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1.  Purpose
The Stage / Gate Approval Form is the instrument through which a project is formally reviewed at a defined decision point and authorised — or not — to proceed to the next phase. It records the evidence presented against the gate criteria, the independent assessment of that evidence, the continued viability of the business case, the risk and readiness position, the decision taken with its conditions, and the release of funding and resources for the next phase. It is the point at which the organisation deliberately re-decides to continue investing.
1. Provides a structured, evidence-based decision point rather than a formality.
1. Re-tests the continued viability, desirability and achievability of the investment.
1. Records the decision, its conditions and the authority under which it was taken.
1. Authorises the release of funding and resources for the next phase.
2.  When to Use
1. At every stage gate defined in the Governance Framework for the applicable governance tier.
1. Before committing significant expenditure or resources to a new phase.
1. When a project has breached a tolerance and requires a formal continue, amend or terminate decision.
1. When a project is proposed for early termination, suspension or restart.
1. Where a gate decision was previously conditional, to confirm that conditions have been met.
3.  Responsibility and Approval
	Governance Role
	Assignment
	Description of Involvement

	Responsible (prepares)
	Project Manager (prepares and submits); PMO (coordinates the review)
	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
	The gate decision authority defined in the Governance Framework for the applicable tier and gate
	Formally authorises the document; approval is recorded in the Project Approval Register.


 
4.  Required Inputs
1. All artefacts required by the gate criteria for the applicable gate.
1. Updated Business Case with the current cost, benefit and risk position.
1. Current performance data: cost, schedule, scope, quality, risk and issue status.
1. Initiation Checklist (IMT-PIG-004) for Gate 1, or the applicable readiness assessment for later gates.
1. Independent assurance review report where required by the governance tier.
1. Open risks, issues, dependencies, assumptions and change requests.
5.  Required Outputs
1. A recorded gate decision with its conditions and the authority that took it.
1. Authorisation, or refusal of authorisation, to proceed to the next phase.
1. Release of funding and resources for the phase ahead.
1. A conditions register tracked to closure, and an entry in the Approval Register.
1. An updated project baseline where the gate re-baselines the project.
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
	Applies at the transition between focus areas and phases

	Performance Domains
	Governance (primary); Finance, Scope, Schedule, Risk, Stakeholders, Resources (all assessed)

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

	Tailoring Consideration
	Adaptive projects satisfy gate evidence through release-level artefacts — product vision, prioritised and estimated backlog, increment demonstrations, release readiness evidence and empirical velocity — rather than through fixed baselines. Agree the evidence substitution with the PMO in advance of the gate, and record it in the Tailoring Assessment.


 
7.  Review Frequency and Approval Requirements
	Review Frequency
	Completed at each gate; the form itself is reviewed annually

	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
	Decision taken by the authority defined in the Governance Framework, with quorum satisfied and the decision minuted. A conditional approval is effective only for the activities permitted by its conditions; unconditional proceed requires all conditions closed.

	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 applicable gate and its criteria from the Governance Framework before preparing the submission. Gates differ by tier and by gate number.
1. Complete Section B against each gate criterion, recording the evidence reference and a self-assessment. Do not submit a gate pack with criteria marked as met but unevidenced.
1. Update the Business Case position in Section C. State the current forecast cost, benefit, NPV and payback against the approved baseline, and answer directly whether the investment remains viable.
1. Report performance honestly in Section D. A gate review that presents a green status inconsistent with the underlying data destroys the credibility of the control and of the project manager.
1. Complete the readiness assessment in Section E for the phase ahead, covering plan, resources, funding, capability, dependencies and stakeholder readiness.
1. Summarise the risk and issue position in Section F, including the top risks facing the next phase and any risk requiring formal acceptance at the gate.
1. Submit the pack to the PMO at least five working days before the review so that reviewers can read it. Papers tabled at the meeting cannot be properly assessed.
1. Record the independent assurance opinion in Section G where the governance tier requires one.
1. Record the decision in Section H with the date, the authority, the attendees, the conditions and the funding released. Conditions must have owners and due dates.
1. Enter the decision in the Approval Register (IMT-PIG-021), communicate it to the team and stakeholders, and track every condition to closure in Section I.
	NOTE   A gate is a genuine decision point, not a progress report. If the only possible outcome of a gate review is approval, the control is not functioning and the organisation is not protecting its investment.


 


9.  Template — Project Stage / Gate Approval Form
Section A — Gate Review Identification
	Project Name
	 

	Project Reference / ID
	 

	Gate Number and Name
	⟨ e.g. G2 — Planning / Baseline ⟩

	Gate Review Date
	⟨ DD-MMM-YYYY ⟩

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

	Decision Authority
	⟨ per the Governance Framework ⟩

	Phase Being Closed
	 

	Phase Being Authorised
	 

	Funding Requested for the Next Phase
	⟨ currency and amount ⟩

	Independent Assurance Required
	⟨ Yes | No ⟩

	Submission Date
	 

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


 
Section B — Gate Criteria Assessment
	Ref
	Gate Criterion
	Evidence Presented
	Evidence Reference
	Self-Assessment
	Reviewer Assessment
	Comment

	GC-01
	Scope baselined and approved
	Approved scope structure and scope statement
	DR-021 v1.0
	Met
	Met
	No exceptions

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
 
Section C — Business Case Re-Test
	Measure
	Approved Baseline
	Current Forecast
	Variance
	Within Tolerance

	Total investment cost
	 
	 
	 
	 

	Total quantified annual benefit
	 
	 
	 
	 

	Net present value
	 
	 
	 
	 

	Payback period
	 
	 
	 
	 

	First benefit realisation date
	 
	 
	 
	 

	Completion date
	 
	 
	 
	 


 
	C1. Is the investment still viable (value exceeds cost and risk)?
	⟨ Yes | No, with reasoning ⟩

	C2. Is it still desirable (the need still exists)?
	⟨ Yes | No ⟩

	C3. Is it still achievable (capability and capacity exist)?
	⟨ Yes | No ⟩

	C4. Has the strategic context changed?
	 

	C5. Recommendation on continued investment
	 


 
Section D — Performance Position at the Gate
	Dimension
	Baseline
	Actual / Forecast
	Variance
	RAG
	Explanation

	Scope delivered to date
	 
	 
	 
	 
	 

	Schedule
	 
	 
	 
	 
	 

	Cost incurred to date
	 
	 
	 
	 
	 

	Forecast cost at completion
	 
	 
	 
	 
	 

	Quality / defect position
	 
	 
	 
	 
	 

	Benefit forecast
	 
	 
	 
	 
	 

	Resource utilisation
	 
	 
	 
	 
	 


 
 
Section E — Readiness for the Next Phase
	Readiness Area
	Assessment
	Evidence
	Gaps Identified
	Mitigating Action
	Owner
	RAG

	Plan for the next phase
	Complete and resourced
	Phase plan v1.2
	None
	—
	PM
	Green

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
	NOTE   Recommended readiness areas: plan for the next phase · funding · resources and capability · supplier arrangements · dependencies confirmed · technical environments · governance arrangements · stakeholder and organisational readiness · operational readiness (later gates).


 
Section F — Risk and Issue Position
	Ref
	Top Risks / Issues for the Next Phase
	Type
	Exposure
	Response
	Owner
	Acceptance Required at this Gate

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


 
	Total open risks
	 

	Risks above appetite requiring acceptance
	 

	Total open issues
	 

	Issues requiring escalation at this gate
	 

	Open change requests
	 

	Overdue dependencies
	 


 
Section G — Independent Assurance Opinion
	Assurance Reviewer
	⟨ name and organisation ⟩

	Review Date
	 

	Overall Assurance Rating
	⟨ Green | Amber-Green | Amber | Amber-Red | Red ⟩

	Principal Findings
	 

	Recommendations
	 

	Recommendations Accepted by the Project
	⟨ Yes | Partially | No, with reasoning ⟩

	Report Reference
	 


 
 
Section H — Gate Decision
	H1. Decision
	⟨ Proceed | Proceed with conditions | Hold pending actions | Re-plan and resubmit | Terminate ⟩

	H2. Decision Date
	 

	H3. Decision Authority
	⟨ body or role ⟩

	H4. Attendees and Quorum Confirmed
	 

	H5. Rationale for the Decision
	 

	H6. Funding Released for the Next Phase
	⟨ currency and amount ⟩

	H7. Resources Authorised
	 

	H8. Tolerances Set for the Next Phase
	⟨ cost, schedule, scope, benefit ⟩

	H9. Next Gate and Target Date
	 

	H10. Approval Register Reference
	 

	H11. Minute Reference
	 


 
Section I — Conditions of Approval
	Ref
	Condition
	Owner
	Due Date
	Evidence to Close
	Status
	Date Closed
	Confirmed By

	GC-01
	Confirm the vendor resource commitment in writing
	Procurement Lead
	DD-MMM
	Signed contract schedule
	Open
	
	

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 
	 


 
Section J — Communication of the Decision
	Audience
	Message
	Channel
	Owner
	Date Issued

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
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

	Submitted by (Project Manager)
	 
	 
	 
	 

	Endorsed by (Project Sponsor)
	 
	 
	 
	 

	Assured by (Independent Reviewer)
	 
	 
	 
	 

	Decision recorded by (PMO)
	 
	 
	 
	 

	Approved by (Gate Decision Authority)
	 
	 
	 
	 


 
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
	The gate decision authority defined in the Governance Framework for the applicable tier and gate

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


 
	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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