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1.  Purpose
The Assumptions Log records every factor that is taken to be true, real or certain for planning purposes without proof at the time it is recorded. Its purpose is to surface those beliefs, assign each to an owner for validation, track the validation to a conclusion, and ensure that any assumption proved invalid is escalated as a risk or an issue before it damages the plan. Unrecorded assumptions are the most common hidden cause of plan failure, precisely because no one is looking for them.
1. Makes planning beliefs explicit and testable rather than tacit.
1. Assigns validation ownership and a validation date to every assumption.
1. Converts invalidated assumptions into managed risks or issues automatically.
1. Provides the traceable basis for estimates, schedules and commitments.
2.  When to Use
1. During initiation, when the first estimates and plans are created.
1. Whenever an estimate, schedule, cost or commitment is made — every estimate rests on assumptions.
1. During risk identification workshops, since assumptions are a rich source of risks.
1. At each stage gate, to confirm that assumptions remain valid.
1. When an assumption is invalidated, to trigger the impact assessment and escalation.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager (maintains); all team members (identify and validate)
	Prepares, populates and maintains the document; ensures accuracy and completeness of all fields.

	Accountable (owns)
	Project Manager
	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 (approves critical assumptions and accepts the resulting exposure)
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Business Case, Charter and the objectives and success criteria.
1. Estimates, schedule, budget and the basis of estimate documentation.
1. Stakeholder input, supplier proposals and technical analyses.
1. Enterprise environmental factors and organisational process assets.
1. Lessons learned regarding assumptions that failed on comparable projects.
5.  Required Outputs
1. A maintained log of all project assumptions with validation status and ownership.
1. Validation evidence, or an escalation where validation fails.
1. Risks and issues raised from invalidated assumptions, with register cross-references.
1. Assumption-related input to estimates, gate reviews and the basis of estimate.
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; maintained through Monitoring and Controlling

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

	Guiding Principles
	Adopt a holistic view · Embed quality into processes and deliverables · Be an accountable leader

	Tailoring Consideration
	Adaptive projects capture assumptions per increment and validate them within the increment, which shortens the exposure window considerably. Predictive projects should validate all critical assumptions before the planning baseline is set.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	Reviewed at every project progress meeting; formally at every stage gate

	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
	Critical assumptions (those whose invalidation would breach a tolerance) require explicit sponsor acknowledgement. The log is reviewed and accepted at each stage gate.

	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. Record an assumption whenever the team proceeds on the basis of something not yet proven. The test is simple: if this turned out to be false, would the plan change?
1. Write each assumption as a single, testable statement. Compound assumptions cannot be validated or tracked.
1. Classify each assumption by category and by criticality. Criticality is determined by the consequence of the assumption proving false, not by how likely it is to be false.
1. Assign a named validation owner and a validation due date to every assumption. An assumption with no owner will not be validated.
1. Record how the assumption will be validated: the evidence required and the source of that evidence.
1. Track the validation status: Open, Under Validation, Validated, Invalidated or Superseded. Never leave an assumption open indefinitely.
1. Where an assumption is invalidated, immediately assess the impact, raise a risk or an issue with a cross-reference, and notify the affected estimate or plan owner.
1. Link each assumption to the estimates, deliverables or plan elements that depend on it so that impact assessment is fast when validation fails.
1. Review the log at every progress meeting. Assumptions past their validation date must be escalated, not carried forward silently.
1. Present the log at every stage gate. An assumptions log with no invalidated assumptions across a long project usually indicates that validation is not actually taking place.
	NOTE   The live register is maintained in the IMTITHAL master Excel workbook (Assumptions_Log worksheet), which provides controlled dropdowns, date validation and conditional formatting for overdue and critical items. This document defines the controlled structure and the rules applied.


 


9.  Template — Project Assumptions Log
Section A — Log Identification
	Project Name
	 

	Project Reference / ID
	 

	Project Manager
	 

	Log Version and Date
	 

	Total Assumptions Recorded
	 

	Open Assumptions
	 

	Overdue Validations
	 

	Critical Assumptions Outstanding
	 

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


 
Section B — Assumption Categories
	Category
	Definition
	Typical Validation Source

	Scope
	Assumptions about what is included, excluded or already available
	Requirements confirmation; stakeholder sign-off

	Schedule
	Assumptions about durations, sequencing, availability and lead times
	Supplier confirmation; historical data

	Cost
	Assumptions about rates, prices, exchange rates and cost bases
	Quotation; finance confirmation

	Resource
	Assumptions about availability, skills and productivity
	Line manager confirmation

	Technical
	Assumptions about capability, performance, compatibility and capacity
	Technical proof; vendor statement

	Stakeholder
	Assumptions about availability, support, decision speed and acceptance
	Direct confirmation

	External
	Assumptions about suppliers, partners, markets and third parties
	Contract; written confirmation

	Regulatory
	Assumptions about approvals, interpretations and compliance timelines
	Regulator or legal confirmation

	Organisational
	Assumptions about structure, policy, process and priority stability
	Executive confirmation

	Benefit
	Assumptions about adoption, take-up, volumes and behaviour change
	Business owner confirmation


 
 
Section C — Assumptions Log
	Ref
	Date Raised
	Assumption Statement
	Category
	Raised By
	Criticality
	Impact if Invalid
	Validation Method
	Validation Owner
	Validation Due
	Status
	Linked Risk / Issue

	AS-01
	DD-MMM
	The vendor will provide two integration engineers from 01-Oct
	Resource
	PM
	Critical
	Integration delayed by up to 8 weeks; G3 missed
	Written confirmation in the contract schedule
	Procurement Lead
	DD-MMM
	Open
	RSK-004

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 


 
Section D — Dependency of Plan Elements on Assumptions
	Assumption Ref
	Plan Element Affected
	Nature of the Dependency
	Element Owner
	Re-planning Effort if Invalidated

	AS-01
	Integration work package estimate
	Estimate assumes two dedicated engineers at stated productivity
	Delivery Lead
	Re-estimate and re-sequence; approximately 3 days

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
Section E — Invalidated Assumptions and Consequences
	Assumption Ref
	Date Invalidated
	What Proved to Be the Case
	Impact Assessed
	Action Taken
	Risk / Issue Raised
	Change Request Ref

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
Section F — Assumption Review Record
	Review Date
	Reviewed By
	Assumptions Reviewed
	Newly Raised
	Validated
	Invalidated
	Overdue
	Escalations Made

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 


 
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

	Maintained by (Project Manager)
	 
	 
	 
	 

	Reviewed by (PMO)
	 
	 
	 
	 

	Critical assumptions acknowledged 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 (approves critical assumptions and accepts the resulting exposure)

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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