 
	 
	 
	Goods/services receipt

	Approve a budget virement between cost lines
	 
	 
	 
	 
	 
	Virement request

	Draw down contingency reserve
	 
	 
	 
	 
	 
	Risk register entry and change request

	Draw down management reserve
	 
	 
	 
	 
	 
	Steering committee minute

	Approve a cost increase to the approved envelope
	 
	 
	 
	 
	 
	Revised business case

	Award a contract
	 
	 
	 
	 
	 
	Evaluation report and recommendation

	Approve a contract variation
	 
	 
	 
	 
	 
	Signed variation instruction

	Approve a write-off or de-scoping with cost impact
	 
	 
	 
	 
	 
	Approved change request


 
	Threshold Basis
	⟨ absolute amount | percentage of approved budget ⟩

	Anti-Splitting Rule
	⟨ commitments to a single supplier or for a single purpose within a defined period are aggregated for threshold purposes ⟩

	Currency Conversion Rule
	⟨ rate source and date applied for foreign-currency commitments ⟩

	Emergency Authority Provision
	⟨ who may act outside limits in an emergency, and the ratification requirement ⟩


 
 
Section D — Non-Financial Authority
	Authority
	Team Lead
	Project Manager
	Sponsor
	Steering Cttee
	Conditions of Exercise

	Assign project team members to work
	 
	 
	 
	 
	 

	Release team members from the project
	 
	 
	 
	 
	 

	Engage external contractors or consultants
	 
	 
	 
	 
	 

	Approve a change to scope
	 
	 
	 
	 
	 

	Approve a change to the schedule baseline
	 
	 
	 
	 
	 

	Accept a deliverable against its acceptance criteria
	 
	 
	 
	 
	 

	Accept a residual risk
	 
	 
	 
	 
	 

	Approve a deviation from a technical standard
	 
	 
	 
	 
	 

	Approve a governance or methodology waiver
	 
	 
	 
	 
	 

	Instruct a supplier
	 
	 
	 
	 
	 

	Communicate externally on behalf of the project
	 
	 
	 
	 
	 

	Engage with a regulator or auditor
	 
	 
	 
	 
	 

	Approve release of information classified as confidential
	 
	 
	 
	 
	 

	Suspend project work
	 
	 
	 
	 
	 


 
Section E — Temporary Delegations and Deputisation
	Ref
	Authority Delegated
	From (Role Holder)
	To (Deputy)
	Effective From
	Expires
	Limits Applied
	Approved By

	TD-01
	Expenditure up to 50% of PM limit
	Project Manager
	Delivery Lead
	DD-MMM
	DD-MMM
	No contract award
	Sponsor

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 


 
Section F — Authority Reserved and Not Delegated
	Reserved Authority
	Reserved To
	Reason for Reservation
	Policy Reference

	Approval of any increase to the total approved investment
	Portfolio Board
	Corporate delegation of authority policy limit
	DoA Policy §4.2

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 

	 
	 
	 
	 


 
Section G — Authority Compliance Monitoring
	Review Date
	Transactions Sampled
	Compliant
	Exceptions Identified
	Action Taken
	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)
	 
	 
	 
	 

	Validated by (Finance Business Partner)
	 
	 
	 
	 

	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 and Finance (for financial authority limits); Portfolio Board where limits exceed sponsor delegation

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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