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The Moment of Authorization

Project Beginnings
Every project starts with a spark, an idea 

that promises value. Before any work 

begins, formal authorization is required. 

This discipline transforms a glimmer into 

a sanctioned endeavor.

Introduction to Initiating
This session introduces the initiating 

phase, where the Project Charter is 

created. The Charter is the document that 

formally authorizes the project and 

commits resources.

Importance of Authorization
Without formal authorization, a project 

lacks legitimacy. The Charter ensures that 

the project has the necessary support and 

resources to move forward.

Kick-off
01



Why Initiation Can't Be Skipped

Risks of Skipping Initiation

Skipping initiation invites chaos: wasted budgets, burnt-out teams, and misaligned deliverables. It 
leads to projects that fail to meet expectations and consume resources inefficiently.

Benefits of Initiation

Initiation secures an official mandate, aligning stakeholders and 
resources before effort is expended. It validates the project’s right 
to exist and ensures it is worth pursuing.



Initiating vs. Planning Distinction

Initiating Phase

Initiating answers ‘Why and What at a high level?’ It focuses on the strategic 

justification and high-level objectives of the project.

Planning Phase

Planning details ‘How and When.’ It involves creating detailed schedules, 

budgets, and resource plans to execute the project.

Role of the Charter

The Charter is born in Initiating, granting permission to proceed. It is not a 

detailed plan but a high-level document that authorizes the project.

Maintaining Clarity

Confusing Initiating and 

Planning leads to premature 

detail and weak justification. 

Keep them separate to 

maintain strategic clarity 

and disciplined progression.



Business Case as Initiation Fuel

Importance of the Business Case

The Business Case is the raw justification for 

investment, quantifying problems or opportunities in 

financial and strategic terms. It provides evidence 

that the project is worthwhile and feeds the Charter 

with credibility.
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What the Project Charter Truly Is

Concise Document

The Charter is a concise, 

high-level document—

typically one to two pages—

that formally authorizes the 

project and commits 

resources.

Not a Detailed Plan

It is not a detailed plan but a 

binding agreement between 

the sponsor and the project 

manager, establishing 

legitimacy and shared 

purpose.

Essential Agreement

Without a validated Charter, 

the project lacks formal 

approval and the authority to 

proceed, risking early 

termination or misalignment.



Authority Line from Sponsor to PM

Formal Authority Transfer
By signing the Charter, the Sponsor 

transfers formal authority to the Project 

Manager, empowering them to apply 

organizational resources.

Accountability & Leadership
Without this signature, the PM remains an 

advisor. With it, they become a sanctioned 

leader accountable for delivering the 

objectives outlined in the Charter.



High-Level Scope and Objectives

Defining Success

The Charter states what success looks like 
through measurable objectives and lists major 
deliverables. It provides a clear vision of the 
project’s goals.

Boundary of Scope

It draws the 10,000-foot boundary of scope, 
explicitly noting what is included and, crucially, 
what is excluded. This clarity prevents scope 
creep.

Reference Frame

The high-level scope sets the reference frame 
for all future planning decisions, ensuring 
alignment and focus.

Importance of Clarity

Clear scope and objectives prevent 
misunderstandings and ensure that all 
stakeholders have a shared understanding of the 
project’s purpose.
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Formal Assignment of Project Manager

Accountability 
and Authority

Naming the PM in the Charter is the moment accountability crystallizes. The assigned individual 
receives both responsibility and authority to lead the project.



Initial High-Level Requirements

01

Capturing Big Needs

Early requirements capture the 

big needs that justify the 

project—mobile accessibility, 

capacity for 500 users, 

regulatory compliance—

without descending into detail.

02

Reality Check

Anchoring these in the Charter 

aligns expectations and 

provides a reality check 

against scope, budget, and 

timeline before exhaustive 

planning begins.

03

Foundation for Planning

These high-level requirements 

form the foundation for 

detailed planning, ensuring 

that the project remains 

aligned with its strategic goals.



Milestone Schedule and Budget

Rough Timeline

A rough timeline highlighting three to four key milestones and an overall 

cost ceiling gives stakeholders a shared expectation of tempo and 

investment.

Guiding Detailed Planning

These figures are not final baselines but represent the sponsor’s 

committed envelope, guiding detailed planning and serving as early 

warning thresholds.



Major Risks and Assumptions

Identifying Killer Risks

The Charter surfaces killer risks and 
critical assumptions—regulatory 
approval, technology obsolescence, 
market shifts—at a high level.

Fostering Realism

Acknowledging these giants early 
fosters realism, triggers mitigation 
planning, and protects the PM from 
surprise blame if an identified risk 
materializes downstream.

Importance of Early 
Acknowledgment

Early acknowledgment of risks and 
assumptions ensures that stakeholders 
are aware of potential challenges and 
can contribute to finding solutions.

Risk Management

Identifying risks in the Charter is the first 
step in risk management, ensuring that 
potential issues are addressed before 
they become critical.



Identifying Key Stakeholders

Stakeholder Mapping
Creating the Charter forces early stakeholder mapping: who initiates, who funds, who will be 
affected. Listing these individuals or groups establishes the first communication web.



Common Charter Mistakes

Weak Language
Weak language like ‘we will attempt’ undermines confidence 

and invites scope creep. A Charter must be assertive, crisp, and 

unyielding on main objectives.

Personal Anecdotes
Personal anecdotes of failure highlight that ambiguity in the Charter 

translates directly into erosion of authority, budget overruns, and 

stakeholder disappointment.
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PM's Proactive Role in Initiation

Facilitating Charter Creation
Project Managers don’t passively await a Charter; they facilitate its creation, validate 
feasibility, and push back against unrealistic scope or underfunded budgets.

Early Test of Courage
This early test of courage shapes project health: signing up for an impossible mission 
guarantees failure, while assertive negotiation sets the stage for success.

Importance of Assertiveness
Assertiveness in the Charter creation process ensures that the project starts on a solid foundation, with realistic goals 
and expectations.



Charter Validation Meeting

Collective Review

A collective review session with the Sponsor, 

executives, and PM finalizes the Charter. This 

meeting converts individual opinions into shared 

understanding and seals commitment.



What Signed Charter Grants You

Formal Authority

Upon signature, you gain formal 

authority to expend resources and 

mobilize teams, ensuring the project has 

the necessary support to move forward.

Common Understanding

The signed Charter grants a common 

understanding of purpose across 

leadership, preventing misunderstandings 

and ensuring alignment.
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Emotional Commitment

While legally the Charter is just a document, its real power is the emotional commitment it 

represents: leaders pledging time, money, and reputation.



Governance Chain Defined

01

Decision-Making Lanes
The Charter sketches decision-
making lanes: who approves 
changes, who escalates issues, who 
sits on the steering committee.

02

Preventing Paralysis
Clear governance prevents 
paralysis, accelerates issue 
resolution, and shields daily 
execution from political turbulence.

03

Authority Paths
Routing decisions through pre-
agreed authority paths ensures that 
the project remains on track and 
meets its objectives efficiently.



Transition to Detailed Planning

Project Alive

With the Charter signed, the project is officially alive, but work does not 

begin immediately. The focus shifts from ‘Why’ to ‘How.’

Entering Planning Phase

The project enters the Planning phase

where scope is decomposed, schedules

refined, and risks elaborated.

High-Level Truths

The Charter’s high-level truths now anchor all subsequent detailed 

baselines, ensuring alignment and focus.

Foundation for Execution

A well-defined Charter sets the stage for successful execution, ensuring 

that the project remains aligned with its strategic goals.
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