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1.  Purpose
The Constraints Log records every limiting factor that restricts the options available to the project — fixed dates, budget ceilings, resource limits, technical boundaries, regulatory obligations, contractual terms and organisational policies. For each constraint it records the source, the authority that imposed it, whether it is genuinely immovable or merely inconvenient, the impact it has on the plan, and the strategy adopted to work within it or to have it relaxed. It converts a vague sense of limitation into a managed set of boundary conditions.
1. Distinguishes genuine constraints from preferences that have hardened into apparent constraints.
1. Identifies the authority who imposed each constraint, and therefore who can relax it.
1. Quantifies the impact each constraint has on the plan and on the achievable outcome.
1. Provides the factual basis for trade-off discussions with the sponsor and the governance body.
2.  When to Use
1. During initiation, before planning options are developed.
1. Before estimating and scheduling, since constraints bound the feasible solution space.
1. When a plan cannot be made to work, to identify which constraint must be challenged.
1. When a constraint changes, is lifted or is newly imposed.
1. At each stage gate, to confirm which constraints still apply.
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 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 (accepts the constraint set and its consequences for the achievable outcome)
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. Project Charter, Business Case and the approved funding envelope.
1. Regulatory obligations, contractual terms and organisational policies.
1. Resource availability information and organisational capacity plans.
1. Technical, architectural, security and infrastructure standards.
1. Portfolio-level constraints, including capacity and interdependency limits.
1. Stakeholder-imposed conditions and externally fixed dates.
5.  Required Outputs
1. A complete, classified log of constraints with sources and imposing authorities.
1. Quantified impact of each constraint on scope, schedule, cost, quality and benefit.
1. A management strategy per constraint, and challenge actions where relaxation is worth pursuing.
1. The boundary conditions used in planning, estimating and options analysis.
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
	Governance, Scope, Schedule, Finance (primary); Resources, Risk (supporting)

	Guiding Principles
	Adopt a holistic view · Focus on value · Be an accountable leader

	Tailoring Consideration
	Adaptive projects typically fix time and cost and treat scope as the flexible variable; the constraint log should record this explicitly, since it inverts the assumption underlying predictive change control. Record the constraint priority agreed in IMT-PIG-005 Section F.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	At every stage gate and at each monthly progress review; immediately upon any change to a constraint

	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
	Accepted by the Project Sponsor. Where a constraint makes an approved objective unachievable, that fact must be escalated to the governance body for a decision rather than absorbed within the project.

	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 each constraint as a single, specific statement with a quantified limit. "Limited budget" is not a constraint; "expenditure may not exceed 2.4 million in FY27" is.
1. Identify the source and the imposing authority for each constraint. A constraint whose owner cannot be identified is usually an assumption in disguise — reclassify it in the Assumptions Log.
1. Classify each constraint by type and record whether it is Hard (immovable), Firm (relaxable with approval) or Soft (a preference that could be challenged).
1. Quantify the impact of each constraint on scope, schedule, cost, quality and benefit. An unquantified constraint cannot be traded off.
1. Record the management strategy: work within the constraint, seek relaxation, mitigate the effect, or escalate for a trade-off decision.
1. Where a constraint is Firm or Soft and materially damages the achievable outcome, raise a challenge action in Section D with an owner and a decision date.
1. Test the constraint set for internal conflict in Section E. Two constraints that cannot both be satisfied is a governance issue requiring immediate escalation, not a planning problem to be absorbed.
1. Link each constraint to the Assumptions Log, Dependencies Register and Risk Register where a relationship exists.
1. Confirm the constraint priority order with the sponsor, consistent with IMT-PIG-005 Section F, so that trade-off decisions can be made quickly under pressure.
1. Review at each progress meeting and gate. Record lifted constraints explicitly — teams frequently continue to work within constraints that have long since been removed.
	NOTE   The live register is maintained in the IMTITHAL master Excel workbook (Constraints_Log worksheet). This document defines the controlled structure, the classification rules and the management approach.


 


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

	Project Reference / ID
	 

	Project Manager
	 

	Log Version and Date
	 

	Total Constraints Recorded
	 

	Hard Constraints
	 

	Constraints Under Challenge
	 

	Conflicting Constraints Identified
	 

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


 
Section B — Constraint Classification
	Classification
	Definition
	Management Implication

	Hard
	Immovable; imposed by law, regulation, physics or an executed contract
	Plan within it; do not spend effort seeking relaxation

	Firm
	Relaxable, but only by a defined authority through a formal decision
	Quantify the cost of the constraint; escalate a relaxation request where the benefit justifies it

	Soft
	A preference, convention or historical practice presented as a constraint
	Challenge early; frequently removable at little cost


 
	Constraint Type
	Typical Examples
	Usual Imposing Authority

	Schedule / time
	Fixed regulatory deadline; seasonal window; contractual completion date
	Regulator; customer; executive management

	Financial
	Budget ceiling; annual funding profile; capitalisation rules
	Finance; Portfolio Board

	Resource
	Headcount cap; specialist availability; recruitment freeze
	Line management; HR

	Technical
	Mandated platform, standard or architecture; capacity limits
	Architecture authority; IT

	Regulatory / legal
	Licensing, data residency, privacy, accessibility obligations
	Regulator; Legal

	Contractual
	Fixed scope and price; supplier obligations; liability terms
	Contract; Procurement

	Organisational / policy
	Procurement thresholds; change freeze periods; approval routes
	Executive management; policy owner

	Operational
	Business blackout periods; peak-season change restrictions
	Operations management

	Environmental / sustainability
	Emissions limits; waste and disposal obligations
	Regulator; corporate ESG policy

	Geographic / logistical
	Site access; shipping lead times; time-zone overlap
	External conditions


 
 
Section C — Constraints Log
	Ref
	Date Raised
	Constraint Statement (quantified)
	Type
	Class
	Source / Imposing Authority
	Impact on the Plan
	Management Strategy
	Owner
	Review Date
	Status

	CN-01
	DD-MMM
	No production change permitted between 15-Dec and 05-Jan
	Operational
	Hard
	Operations Director — peak trading policy
	Go-live cannot occur in that window; deployment moves to Jan
	Plan deployment for 08-Jan; use the freeze for readiness activity
	PM
	DD-MMM
	Active

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 


 
Section D — Constraint Challenge Actions
	Ref
	Constraint Ref
	Case for Relaxation
	Value of Relaxation
	Relaxation Authority
	Action Owner
	Decision Due
	Outcome

	CC-01
	CN-03
	Mandated platform adds 6 months and 400k for no functional gain
	Saves 6 months and 400k
	Architecture Board
	Solution Architect
	DD-MMM
	Pending

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 


 
Section E — Constraint Conflict Analysis
	Ref
	Constraints in Conflict
	Nature of the Conflict
	Consequence if Unresolved
	Resolution Options
	Escalated To
	Resolution

	CF-01
	CN-01 and CN-05
	Regulatory deadline of 31-Dec falls inside the change freeze
	Either the regulatory obligation or the operational policy is breached
	Seek a freeze exemption; seek a regulatory extension; deliver early
	Steering Committee
	Pending

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
Section F — Constraint Change Record
	Date
	Constraint Ref
	Change (imposed / relaxed / lifted / re-classified)
	Authority
	Impact on the Plan
	Action Taken

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 


 
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)
	 
	 
	 
	 

	Accepted 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 (accepts the constraint set and its consequences for the achievable outcome)

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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