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Preface

Th is book is written for current and prospective organisational leaders and execu-
tives who want to understand the role and importance of project management.

Th e book focuses on the value and benefi ts of project management to the 
organisation. Th e ultimate goal is to provide organisational leaders with a view 
as to how project management can deliver organisational strategies. Project 
management as a discipline does not exist in isolation. Project management 
should be seen within the perspective of portfolio and programme management 
as well as from the perspective of the role that it plays within the larger organisa-
tion. Specifi c aspects within the project management discipline are focused on 
in terms of how each of them should be managed from a business perspective 
rather than from a project management perspective.

Various books either cover the project management discipline in depth or 
discuss specifi c aspects of project management. Th is book is diff erent in that it 
provides a holistic view of what constitutes project management from an execu-
tive perspective. Th is perspective can be used to purposefully position project 
management within the organisation as a strategy enabler.

Th is book covers the entire spectrum of project management from a manage-
ment and leadership perspective. Its focus is not necessarily on what needs to 
be done, from a project management perspective, but what organisations and 
senior executives can do to make the facilitation of projects easier. Th e fi rst 
aspect that is addressed is the value of project management. Th e focus is on 
value-driven project management and its rationale. Th e second aspect focuses on 
project management as a strategic enabler. Of the three disciplines—port folio, 
programme, and project management—project management is at the lowest 
level. Portfolio and programme management are elaborated on in detail. Th is is 
to enable the reader to understand the symbiotic relationship between portfolio, 
programme, and project management. Th ese three concepts are explained from 
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the view of the organisational leaders. Th e role of the project management offi  ce 
(PMO) as an organisational institution that can facilitate the successful delivery 
of projects, programmes, and portfolios is also elaborated on.

Th e concepts of benefi ts realisation management and sustainability from a 
project management perspective are also covered. At the end of the day, projects 
deliver a service or product. Th e focus of benefi ts realisation management is to 
determine how the associated benefi ts of a service or product can be harvested 
and sustained for the benefi t of the organisation. Sustainability is currently 
a very relevant topic, and how sustainability can be incorporated into proj-
ect management is addressed. Th is is done through the perspective of people, 
planet, or profi t, or the so-called triple bottom line.

Governance, and especially project governance, plays an important role in 
today’s organisations. Th is is evident from all the corporate scandals that have 
made the headlines over the last couple of years. Th is book focuses on governance 
within the project management domain. Governmentality, project govern ance, 
and governance of projects are discussed as well. Th is book concludes with the 
role of the executive sponsor and how the executive sponsor contributes to the 
success of projects, project management, and the organisation at large.
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Chapter 1

Introduction

~ Begin, be bold, and venture to be wise. ~ 

— Horace*

Executives in any organisation have the duty and obligation to ensure the suc-
cess of that organisation. Success can be measured in many diff erent ways–
for instance, profi t or percentage of the market share. Th e ultimate success is 
achieved when the vision and organisational strategies are implemented and 
realised. Th ere are diff erent ways and manners to achieve this, and one arrow in 
the quiver that will assist is project management (PM). 

Th e question that springs to mind is whether executives should only know 
how to use the arrow or whether they should know how the arrow is made as 
well. Executives should not necessarily know the intricacies of project manage-
ment, but they should know how project management, as a discipline, can ben-
efi t the organisation in implementing its strategies and realising its vision. Th e 
only way that executives can eff ectively apply project management to realise 
these goals is to have sound knowledge of the project management discipline. 
Th e purpose of this book is to provide executives with a comprehensive over-
view of the discipline of project management. Th e aim is not to explain how 
to manage projects, as there are a plethora of books that do that. Rather, the 
book focuses on the benefi ts of project management to the organisation. Th e 
ultimate goal is to provide executives with a view as to how project manage-
ment can deliver the organisational strategies. Th e various chapters focus on 
specifi c aspects within the project management discipline and how each aspect 

* Retrieved from https://www.brainyquote.com/quotes/quotes/h/horace152482.html

https://www.brainyquote.com/quotes/quotes/h/horace152482.html
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should be managed from a business perspective and not necessarily from a proj-
ect managem ent perspective.

Th e book covers the entire spectrum of project management from a manage-
ment and leadership perspective. Th e focus is not necessarily on what needs to 
be done from a project management perspective, but on what organisations and 
senior executives can do to make the facilitation of projects easier.

Th e fi rst part of the book covers two aspects. Th e fi rst aspect is what value 
project management (Chapter 2) has for the organisation at large. Th e focus 
is on value-driven project management and the rationale for project manage-
ment. Th e second aspect focuses on project management as a strategic enabler 
(Chapter 3).

Th e second part focuses on project management per se and provides a view 
of project management from a management perspective. Th e fi rst concept is 
portfolio management (Chapter 4) and what it all entails. It then evolves into 
programme (Chapter 5) and project management (Chapter 6) and how these 
two disciplines contribute to the success of the organisation at large. Th ese 
three concepts are explained from the viewpoint of the executive leadership. Th e 
fourth concept focuses on the role of the project management offi  ce (Chapter 7) 
as an organisational institution that can facilitate the successful delivery of proj-
ects, programmes, and portfolios.

Th e third part focuses on benefi ts management (Chapter 8) and sustain-
ability (Chapter 9). Th e focus is on the benefi ts that project deliverables bring 
to the organisation as well as the ultimate sustainability of the organisation. 
Sustainability within the project is also addressed.

Th e fourth part focuses on governance within the project management 
domain (Chapter 10). Th e focus is on the adherence of projects, programmes, 
and portfolios to inherent governance principles as well as formal governance 
aspects, such as legislation. Th e role of the sponsor is also addressed as a topic 
for discussion within the realm of governance (Chapter 11).

Th e layout of the book follows a logical trail, starting with a look at the value 
of project management. Th e trail fi nally ends with the role that executives or 
organisational leaders can play as executive project sponsors. Th e book can be 
read either from start to fi nish, or each chapter can be read individually. It all 
depends on the needs of the reader.

Chapter 2 focuses on the value of project management and answers the 
question of why organisation leaders should invest in project management. 
Th ree components have been identifi ed that can be used to determine the value 
of project management—that is, project management, organisational, and value 
context. Th e success rates of projects are briefl y discussed, arguing the fact that 
value cannot be realised given the high number of project failures. Th e chapter 
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concludes with a section on how executives can contribute to realise the value 
of project management.

Chapter 3 introduces the notion of the strategic alignment of programmes 
and projects. Th e argument is made that all programmes and projects should be 
aligned to the organisational vision and strategies. A framework is provided that 
organisational leaders can use to derive programmes and projects from the vision 
and strategies. Th e chapter concludes that there are various actions that execu-
tives can perform to ensure the strategic alignment of programmes and projects.

Chapter 4 introduces the concept of portfolio management. Current stan-
dards on portfolio management are discussed, with an explanation of the port-
folio management process. Portfolio management success is explained in the next 
section, followed by the role of the portfolio manager. As in the previous chap-
ters, this chapter concludes with the executive’s role in portfolio management.

Chapter 5 focuses on programme management. Th e notion of programme 
management is debated as well as the rationale for a programme. A distinction 
is made between a programme and a large project, as diff erent skills are needed 
for each. Th e same layout is followed as in the portfolio management chapter, 
where a framework is provided followed by a discussion on the current pro-
gramme management standards. Th e role of the programme manager is followed 
by a brief discussion on what constitutes programme management success. Th e 
chapter concludes with the executive’s role in programme management.

Chapter 6 focuses on project management and introduces the project 
manage ment life cycle as well as the process groups. Th ree standards and one 
methodology are discussed. Th e competencies that project managers should 
master are discussed in the fourth section of this chapter. Th e focus is on the 
various competency models and how a competent project manager can have a 
positive impact on the success of a project. PM maturity is introduced, and the 
benefi ts to the organisation when PM as a discipline is mature are explained. 
Th e notion of PM success is discussed based on a continuum.

Chapter 7 introduces the concept of the project management offi  ce (PMO). 
Th e role of the PMO is explained based on fi ve activities that the PMO should 
perform. Th e role of the PMO is based on the maturity of the PMO itself, and 
fi ve maturity stages are explained to position the role of the PMO. Th e fourth 
section of this chapter elaborates on metrics and how the PMO should go about 
determining and measuring metrics that can be used to ensure programme and 
project success. Th e various challenges that a PMO faces are discussed, focusing 
on the role of the executive in the success of the PMO.

Chapter 8 introduces the concept of benefi ts realisation management. 
Projects are implemented to generate benefi ts, and the process of realising ben-
efi ts is discussed and explained in this chapter. Executives as well as project 
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managers have a specifi c role to play in ensuring the optimum realisation of 
the benefi ts. Th ese roles are unpacked to indicate to executives their role in 
the benefi ts realisation process. Th is chapter continues by discussing a benefi t 
profi le and what constitutes a benefi t. Th is information is used to create a ben-
efi ts dependency network. Th is network is used to manage benefi ts throughout 
the life cycle. Th e chapter concludes with a discussion on benefi ts realisation 
manage ment maturity and the executive’s role in benefi ts realisation.

Chapter 9 addresses the important notion of sustainability. Sustainability is 
the new buzzword, and executives need to understand how project management 
and sustainability should be combined. Sustainability is discussed based on the 
three sustainability dimensions—that is, people, plant, and profi t. Th e focus 
is on how these dimensions can be introduced into the daily management of a 
project and contribute to the ultimate sustainability of the organisation itself. A 
project management sustainability model is provided that executives can use to 
incorporate sustainability into project management.

Chapter 10 talks to the important notion of governance. Th ree concepts 
related to governance are discussed. Th ese concepts are governance of projects, 
project governance, and governmentality. Th e positive relationship between 
project governance and project success is further elaborated on, with a focus on 
the various roles and responsibilities. A project governance framework provides 
insights into the diff erent domains and functions. Th is chapter also focuses on 
the auditing of projects and the important role of continuous auditing through-
out the project’s life cycle.

Chapter 11 shifts the focus towards the executives and the role that they play 
as sponsors of programmes and projects. Attention is given to the character istics 
of an executive sponsor and the role that the sponsor should fulfi l. Challenges 
facing an executive sponsor are mentioned as well as how an executive sponsor 
can be empowered to play a meaningful role.

Th e fi nal chapter (Chapter 12) concludes with a comprehensive portfolio, 
programme, and project management framework. Th is framework ties all of 
the concepts together and illustrates the relationships between the various con-
cepts, as discussed in this book. Th is framework underlines the notion that each 
concept infl uences the other, and to achieve value from project management, a 
comprehensive or holistic view is needed. 
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Chapter 2

Value of Project 
Management

~ Price is what you pay. Value is what you get. ~

— Warren Buff et, American Investment Entrepreneur*

Organisational leaders will only invest in something if there is a perception that 
they will get some value from this specifi c investment. Th is is regardless of the 
type of organisation or the type of investment. For organisations to invest in the 
project management (PM) discipline, project management should be able to pro-
vide benefi ts back to the organisation. Th e following question is thus raised: Does 
project management provide value to organisations? Or if we state it diff erently: 
Can organisational leaders function and perform without project management?

Before any argument or conversation can start on the concept of value, it is 
best to fi rst understand what value means and, more importantly, implies. Th e 
Oxford Dictionary of English (ODE ) (Stevenson, 2010) stipulates that value can 
be either a noun or a verb. When the noun “value” is applied to project manage-
ment, then the following can be derived from the ODE ’s defi nition:

 1. Project management must be worth something to the organisation or 
must be desirable to the organisation.

 2. Organisations should be able to exchange project management for either 
money or goods in the open market.

 3. Project management should also be able to substitute or replace some-
thing else within the organisation that holds similar value.

* Retrieved from https://www.brainyquote.com/quotes/quotes/w/warrenbuff 149692.html

https://www.brainyquote.com/quotes/quotes/w/warrenbuff149692.html
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 4. Project management should be perceived as something well worth the 
money spent on it.

 5. Project management should be able to serve a purpose or cause an eff ect.
 
Given the explanation in points one to fi ve, it seems as if pressure is placed on 
project management to fulfi l the expectations associated with the noun “value.” 
At the end of the day, organisations spend some money and other resources on 
project management, which determines project management’s fi nancial value. 
Second, organisations then, in return, expect that project manage ment will be a 
solid investment that will bring about either tangible (money, revenue) or intan-
gible benefi ts. Th ird, organisations also expect project management to have a 
positive eff ect within the organisation—for instance, the improvement of pro-
cesses such as the strategic alignment of objectives or risk management viewing 
risks as both threats and opportunities. 

2.1 Value Components

Senior executives have queried the value of project management since its incep-
tion. Kwak and Ibbs (2000) mention in their study that managers had trouble 

Figure 2-1 Conceptual Model to Determine the Value of Project Management 
(Adapted from Thomas and Mullaly [2008])

c > 
0 

Project Management Value 
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convincing senior executives that their investments in project management 
actually result in fi nancial and organisational benefi ts. Th is viewpoint, wherein 
the value of project management is queried on a continuous basis, sparked some 
in-depth study in this regard by the Project Management Institute (PMI). Th is 
research was headed by Janice Th omas and Mark Mullaly.

Th omas and Mullaly (2008) proposed a conceptual model to determine the 
value of project management. Th e conceptual model consisted of various con-
structs and highlighted the complexity that is associated with the value of proj-
ect management. Th e conceptual model is replicated in Figure 2-1.

 Th e three components can be described as follows:

 1. Organisational context: Th is is the environment that an organisation is 
operating in, which has an infl uence on the value that the organisation 
derives from project management. Th e aspects that need to be considered 
are the culture of the organisation, the economic environment, and the 
strategic focus, as well as the demographics of the organisation.

 2. Project management context: Th e aspects that play a role in this compo-
nent are the organisation’s history of implementing project management, 
the support and structures in place to support project management, and 
the skills and competence of the project managers themselves.

 3. Value context: Th is aspect needs to be identifi ed, whereby the value of 
satisfaction, alignment of business processes, project success and return 
on investment (ROI) are quantitatively measured.

It is evident that the value of project management is more complex than one 
might have thought, and the following sections discuss these three components 
in more detail.

2.1.1 Organisational Context

Th e value that organisations derive from their investment in project manage-
ment is directly dependent upon the fi t between project management imple-
mentation and the context of project management within the organisation 
(Crawford & Helm, 2009). Project management can and will only provide 
value to an organisation if the concept of project management is accepted and 
embraced. It is of no use to implement project management when the organisa-
tion itself is of the view that it is a waste of time and energy. Th is said, it implies 
that senior executives must create a culture within the organisation wherein 
project management as a discipline is cherished and promoted. In the same vain, 
Mengel, Cowan-Sahadath, and Follert (2009) are of the opinion that when 
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project management is supported by the organisation, it then, in return, con-
tributes to the organisational culture and to the larger culture of the overall 
organisation. It is thus a two-way street, where project management benefi ts 
from organisational support, but then in return, an organisational culture is 
created where the principles of project management are nurtured and embraced.

One aspect of the organisational context is whether the organisation is a 
public or private organisation. In their study, Crawford and Helm (2009) deter-
mined that even for public organisations or entities, value can be determined 
from the proper use of project management. Th e results from their study high-
lighted that project management is seen as assisting governmental entities with 
the processes and documentation necessary to satisfy auditors. Th is relates to 
senior executives playing the role of project sponsors for the various project 
initiatives. Within the governmental context, the value that these entities derive 
from embracing project management consists of the improvement of service 
delivery as well as client and user satisfaction (Crawford & Helm, 2009).

Organisations and senior executives should provide an environment that is 
conducive to project management and facilitate an environment conducive to 
project manager performance. Th e organisational context enables project man-
agers to perform, but it is dependent on the context of project management 
within the larger organisational context.

2.1.2 Project Management Context

Although the organisational context plays a vital supporting role, the context 
within which project management functions is important. Aspects that play 
a role within this context are the organisational structures such as the project 
management offi  ce (PMO); the standards and best practices that the organisa-
tion adheres to; and the competence and certifi cation of the portfolio, pro-
gramme, or project (P3) managers.

One of the benefi ts of adhering to or following an industry standard or best 
practices is that it allows the organisation to follow standardised processes. Th ese 
standardised processes allow the organisation to then unleash the inherent value 
associated with this standardisation. Th erefore, the ability to consistently and 
predictably deliver results is improved (Crawford & Helm, 2009). Th is is only 
possible when the P3 managers are adhering to these standards and do not devi-
ate from or ignore some of the processes. It is important that these standards are 
adhered to as closely as possible. One of the challenges that P3 managers face 
within the organisation, as per Kwak and Ibbs (2000), is to implement proj-
ect management best practices and processes within their respective organisa-
tions. Th ey have to prove to the organisation that by following these standards 
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and best practices, the organisation will receive value from the investment in 
project management. Research by Patah and de Carvalho (2007) determined 
that organisational leaders who implemented project management saw an 
improvement of 9.08% in operating margins, which in turn generate an average 
improvement of US$4.5 million and a total improvement of US$22.3 million. 
Mengel et al. (2009) support this view, as their research found that the value of 
project management is directly related to the satisfaction of stakeholders with 
the management of projects and with project management implementation.

Standards and best practices can only contribute so much to determine 
the value of project management. Th ese standards and best practices need to 
be implemented by P3 managers who are competent within the disciplines of 
project, programme, and portfolio management. As many as possible of an 
organisa tion’s P3 managers must be certifi ed to improve their competence levels. 
Competence levels will also be improved through the practical implementation 
of projects. Th is implies that senior executives must create an organisa tion that 
is conducive for project management. In the PMI’s 2015 Pulse of the Profession® 
study, they determine that when a P3 management mindset is embedded into 
an organisation’s DNA, performance improves and competitive advantage 
accelerates (Project Management Institute, 2015).

One of the vehicles to embed P3 management into the organisation is 
through the establishment of a PMO. Th e functions of the PMO include, 
among others, the following: (i) attention to ensuring consistency and unifor-
mity in projects; (ii) an organisational desire to excel, (iii) an enterprise focus 
on the improvement in project management competency; (iv) an enterprise 
focus on knowledge management; (v) a reduction in project overruns; (vi) an 
increase in the delivery speed of projects; and (vii) an increase in customer sat-
isfaction. Aubry, Hobbs, and Th uillier (2009) proposed that a PMO should not 
be considered as an isolated island in the organisation but rather as one part of 
an archipelago that is the organisation at large. Th ey also suggest that project 
manage ment per se and specifi cally the PMO should evolve continuously. Th e 
PMO should adapt to changes in its external or internal environment or as an 
answer to internal tensions. Th e PMO is discussed in detail in Chapter 7.

2.1.3 Value Context

Th e value context focuses on the soft issues such as the satisfaction with the proj-
ect management process, alignment of business processes and project manage-
ment processes, as well as project success. All of these need to be quantitatively 
valued in order for senior executives to see the value of project management. 
Unfortunately, organisations are managed and run on a monetary basis, and 
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therefore everything needs to be measured against profi t and loss. Th is makes 
it extremely diffi  cult because how do you determine the monetary value of 
process alignment? At the end of the day, the ultimate driver is the delivery of 
benefi ts from project management and not the associated costs (Crawford & 
Helm, 2009).

One of the concepts within the value context that Crawford and Helm 
(2009) determined is that project management has been benefi cial for staff  
morale and satisfaction. Th e reason for this can be attributed to various factors, 
including (i) improved customer relations; (ii) shorter development times; (iii) 
higher quality and increased reliability; and (iv) improved productivity. Th is 
increase in staff  morale and satisfaction is achieved even against a background 
wherein project management standards and methodologies are too time con-
suming and bureaucratic (Crawford & Helm, 2009).

Project management also contributes value to the overall accountability and 
transparency associated with governance. Value is derived from the provision 
of evidence to the various stakeholders. Evidence includes, among others,  levels 
of compliance, risk management, change management, improvement in the 
organisational culture, and the overall improvement of performance (Crawford 
& Helm, 2009; Mengel et al., 2009). As indicated within the project manage-
ment context, adherence to standards is an important aspect of value delivery. 
Compliance with the standards provides additional value to the organisation in 
terms of audit and review. Project managers and the project management pro-
cess can be audited against the standards and deviations and can be reviewed 
and rectifi ed.

Th e argument is that organisations should and do get value from their invest-
ments in project management based on the organisational, project manage-
ment, and value contexts. It might be that some organisations derive more value 
from one context than from another context. Th e value of project management 
cannot be divided into three equal parts. Th e value is really dependent on the 
organisation itself and where the current focus is with regard to value generation 
from the project management investment.

Th e next section briefl y discusses the current state of project success. Th e 
aim is not to go into a philosophical debate about what constitutes project suc-
cess. Th e aim is rather to provide current statistics with regard to project success 
and to determine whether organisations can still claim value when projects are 
delivered late and at an increased cost.

2.2 Project Success Rates

Project success has been researched by various researchers and institutions 
across the world. Th e research focuses on what constitutes project success and 
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what is meant by this term. Th e research also focuses on what the perception is 
of organisations and individuals with regard to project success. In other words, 
how successful their projects are at the end of the day.

2.2.1 Defi nition of Project Success

It is important that the concept of project success be defi ned in general as well 
as specifi cally for an organisation within a specifi c industry. Unfortunately, cur-
rent literature remains vague regarding project success. Project success is defi ned 
by the Project Management Institute (2013) as the quality of the product and 
project, timeliness, budget compliance, and the degree of customer satisfaction. 
According to the P2M, “a project is successfully completed [when] it delivers 
novelty, diff erentiation and innovation on its product, either in a physical or 
service form” (Ohara, 2005, p. 16). Th e APM Body of Knowledge defi nes project 
success in a similar fashion, stating that it is the project stakeholders’ needs that 
must be satisfi ed, and this is measured by the success criteria as identifi ed and 
agreed upon at the start of the project (Association for Project Management, 
2006). PRINCE2®, on the other hand, does not explicitly defi ne project suc-
cess but states that the objectives of the project need to be achieved (Offi  ce of 
Government Commerce [OGC], 2009). Table 2-1 provides the generic criteria 
of project success as per the various standards and methodologies.

In order to understand project success in its totality, Hyväri (2006) suggests 
that the critical success factors (CSFs) must also be determined. If the CSFs are 
in place, then project success should follow as a natural outfl ow. Hyväri (2006) 
suggests fi ve CSFs, and each of these has sub-CSFs. Th ese CSFs range from the 
project itself (size and end-user commitment) to the environment (competitors, 
nature, and social environment). If companies and project managers focus on 
these CSFs, then project success should be assured. 

Table 2-1 Project Success Criteria

Project Success Criteria Standard or Methodology

Innovation Project Management Association of Japan: P2M

Quality PMI: PMBOK® Guide

Timeliness PMI: PMBOK® Guide

Budget compliance PMI: PMBOK® Guide

Customer satisfaction PMI: PMBOK® Guide
APM: APM Body of Knowledge

Objectives OGC: PRINCE2®

Novelty Project Management Association of Japan: P2M

Differentiation Project Management Association of Japan: P2M
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Projects and their subsequent products and/or services cannot be seen in 
isolation. According to Bannerman (2008), the success of the project can be 
measured on fi ve levels: (i) process; (ii) project management; (iii) product; (iv) 
business; and (v) strategy. A project might deliver a product or service late and 
over budget, but it still delivers on the company’s strategy. Is the project then a 
failure or a success? Th is multilevel view is supported by Th omas and Fernández 
(2008), who focus not on fi ve, but three levels—that is, project management, 
technical, and business.

Ika (2009) investigated the concept of project success and concluded that 
there was a shift from measuring projects only according to time, cost, and 
quality to a more holistic approach, which includes the original iron triangle 
but also focuses on benefi ts to stakeholders and the organisation at large. Th e 
literature review indicates that there are various means that can be used to mea-
sure project success. 

2.2.2 Project Success Rates

Various longitudinal studies, such as the Chaos Chronicles and Prosperus 
Reports as well as once-off  studies, indicate that everything is not well when it 
comes to the successful delivery of projects.

One of the most important studies on project success is that of Th e Standish 
Group. Th ey have been determining the success of projects for almost two 
decades and publish the results as the Chaos Chronicles (Eveleens & Verhoef, 
2010; Th e Standish Group, 2013, 2014). Th e focus of these reports is within 
the Information Technology (IT) discipline and covers IT projects within the 
United States and Europe. Th e results from these studies since 2011 are depicted 
in Figure 2-2.

Th e results indicate two important aspects. Th e fi rst is that many IT projects 
are not successful. On average, only 30% of the projects are successful, with close 
to 20% of IT projects perceived as failures. Th e second aspect is that the success 
rates are stagnant and there is no improvement with regard to project success.

IT project success from a South African perspective also does not look much 
better, as depicted in Figure 2-3. A longitudinal study that is conducted regu-
larly by the University of Johannesburg in South Africa indicates that IT project 
success is comparable with the results of the Chaos Chronicles (Labuschagne & 
Marnewick, 2009; Marnewick, 2013; Sonnekus & Labuschagne, 2003).

Even in South Africa, it is evident that IT project success is stagnant and 
that there is no improvement. IT projects keep on failing, which ultimately 
raises the question of whether executives do receive value when it comes to 
investing in IT projects.
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Th e argument made is that IT projects are notorious for being late, over 
budget, and not delivering value to the organisation. A similar study on con-
struction and engineering projects within South Africa yields a better picture, 
but even in this industry the question can be asked whether projects deliver 
value. Th e results in Figure 2-4 indicate that close to 50% of construction and 
engineering projects are successful, but it still leaves half of all the projects as 
either failed or challenged projects.

Th e statistics tell a concerning story, and senior executives do have the right 
to ask whether project management per se is the correct vehicle to implement 
initiatives. Th e counter argument regards whether another process or manage-
ment tool is available to replace project management.

Th e answer lies in what Zhai, Xin, and Cheng (2009) perceive as value. 
Th ey divide value into two concepts: the value of a project on the one side and 
the value of project management on the other side. First of all, the value of a 
project has two main characteristics that focus on the multidimensionality of a 
project; and second, it focuses on the dynamics within a project. Th e purpose of 
project management per se is to realise the value of a project. Th e value of project 
management includes two dimensions (Zhai et al., 2009). First of all, project 

Figure 2-4 South African Construction and Engineering Project Performance 
Rates (2011)

. Failed Challenged . Successful Children Face Tough Issues 

Children 

Face 

Tough 

Issues 



16 Realizing Strategy through Projects: The Executive’s Guide

management realises the value of a project through the conversion of resources 
into the project outputs. Second, the value of project management comprises 
the sum of all the values that stakeholders perceive, including aspects such as 
cost saving, performance improvement, and other interests through the process 
of value realisation of the project. In a separate study done by Chalale (2016), 
he found that business projects are on average 131% over budget, and these 
projects take, on average, 71% longer than estimated. Of these projects that are 
late and over budget, only 74% deliver the full scope or requirements. What is 
remarkable, however, is that regardless of these statistics, the stakeholders do 
believe that they receive value, as per Figure 2-5.

Th e results and discussion clearly indicate that the value of project manage-
ment is determined based on multiple levels, and it is not a single construct.

2.3 The Executive’s Role in Realising Value from 
Project Management

Executives play an important role in realising value from project manage-
ment. Realising value from project management is a double-edged sword for 

Figure 2-5 Level of Business Value Achieved
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executives: To realise value from project management, executives must provide 
an environment conducive to project management. How can executives create 
a conducive environment? Th e fi rst thing that executives can do is to determine 
and establish the enablers for project management. 

2.3.1 Project Management Enablers

Th e fi rst thing that executives must understand is that there is no “one shoe fi ts 
all” kind of approach. Mir and Pinnington (2014) indicate that the value of 
project management is dependent, among others, on the culture of the organisa-
tion and the type of implementation “fi t” that is in line with the organisation’s 
needs. Some enablers include but are not limited to:

• Full project management: Executives must support the full implemen-
tation of the project management philosophy or discipline within the 
organisa tion. Project management cannot be implemented in stages. When 
a project management standard or methodology is chosen, then it must be 
implemented and adhered to, to the letter.

• Project management offi  ce: It is advisable that a structure such as a PMO 
be created. Th e role of the PMO varies, but ultimately it supports the proj-
ect manager as well as the organisation at large. Organisations, especially 
larger ones, cannot really function without a PMO. Th e role and functions 
of a PMO are discussed in Chapter 7.

• Long-term training: Training is essential for the development of any 
employee. Th is is especially the case with project management. Th ere are 
various developments with regard to the tools and techniques that project 
managers use, as well the continuous updating of standards and method-
ologies. To get the best performance from project managers, organisations 
need to continuously invest in the training of these individuals.

• Project managers’ authority: Project managers should be given full 
authority to manage their respective projects. Th is is especially diffi  cult 
within organisations that have a hierarchical or weak-matrix structure. 
Project managers need to be effi  cient and able to make quick, informed 
decisions. Th is is not possible when the project manager has little or no 
authority and needs the approval of some executive higher up in the com-
mand chain.

• Clear roles: Parallel to the project manager’s authority is the defi nition of 
roles and responsibilities. Employees perform best when they know what 
is expected of them. Th is is only possible when the roles are clearly defi ned 
and when responsibilities, and subsequent accountability, are assigned to 
these roles. It makes the life of a project manager easier if he or she knows 
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what the role of each specifi c individual is within the project team. It 
eradicates misunderstandings, and the duplication of work is minimised. 
Project managers should then also have the authority to discipline indi-
viduals who are not performing.

• Strategic alignment: Projects are perceived as the vehicles to imple-
ment the organisational vision and strategies. One of the most important 
enablers that executives can put in place is to ensure that all projects within 
an organisation are aligned with the organisational vision and strategies. 
Th is alignment ultimately creates value, as the vision and strategies are 
realised once the projects are completed.

Th e enablers provided here are but a short list, and each organisation must 
determine what enablers they must put in place to create value from the project 
deliverable itself and from the project management discipline. 

2.3.2 Metrics to Measure Value

In order for organisations to determine whether they are achieving value, cer-
tain metrics must be in place. No executive will run and manage a business 
without daily measures and results to gauge whether the business is on the right 
track or not. Th e same applies to the value of project management. Executives 
must fi nd metrics to determine the value of the project deliverable itself and the 
value of project management. Bannerman (2008) created a multilevel frame-
work that can be used to determine the value created. Th is framework is dis-
played in Figure 2-6.

Executives must ensure that each and every project within the organisation 
is measured to determine the value of the project itself as well as the value of 
the deliverable, which in turn will determine the value of project management. 
Th ree components are measured to determine the value—that is, the project 
itself, the product that is delivered by the project, and the impact of this product 
on the organisation itself.

 1. When one looks at the project component, the fi rst aspect to measure is 
the value that the process itself contributes to the organisation. Th e aim is 
to measure whether discipline-specifi c technical and managerial processes, 
methods, tools, and techniques are employed to achieve the project objec-
tives. Th e second aspect that needs to be measured is that of the constraints 
within which the project is implemented. Th e traditional constraints are 
time, cost, scope, and/or quality. Th e purpose here is to determine whether 
the project was delivered within the constraints of the project.
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 2. Th e second component is the main deliverable(s) from the project, and the 
nature of the deliverable(s) will be discipline specifi c. Measurements that 
spring to mind are whether (i) the specifi cations are met; (ii) the require-
ments are met; (iii) the client/user expectations are met; (iv) the client/
user accepted the deliverable(s); (v) the product/system is being used; (vi) 
the client/user is satisfi ed; and (vii) the clients’ benefi ts are realised.

 3. Th e third component focuses on the organisational benefi ts that are 
associated with the specifi c project. Th e fi rst aspect here emphasises the 
business value itself and the organisational objectives that motivated the 
investment—that is, what the organisation wanted to achieve from the 
investment. Th e second aspect focuses on the strategic value and the 
strategic advantage gained from the project investment, either sought or 
emergent. Executives must put metrics in place to measure the organisa-
tional benefi ts such as whether (i) the business objectives were met; (ii) 
the organisational benefi ts were realised; (iii) organisational development 
was enabled; and (iv) positive stakeholder response was generated.

Regardless of which model or framework is used, executives must ensure 
that each and every project is scrutinised to determine whether the project is 
delivering value to the organisation. Th is scrutiny must happen right at the start 
of the project, when the business case is evaluated; throughout the project life 
cycle; and after the completion of the project, when benefi ts are realised. It must 
be noted that in the case of organisational improvement projects, benefi ts can 
be realised throughout the project life cycle. Benefi ts realisation is discussed is 
more detail in Chapter 8. It is not an easy task, but once everyone realises that 
each and every project is scrutinised, value will start to emerge from investments 
in the various projects.

Value creation from projects and project management is unfortunately not a 
once-off  exercise. Executives must ensure that the value of project management 
is sustained.

2.3.3 Sustainability of Value

To sustain the value of project management, executives should continuously 
reinvest in the enablers, as discussed in Section 2.3.1. Th is reinvestment in the 
enablers then provides, in return, the various contexts, which ultimately deter-
mine the value of project management. Th ese relationships are illustrated in 
Figure 2-7.

Ultimately, the value of project management can be measured at the follow-
ing levels (Zhai et al., 2009):
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 1. Stakeholder satisfaction: Stakeholders need to be satisfi ed with the 
project deliverables, and this can be measured according to the frame-
work depicted in Figure 2-6.

 2. Aligned use of practices: Project management falls within the larger 
organisation, and, therefore, the best practices employed by project 
manage ment must align with all of the organisation’s other business 
processes.

 3. Business outcome: Value is created when the project deliverables comple-
ment the realisation of the organisational vision and strategies.

 4. Return on Investment (ROI): ROI ultimately links the stakeholders to 
the value of project management—where value covers tangible fi nancial 
returns as well as intangible organisational benefi ts.

2.4 Conclusion

Can organisations perform and deliver on the vision and strategies without 
project management? It is most likely possible, but organisations stand a better 
chance to be successful when they embrace project management as a vehicle to 
deliver value.

Th is value creation is not going to happen without any investment from 
the organisation itself. As we have seen, various enablers need to be in place, 
and the only ones that can put these enablers in place are the executives of the 
organisation. Yes, project managers per se must also play their part, but without 
the enablers, their hands are tied. Th ese enablers then provide the context for 
project management to provide value to the organisation. 

Figure 2-7 Sustainment of Value of Project Management
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Executives must not be fooled and believe that it is an easy process to create 
value from project management. It is a continuous process, and through this 
process, the project management maturity of the organisation improves and so 
will the ability to deliver projects more successfully. Th is, in turn, ensures that 
more value is created from the investment in project management.

Th e next chapter focuses more specifi cally on how organisations can derive 
value from project management through the strategic alignment of project and 
programme management with the organisational vision and strategies.
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Chapter 3

Strategic Alignment of 
Programmes and Projects

~ Strategy without tactics is the slowest route to victory, tactics 
without strategy is the noise before defeat. ~

— Sun Tsu, Ancient Chinese Military Strategist*

Decisions are made on a daily basis by diff erent people within the organisation 
(Van Der Merwe, 2002). Th ese decisions infl uence the way the organisation is 
run in the short as well as the long term (Desai, 2000). Th e decision-making 
process within an organisation explains and provides a clear understanding of 
the relationship between the levels of decision making and the infl uence of these 
decisions on projects in general. Th is addresses one of the components within 
organisational theory, which focuses on various approaches to analyse organisa-
tions. Organisational theory can be defi ned as the way an organisation func-
tions and how it aff ects and is aff ected by the environment (Jones, 2001, p. 8). 
Th e other two components address the design and culture of the organisation.

Managing activities internal to an organisation is only part of the executive’s 
responsibilities (Nadler, 2004). Th e executive must also respond to the chal-
lenges posed by the organisation’s immediate and remote external environments. 
To deal eff ectively with everything that aff ects the growth and  profi tability of an 
organisation, executives employ management processes that position the organi-
sation as optimally as possible in its competitive environment by maximising 
the anticipation of environmental changes and unexpected internal and com-
petitive demands (Kakabadse et al., 2001).

* Retrieved from http://philosiblog.com/2011/05/04/strategy-without-tactics-is/

http://philosiblog.com/2011/05/04/strategy-without-tactics-is/
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Th is all-encompassing approach is known as strategic management, which 
can be defi ned as the set of decisions and actions that result in the formulation 
and implementation of strategies designed to achieve an organisation’s objectives 
(Dew, Goldfarb, & Sarasvathy, 2006; Richardson, 1994). A strategy is a large-
scale, future-oriented plan for interacting with the competitive environ ment to 
achieve the organisation’s objectives (Manas, 2006). Although the plan does not 
detail all future deployments, it does provide a framework for  managerial deci-
sions (Joshi, Kathuria, & Porth, 2003).

3.1 Strategic Alignment of Programmes and Projects

It is widely accepted that projects are used to implement a specifi c organisational 
strategy (Cooke-Davies, Crawford, & Lechler, 2009; Hermano & Martín-Cruz, 
2016). Furthermore, the types of projects that are initiated and even managed 
are dependent upon the main strategic focus of the organisation (Cooke-Davies 
et al., 2009). A review of the literature reveals that there is enough theoretical 
and practical information on how to formulate organisational strategies and 
the causal eff ect of eff ective strategy implementation on organisational perfor-
mance. Regardless of this knowledge, Crawford (2014) is of the opinion that 
strategy implementation per se has received less research attention than the for-
mulation of strategies itself. Additionally, in terms of how eff ective strategies 
are formulated, it is of no or little value if these strategies are not balanced by 
eff ective implementation (Crawford, 2014). She continues the debate and sug-
gests that programmes and projects are the only vehicles for the implementation 
of strategy and that they position the management of projects as a key business 
process. Executives should take caution that not all aspects of a strategy are 
implemented through programmes and projects. Business-as-Usual (BAU) or 
operations are also part of strategy implementation, and the focus is on the day-
to-day achievement of its purposes (Crawford, 2014). Th ese day-to-day activities 
might be implemented either through projects or through normal activities.

It is important for an executive to note that successful strategy implemen-
tation through programmes and projects is directly related to the amount of 
resource allocation that a project manager controls (Eweje, Turner, & Müller, 
2012). A balance needs to be created wherein an executive as well as a project 
manager control the resources. Th e purpose is not to create a power struggle 
but to ensure that the strategies can be implemented eff ectively. Th e assump-
tion is that the scale will be tipped toward the executive, as he or she is the 
more senior person and the more appropriate person to control the necessary 
resources. Th is said, it also implies that when an executive as well as a project 
manager are in control of organisational resources, then the chances are much 
higher that the strategies will be successfully implemented. Th ere is sometimes 
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a tendency for executives to allow so-called “pet” projects to fl ourish. Executives 
provide resources and motivation to keep these “pet” projects within the port-
folio beyond justifi cation (Hermano & Martín-Cruz, 2016). A “pet” project is 
a project pushed by an executive that adds no value whatsoever to the organisa-
tion but may be benefi cial to the executive’s own personal and secret agenda. 
“Pet” projects usually drain the organisation’s resources (monetary and human 
resources) for nothing, with the exception of the satisfaction of the executive.

One of the important aspects of the strategic alignment of programmes 
and projects is the strategic value that is created and released through this 
alignment. Executives should realise that since projects enable the successful 
 delivery of long-term strategies, they should fi nd ways to unleash strategic value 
through the alignment of programmes and projects (Martinsuo, Gemünden, 
& Huemann, 2012). Th e alignment of programmes and projects goes beyond 
pure alignment and strategy implementation. Organisations must identify and 
measure the strategic value that is unleashed through the implementation of 
strategically aligned programmes and projects (Martinsuo & Killen, 2014). 
Within the portfolio, strategic value should be used to balance the importance 
and range of strategies. Th is then implies that strategic value will also be used 
to balance the portfolio to determine which programmes and projects should 
be implemented to achieve the maximum fi nancial as well as strategic value. 
Executives should be warned that the immediate fi nancial success of a portfolio 
should be separated from measuring overall business success as business success 
is measured in terms of both economic value and in preparing the organisation 
for the future. 

Although projects are increasingly being undertaken to implement busi-
ness strategy, it is not always that easy to determine whether these projects 
are contributing to the realisation of strategic goals (Young & Grant, 2015). 
Organisations should have metrics and measurements in place to determine 
whether, at an operational and project level, there is an improvement (Young & 
Grant, 2015). 

Young, Young, Jordan, and O’Connor (2012) state that although there is sig-
nifi cant evidence for the value of aligning programmes and projects to organi-
sational strategies, there is little guidance about how strategy gets translated 
into projects. Th e next section provides a framework that can be used to derive 
programmes and projects from the vision and strategies of the organisation.

3.2 Aligning Projects with the Organisational Vision

Although the Organizational Project Management Maturity Model (OPM3®)
(Project Management Institute, 2009) recognises the fact that the vision and 
strategies of an organisation are implemented by means of projects, it does 
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not provide a clear approach for proceeding from the vision to the projects. 
According to PriceWaterhouseCoopers, “any project undertaken by a company 
should be driven by business objectives” (Peterson, 2002, p. 1). Many organi-
sations lack a structured process through which to derive projects from their 
business objectives. Longman and Mullins (2004) also acknowledge the fact 
that an organisation’s strategy should provide the boundaries for programmes 
and projects.

Th e question is: How should a project portfolio be constructed and man-
aged in order to implement and fulfi l the organisational strategies?

Figure 3-1 suggests a structured way and manner that might be useful 
in deriving projects from the organisational vision and continuously moni-
toring the contribution that these projects make toward achieving the vision 
(Marnewick & Labuschagne, 2006). 

 Th e following sections discuss each of the components of the Vision-to-
Project (V2P) Framework.

3.2.1 Vision

A vision is a concrete idea that describes what needs to be achieved by the 
organisation as well as how it should be done. Formulating a vision is a complex 
process, and it is important that the vision be articulated explicitly, and that it 
generates enthusiasm (Ezingeard, McFadzean, & Birchall, 2007; Testa, 1999). 
Most important is the necessity that the vision must be realistic and credible, 
and that it projects a future attractive enough to convince the followers to invest 
eff orts in pursuing it, rather than simply continuing with the status quo. Th e 
vision should be based on reality and should not be a far-fetched dream (Bogler 
& Nir, 2001; Pearce & Robinson, 2000). It is the duty of executives to quantify 
the vision. Diff erent methods are available, such as McKinsey’s 7-S framework 
(Rasiel & Friga, 2001) or Kenichi Ohmae’s 3Cs framework (Ohmae, 2001). 
McKinsey’s 7-S framework is used as an analysis tool to assess and monitor the 
organisation itself. Th e focus is on seven elements—structure, strategy, systems, 
skills, style, staff , and shared values. Th e idea is that these elements should be 
aligned in order for organisations to perform. Th e 3Cs framework focuses on 
customers, competitors, and the corporation. Th ese three elements should be 
addressed by organisational leaders in order for the organisation to succeed.

Th e problem with these methods is that they provide ways and means to 
determine and describe strategies. Neither of these methods provides a method-
ology or a process to link projects to the vision and strategies of the organi-
sation. Th e combination of strategy maps and balanced scorecards provides a 
process whereby an organisation can link projects to the vision and strategies. 
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Strategy maps are used to derive business objectives from the vision. Th e bal-
anced scorecard is then used to derive measurements for each strategy. Th is 
allows an organisation to measure the progress of a strategy. 

3.2.2 Strategy Maps—Translating a Vision into Strategies

Strategy maps describe the vision and strategies of the organisation by means 
of processes and intangible assets (Kaplan & Norton, 2004; Marr & Adams, 
2004). Strategy maps can be used to align intangible assets with the organisa-
tional strategies and, ultimately, the vision of the organisation. A strategy map 
starts with a vision and follows an initial top-to-bottom and then a bottom-to-
top approach. Th is approach means that the vision dictates all the lower levels, 
but the bottom-up approach enables the organisation to link everything back 
to the vision. Although the approach is a top-to-bottom approach, the lower 
levels must be linked to the upper levels to ensure that there is a consistent link 
between the upper and lower levels of the strategy map. 

Th e strategy map provides a framework for an organisation, but it is up to 
the organisation to determine which of the components it wants to use. Th e 
four perspectives—fi nancial, customer, internal processes, and learning and 
growth—provide the diff erent focal points of the strategy map. Th e fi nancial 
and customer perspectives can be used to derive the strategies, whereas the 
internal and learning and growth perspectives provide the business objectives.

Th e fi rst perspective is the fi nancial perspective, which provides the two 
main strategies for the organisation—namely, the growth and productivity 
strategies. Th is allows an organisation to be focused on specifi c strategies and 
not spread its attention to diff erent strategies that do not facilitate the imple-
mentation of the vision. Th e executives of an organisation should fi nd a balance 
between the growth and productivity strategies. Th ese two strategies are often 
in direct confl ict, and it is crucial to the organisation that a balance is kept. Th e 
fi nancial strategies focus on how the organisation can increase profi tability and 
return on investment (ROI) (Rowley, 2002; Th ackray, 1995). Th is is not pos-
sible without a strategy that links this to the needs of prospective customers. 

Th e customer perspective focuses on this aspect of the organisation, and 
the organisation identifi es the targeted customer segments in which it wants to 
compete. Th e strategy map of an organisation produces fi nancial and customer 
strategies that are linked to the vision of the organisation. Th e realisation of the 
strategies ultimately ensures the success of the organisation as they are linked to 
the organisational vision.    
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3.2.3 Strategy Maps—Translating Strategies into 
Business Objectives

Once the strategies are determined, the third and fourth perspectives of the 
strategy map can be applied to determine the business objectives. Th e business 
objectives focus on the internal processes of the organisation as well as the 
learning and growth perspective. Managers identify the processes that are most 
critical for achieving customer and fi nancial strategies. Th is enables an organi-
sation to focus the internal business processes on those processes that will 
deliver the determined strategies in the most successful manner. Two processes 
might address the same business objective, but one process is more optimal 
than the other and is, therefore, a better solution (Kaplan & Norton, 1996). 
Once the internal processes of the organisation are determined, they must be 
linked to the intangible assets of the organisation. Th is is done through the 
learning and growth perspective. Th is perspective, together with the inter-
nal perspective, forms the basis of the business objectives. Th e learning and 
growth perspective highlights the role for aligning the organisation’s intangible 
assets with its strategy. Intangible assets can be organised into three catego-
ries—human, information, and organisational capital. Th e objectives in these 
three categories must be aligned with the objectives of the internal processes 
and integrated with one another. Th ese objectives describe the importance of 
intangible assets and provide a powerful framework for the management of 
intangible assets.  

3.2.4 Balanced Scorecards—Determining Targets 
and Measurements

Th e balanced scorecard provides executives with a comprehensive framework 
that will translate an organisation’s vision and strategies into a coherent set of 
performance measures (Kaplan & Norton, 2004; Ritter, 2003). Th e balanced 
scorecard provides measurement criteria for the business objectives derived from 
the vision and strategies using a strategy map. Although the diff erent perspec-
tives are tied to a specifi c level within the strategy map, it must be noted that 
these perspectives infl uence the other levels, and there is coherence between the 
perspectives and the strategies and business objectives of the organisation.

Th e next step in the process is to take the measurement criteria and targets 
and translate them into projects. Various projects will be used to implement a 
product and/or service that will satisfy the measurement criteria. 
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3.2.5 Project Management

Th e strategy map in conjunction with the balanced scorecard provides the 
organisation with business objectives with the relevant measurement criteria 
and targets to determine the success of an individual business objective.

Th e principles of project management are applied to each business objective 
that was defi ned by the strategy map. Th is means that a business case will be 
done to determine whether a business objective is viable and which project must 
be initiated to implement a business objective (Harvard Business Review, 2010; 
Robertson, 2004). It is possible that more than one project will be provided as 
a solution by means of the business case. A business case will be constructed, 
and various techniques can be used such as net present value, internal rate of 
return, and payback analysis, as well as benefi ts realisation. Nonfi nancial tech-
niques include weighted scoring and categorisation schemes. Th e measurement 
criteria and targets might indicate two potential projects that will achieve the 
same result. Th ese techniques can be used to determine which project best con-
tributes to the strategies and objectives of the organisation. Th e end result is a 
collection of projects that will best achieve the set targets for the strategies and 
objectives. Another aspect that must be addressed during this step is the elimi-
nation of duplicate projects and is addressed by the principles of programme 
management. Th e diff erent projects initiated by the business objectives must be 
grouped together to eliminate duplication. 

Once the projects are defi ned and listed as legitimate projects, they will be 
managed according to standards and best practices. Th ese standards and best 
practices are discussed in Chapter 6.

3.2.6 Projects

Th e previous step determined and defi ned the projects that should be initiated to 
realise the business objectives. Th e success of a specifi c project will be determined 
by the measurement criteria, as defi ned by the business case and the stakeholders.

Th e next step in the process is to group the projects together into logical 
groups called programmes.

3.2.7 Programme Management

Th e determination of programmes is crucial to the organisation because these 
programmes will be linked to the business objectives determined by the strategy 
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map. Diff erent projects are grouped together to form a programme. Th ese pro-
grammes are based upon the internal processes and competence perspectives 
of the strategy map. Th is enables the organisation to link projects directly to 
the strategies. Th is means that all the projects that form part of the opera-
tions management process are grouped together into an operations manage-
ment programme. Duplicate projects need to be removed, and complementary 
projects integrated. Duplicate projects are a result of the diff erent measurement 
criteria. It might happen that the same project was identifi ed to satisfy two dif-
ferent measurement criteria. Th e main purpose of programme management is 
to identify and consolidate these duplicate projects in such a manner that the 
organisation benefi ts from executing these projects in unity rather than sepa-
rately. Th is is an important part of the process, as there are limited resources 
available to execute these projects. Th e resulting projects are then formally 
initiated using the traditional project management processes. Th e grouping 
of projects into programmes has the benefi t that the programme manager can 
relate the outcome of the projects directly to the outcome and success of the 
programme. Th e net result of the projects will determine the success or failure 
of the specifi c programme.

Once the programmes have been defi ned, it is essential that they be man-
aged in a professional manner. Th is implies that programme managers must 
adhere to programme standards and best practices and that they are competent 
in managing programmes as well. 

3.2.8 Programmes 

Th e success of each programme depends on how much it realised the busi-
ness objectives and benefi ts linked to it. Th ere will be a direct correlation 
between the success of the programme and the success with which the business 
objectives were implemented. Th e next step in the process is to manage the 
programmes in such a manner that optimal return is gained by the implemen-
tation of these programmes.

3.2.9 Portfolio Management

Portfolio management is about managing the portfolio in such a way that the 
organisational strategies are optimally implemented and realised (Lin & Hsieh, 
2004). Th e portfolio manager manages the portfolio and makes decisions on 
the following:
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• Th e priority of projects and programmes: It might be more benefi cial to 
the organisation to implement one programme before another. Th e port-
folio manager must make decisions on the priority of the programmes.

• Th e inclusion or exclusion of projects and programmes: Th e vision and 
strategies of the organisation will change over time. It is the responsibility 
of the portfolio manager to determine which projects and programmes 
are still necessary to fulfi l the strategies and vision. Th is is also applicable 
where projects are outsourced to other organisations, such as information 
technology (IT). IT projects are sometimes outsourced to other organisa-
tions that have the knowledge and capabilities to manage a certain IT 
component. It should be included in the portfolio, as the failure or success 
of outsourced projects will have an impact on the overall success of the 
portfolio.

3.2.10 Portfolios

Th e diff erent projects and programmes form the basis of the portfolio of the 
organisation. By translating the organisational strategy into projects or pro-
grammes, the strategy map as well as the balanced scorecard provides the port-
folio manager with a certain number of projects and programmes to include in 
the portfolio. Th e portfolio focuses on the fi nancial and customer perspectives 
of the strategy map. Th ese two perspectives provide the organisational strate-
gies, and the portfolio must ensure that these strategies are implemented in 

Figure 3-2 Typical Portfolio
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such a way that they can be perceived as successful, and, therefore, the vision of 
the organisation will be realised through the successful implementation of the 
strategies. Th e portfolio on the fi nancial perspective of the strategy map must 
not be confused with the fi nancial portfolio of the organisation. Th e portfolio 
and the fi nancial portfolio of an organisation will together realise the fi nancial 
strategies of the organisation. A typical portfolio is illustrated in Figure 3-2. It is 
clear from this diagram that a portfolio can consist of up to seven programmes. 

Th e diff erent programmes are managed by a coalition of all the executives 
within the organisation. Th e executives will ensure that the diff erent projects 
within the programme are managed, and that the diff erent programmes are 
a success. 

3.2.11 From Projects Back to Vision

A top-to-bottom process is proposed to turn the vision into projects. On the 
other hand, a bottom-to-top process is proposed to monitor the achievement 
of the vision by measuring project performance and progress. Th e organisation 
must monitor the progress toward achieving the vision and strategies on a regu-
lar basis to ensure that the selected projects produce the expected results. Any 
deviations need to be addressed by taking corrective action. Monitoring takes 
place at three levels:

 1. Th e measurement criteria and targets enable the organisation to monitor 
individual projects. It is the project manager’s duty to ensure that the 
projects achieve these targets.

 2. Th e achievement of business objectives is monitored through the imple-
mentation of programmes, as every programme is linked to a business 
objective. Th e programme manager must ensure that the programmes 
achieve these objectives.

 3. Th e successful deployment of strategies depends on the execution of the 
portfolio. If the portfolio is managed successfully, the organisational 
strategies will be achieved. Th e portfolio manager must ensure that this is 
achieved.

If all the organisational strategies are achieved, then the vision of the organisa-
tion is realised. Figure 3-3 illustrates the relationship between and dependency 
of the vision and the strategies. Th e vision determines the strategies, and the 
strategies determine the success of the vision.

Th e vision takes a long-term view of the organisation, while projects take a 
shorter-term view. Th is process enables the organisation to focus on the shorter 
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term—that is, the projects—while the success of the short-term projects results 
in the success of the long-term vision and strategies. Based on the Vision-to-
Project Framework, it can be deduced that there is a direct link between projects 
and the organisational vision and strategies. 

3.3 The Executive’s Role in the Strategic Alignment of 
Programmes and Projects

Executives play an important role in the defi nition of strategies as well as the 
implementation and realisation of these strategies. Th e literature has shown that 
programmes and projects can be used as vehicles to implement strategies. To 
ensure that strategies become a reality and not just some vague dream, execu-
tives must focus on and address the following.

 3.3.1 Communicate Vision and Strategies Continuously

It would be ideal if the vision and subsequent strategies would stay static, with 
as little change as possible. Th is is, however, not likely to happen as organisa-
tional changes occur. Some of these changes include merging with and acquir-
ing other organisations and a change of executives. Th ese changes will have an 
impact on the strategies, as current strategies might become obsolete, and new 

Figure 3-3 Interrelationship between Vision and Strategies
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strategies are introduced. Whatever the case, when there is a shift or change in 
the strategies, it is the duty and obligation of the executives to communicate it 
to the organisation at large and to the programme and project managers spe-
cifi cally. In addition, they need to ensure that their respective programmes and 
projects are aligned to the new vision and strategy of the organisation. Th e V2P 
framework is a tool that can be used to continuously determine which pro-
grammes and projects are aligned with the strategies. Th is framework is useless 
when the vision and strategies change without informing the people who are 
actually mandated to implement the strategies that the strategies have changed.

3.3.2 Allocation of Resources

Th e literature has shown that there is a positive correlation between the success-
ful implementation of strategies and the allocation of resources to programmes 
and projects. Th e more resources are allocated to a programme or project, the 
better the chances are that the programme or project will be a success. A suc-
cessful project implies the successful realisation of a strategy. It must be noted 
that resources are not just fi nancial or human. Yes, these two types of resources 
play a crucial part in the success of a programme or project, and executives 
should use their political infl uence to allocate enough of these resources to a 
programme or project. It is also important that an executive plays an active role 
during the life cycle of a programme and project as a sponsor. Being a sponsor 
specifi cally implies that the executive must provide the programme or project 
manager with adequate resources. Th e executive should be involved with the 
programme or projects that he or she is sponsoring and provide the moral sup-
port that is required.

3.3.3 Be Wary of “Pet” Projects

Th e V2P framework provides a structured mechanism for deriving projects 
and programmes from the strategies. Th is should, in turn, prohibit the spon-
soring of any so-called pet projects by an executive. “Pet” projects is a phe-
nomenon that pops up every now and then when an executive is trying to 
push a certain political agenda to score some personal points. Th is leads, in the 
long run, to the demise of the organisation and eventually to the individual 
executive. Executives do get attached to certain projects, as these projects are 
important for the delivery of strategies for which they are accountable. Th is 
affi  nity must not get to the point at which logic and reasoning are replaced 
with personal agendas. 
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3.3.4 Creating Metrics

Metrics are important and should be used by executives to determine the per-
formance of the strategies. Realistic and achievable metrics should be derived 
and determined for each of the strategies and subsequent business objectives. 
Th ese metrics should then be used to guide programme and project managers 
and also to ultimately determine the performance of programmes and projects 
against the strategies and business objectives. Without any metrics, executives 
are running blind and will have no idea or sense about how the organisation is 
performing with regard to strategy implementation.

3.3.5 Business Case

Each project that is initiated based on strategies and business objectives should 
have a business case associated with it. Th e purpose of the business case is to set 
out the rationale for, and justify, any investment in a programme or project. As 
such, it summarises anticipated benefi ts while considering alternative options 
and recommending a preferred solution. It provides a summary of the most 
important project aspects, such as scope, cost, the time frame, and risks. Th e 
business case is owned by an executive who acts as the sponsor. It is the duty of 
an executive to ensure that valid business cases are produced for each project. 
Th ese business cases should be linked to the strategies and business objectives 
and should stipulate how the associated project will realise the strategies and 
business objectives.

3.4 Conclusion

Evidence provided in this chapter highlights the important role that pro-
grammes and projects play in the realisation of organisational strategies. It is 
almost impossible to realise strategies without programmes and projects. Th e 
chapter has provided scientifi c evidence of the value of programmes and projects 
when it comes to the implementation of organisational strategies. Literature 
has also indicated that there is not much research on how this should be done, 
and the introduction of the V2P framework tries to resolve this issue. Th e V2P 
framework can be used to derive programmes and projects from the vision and 
strategies. Th is chapter has further highlighted the important role that execu-
tives play during the formulation of the vision and strategies as well as in deter-
mining which programmes and projects should be used to implement these 
strategies. Executives might not be directly involved in the day-to-day running 
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of projects, but in their role as sponsors, they are ultimately accountable for the 
realisation of the strategies.

Executives must realise that, although projects are the vehicles to implement 
strategy, they are responsible and accountable to clear the road for programmes 
and projects. Th is is done through the creation of a proper vision and strategies 
as well as subsequent metrics that can be used to determine progress. Executives 
also clear the road to ensure that enough and appropriate resources are available 
to the respective project managers. Executives cannot determine the vision and 
strategies and then sit back and relax. Th ey should continue to be involved in 
the implementation of the strategies as well.

Th e next chapter focuses on portfolio management and how port folio 
manage ment should be implemented within the organisation. Portfolio manage-
ment ensures that the optimal mix of programmes and projects are implemented 
for the optimum return on investment.
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Chapter 4

Portfolio Management

~ Portfolio construction is not a science, more an art and involves lots of judgement.~

— Neil Woodford*

Portfolio management, also sometimes referred to as project portfolio manage-
ment, is the discipline that organisations use to ensure that all programmes and 
projects are strategically aligned. Th e ultimate goal of portfolio management is 
to select and prioritise programmes and projects to optimise the performance 
of the portfolio. Th is is done within the context of strategic alignment. Th ere 
is a positive relationship between portfolio performance and organisational 
performance (Müller, Martinsuo, & Blomquist, 2008). Th e previous chapter 
highlighted the relationship between a portfolio and the organisational strate-
gies. Th e success of a portfolio is dependent on the success of the various com-
ponents that constitute the portfolio. Th e causal relationship between portfolio 
and organisational performance emphasises the fact that organisational perfor-
mance is dependent on portfolio performance. Emphasis should therefore be 
placed on the success of the portfolio because it will ensure the success of the 
organisation at the end of the day.

4.1 Defi ning Portfolio Management

Portfolio management (PfM) is traditionally defi ned as the management of one 
or more portfolios in such a way that the organisational strategies and objec-
tives are achieved (Project Management Institute, 2013). Th e previous chapter 

* Retrieved from http://mastersinvest.com/portfoliomanagmentquotes/

http://mastersinvest.com/portfoliomanagmentquotes/
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highlighted the importance of deriving projects from and linking projects with 
the strategies and objectives. Th ese projects are then grouped together into a 
portfolio. A portfolio is therefore defi ned as a collection of programmes and/or 
projects to achieve the strategic objectives. Th e realisation of the strategies and 
objectives is achieved through the performance of the following activities:

• Maintaining portfolio alignment: Th e ultimate goal of portfolio 
manage ment is to continuously maintain alignment between the various 
programmes and projects and the strategies and objectives.

• Allocation of resources: Resources are scarce throughout any organisation, 
and the proper allocation and management of resources should be para-
mount. Resources include, among others, fi nancial, human, and equip-
ment resources. Th ese resources should be wisely allocated to the various 
programmes and projects within a portfolio. Th e allocation should be done 
in such a way and manner that portfolio alignment is not compromised.

• Measuring portfolio performance: Th roughout the management of a 
portfolio, the performance should be continuously measured. Performance 
is measured against the extent that programmes and projects are achieving 
the strategies and objectives of the organisation.

• Managing risks: Each programme and project is associated with risks. Th e 
culmination of all these risks into a single portfolio of risks might expose the 
organisation to too many risks. Th is risk exposure might negatively infl u-
ence the achievement of the strategies and objectives. Portfolio manage-
ment therefore focuses on managing risks to minimise risk exposure. Th e 
opposite is actually also true where the focus might be on maximising the 
opportunities, especially when risks are perceived as opportunities.

Th ese four activities must be performed by the organisation on a continual basis 
to ensure an optimal portfolio, whose sole purpose is to deliver the organisa-
tional strategies and objectives. Figure 4-1 provides an overview of the portfolio 
management activities and the relationship among these activities.

Within the day-to-day management of a portfolio, the portfolio manager is 
the person who must oversee the process of optimally managing the portfolio. 
Th e portfolio manager must focus on doing the right projects and programmes 
(PMI, 2013). 

4.2 Overview of Portfolio Management Standards

Th is section provides the executive with an overview of the portfolio manage-
ment standards that are available to organisations. Th e Project Management 
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Institute (PMI) defi nes a standard as a “document, established by consensus 
and approved by a recognised body, which provides for common and repeated 
use, rules, guidelines or characteristics for activities or their results, aimed at the 
achievement of the optimum degree of order in a given context.”* A standard 
can therefore be used by organisations as a means to provide consistency in the 
way that portfolio management is practiced. Th e most common standard for 
portfolio management is that of the PMI.

4.2.1 The Standard for Portfolio Management (PMI, 2013)

Th e Standard for Portfolio Management (PMI, 2013) describes three process 
groups and fi ve knowledge areas, as depicted in Table 4-1.

* http://www.pmi.org/pmbok-guide-and-standards/standards-overview.aspx

Table 4-1 Process Groups and Knowledge Areas

Process Groups

Knowledge areas Defi ning Aligning
Authorising and 

Controlling

Portfolio strategic 
management

Portfolio governance 
management

Portfolio performance 
management

Portfolio communication 
management

Portfolio risk 
management

Note: Data derived from The Standard for Portfolio Management (PMI, 2013).

A process is a set of actions and activities that are performed to achieve the 
strategic goal. Each process has inputs, tools, and techniques that are applied and 
some resulting outputs (PMI, 2013, p. 28). Th e fi rst process group—Defi ning—
focuses on those processes that need to be performed to implement the organi-
sational strategy and objectives. It also consists of processes that determine the 
structure and roadmap of the portfolio. Th e Aligning process group consists of 
the processes that need to be executed to manage and optimise the port folio. 
Some of the processes include the categorisation, evaluation, selection, and 

http://www.pmi.org/pmbok-guide-and-standards/standards-overview.aspx
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management of the portfolio components. Th e last process group, Authorising 
and Controlling, consists of the processes needed to authorise the portfolio and 
provide continuous oversight.

Th e fi ve knowledge areas can be summarised as follows:

• Portfolio strategic management: Each portfolio should have a strate-
gic plan and a roadmap describing how the organisational strategies and 
objectives should be implemented. Th is knowledge area assesses and man-
ages the continuous alignment of the strategic plan and roadmap to the 
strategies and objectives (PMI, 2013).

• Portfolio governance management: Th e processes within this knowl-
edge area focus on the overall oversight of the portfolio. Specifi c processes 
include the defi nition, optimisation, and authorisation of the port folio. 
Chapter  10 deals with project governance, and portfolio governance 
manage ment should be performed in support of the overall governance of 
projects (PMI, 2013). 

• Portfolio performance management: Th e focus of this knowledge area 
is to plan, measure, and monitor the value of the portfolio. Th is is done 
through the realisation of the organisational strategies and objectives. 
Th e objective is to determine the optimal composition necessary to best 
achieve these strategies and objectives (PMI, 2013).

• Portfolio communication management: Th is knowledge area includes 
the processes that are needed to develop the communication management 
plan as well as manage the portfolio information (PMI, 2013, p. 105). 

• Portfolio risk management: Portfolio risks are assessed and analysed 
with the goal to capitalise on potential opportunities, on the one hand, 
and to mitigate those events or activities that can adversely impact the 
portfolio, on the other hand (PMI, 2013). Th e objective of portfolio risk 
management is to accept the right amount of risk for the optimum deliv-
ery of the portfolio.

4.2.2 ISO 21504:2015 Project, Programme, and Portfolio 
Management—Guidance on Portfolio Management

ISO 21504:2015 provides guidance on the principles of project and programme 
portfolio management (International Organization for Standardization, 2015). 
ISO 21504:2015 is relevant to any type of organisation—public or private—
and any size organisation or sector. ISO 21504:2015 is not as comprehensive 
as Th e Standard for Portfolio Management (PMI, 2013) and consists of three 
major sections.
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 1. Th e fi rst section focuses on principles of portfolio management. Th e fi rst 
principle covers the notion of the context and need for portfolio man-
agement. Th e rationale for the adoption of portfolio management is 
provided by this principle. Th e second principle provides an overview 
of port folio management and briefl y covers aspects such as portfolio 
manage ment itself, the portfolio structure, capabilities, and constraints, 
as well as opportunities. Th e third principle focuses on the various roles 
and responsibilities. Th e fourth principle covers stakeholder engagement.

 2. Th e second section highlights the prerequisites for portfolio manage-
ment. Th e justifi cation for portfolio management is provided, as well as 
a framework that defi nes how the organisation is going to determine and 
decide which components will form part of the portfolio and which ones 
will be removed. Th is section also looks at the various types of com-
ponents and how these components should be categorised, evaluated, 
selected, and prioritised. Th e alignment of the portfolio with the various 
organisational processes and systems is covered, and various processes 
are mentioned. Th e establishment of a management system should pro-
vide visibility and relevant information to the decision makers. Th e eight 
prerequisites address the notion of the performance-reporting structure. 
Th e purpose of the structure is to enable the monitoring and tracking of 
both the performance as well as the achievement of business strategies 
and objectives. Th e last two prerequisites address the notion of improving 
portfolio management itself and the governance of the portfolio.

 3. Th e third section actually addresses how portfolios should be managed 
and briefl y addresses the following processes:

 • Setting portfolio objectives
 • Identifying potential portfolio components
 • Defi ning the portfolio plan
 • Assessing and selecting portfolio components
 • Validating portfolio alignment to strategic objectives
 • Evaluating and reporting portfolio performance
 • Balancing and optimising the portfolio

Th ere are some similarities between ISO 21504:2015 and Th e Stan dard for 
Portfolio Management (PMI, 2013), but the PMI® standard is much more detailed.

4.2.3 Management of Portfolios (MoP®)

Th e Management of Portfolios (MoP®) was fi rst published in 2011, by the United 
Kingdom government (Jenner & Kilford, 2011). Th is standard describes two 
portfolio cycles, as illustrated in Figure 4-2.
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Th e two cycles comprise practices that are found within two continuous 
portfolio management cycles.

 1. Th e Portfolio Defi nition Cycle focuses on doing the right things. 
Information is collated to provide clarity to senior management and the 
wider audience with regard to the collection of change initiatives and 
how these initiatives will deliver the greatest contribution to the stra-
tegic objectives. Th e fi rst practice, Understand, provides the recogni-
tion of portfolio components that already exist or that need to exist. Th e 
Categorise practice organises the components into groups based on the 
strategies and business objectives. Next, Prioritise ranks the compo-
nents based on one or more agreed-upon measures. Th e Balance practice 
ensures that the portfolio is balanced in terms of contributing to the strat-
egies and business objectives, the business impact, as well as risk expo-
sure. Th e last practice is Plan. Information is collated from the portfolio 
defi nition cycle to create a portfolio strategy, which culminates in the 
second cycle—the portfolio delivery plan, which should be agreed upon 
by the organisational leaders.

 2. Th e Portfolio Delivery Cycle focuses on “doing those things right.” Its 
purpose is the successful implementation of the planned components 
as agreed upon during the portfolio defi nition cycle. Th e seven prac-
tices within the portfolio delivery cycle include Management Control, 
wherein individual and portfolio-level decisions are made regarding the 

Figure 4-2 Management of Portfolios (MoP®)
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progress against the portfolio delivery strategy and plan. Th e Benefi ts 
Management practice identifi es and manages the benefi ts that should 
be realised from the portfolio as well as the contribution of each of 
the portfolio components to operational performance, strategies, and 
business objectives. Financial Management ensures that portfolio 
processes and decisions are aligned to the fi nancial management cycle, 
and fi nancial considerations form a key element in all decisions. Risk 
Management ensures the consistent and eff ective management of 
the portfolio’s exposure to risk at both the individual and collective 
level. Th e Stakeholder Engagement practice ensures that the needs 
of the portfolio’s customers are identifi ed and managed appropriately. 
Organisational Governance ensures that portfolio management gover-
nance is aligned with the wider organisational governance structure, 
enabling clear understanding of all decisions. Resource Management 
puts mechanisms in place to understand and manage the amount of 
resources required to deliver the changes.

Five portfolio management principles are the foundation of the two port-
folio cycles. Th ese principles provide the organisational environment in which 
the portfolio defi nition and delivery practices can operate eff ectively (Jenner & 
Kilford, 2011; Kilford, 2016).

 1. Senior Management Commitment: Th e executive management of an 
organisation should publicly champion and positively communicate 
the value of portfolio management while actively participating in the 
processes. 

 2. Governance Alignment: Without proper governance, portfolio manage-
ment will fail. Th is principle focuses on the structures for escalation and 
decision making. Th e PfM structure should integrate with the existing 
organisational decision-making processes.

 3. Strategy Alignment: Th e portfolio must contain components that con-
tribute toward the achievement of the organisational strategies and objec-
tives. MoP® suggests a driver-based model starting with a high-level 
strategy, down to strategic objectives, then benefi ts, and, fi nally, change 
initiatives that will deliver them. Th is is in line with the V2P framework 
described in Chapter 3. 

 4. Portfolio Offi  ce: A portfolio offi  ce function should exist, with a reporting 
line directly to the executive management. Th e purpose of the portfolio 
offi  ce is to provide standards, analysis, and enhanced collaborative work-
ing. Th e portfolio offi  ce should be able to provide up-to-date and accurate 
information to allow eff ective decision making by portfolio managers. 
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 5. Energised Change Culture: Executive management should create a cul-
ture in which the people are motivated and striving to do things as best 
as is possible, they believe in the organisation’s goals, and they feel like 
part of the organisation. An environment for open communication that 
includes listening and engagement with staff  should be established.

It is for the organisation to decide which of these standards it wants to fol-
low. Th is decision must be made within the context of the organisation as well 
as that of the country.

4.3 Portfolio Management Process

Th e process required to manage a portfolio is fairly standard and is illustrated 
in Figure 4-3. Th e entire process is governed by the organisation’s current vision 

Figure 4-3 Portfolio Management Process
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and strategies. Th is provides direction for the portfolio, and the portfolio 
mana ger uses it to balance the portfolio. Th e fi rst step is to identify all the com-
ponents that, when successfully implemented, will contribute to the successful 
realisation of the strategies. During the second step, the components can be 
categorised into diff erent categories. Categorisation might be as per Figure 3-2, 
where the categories are based upon the balanced scorecard. Component cate-
gorisation assists in balancing the portfolio because the portfolio manager can 
verify whether one category is overpopulated while another category might be 
underpopulated. It also assists with risk analyses because one does not want 
to overexpose a portfolio to one specifi c category. Th e third step is to evaluate 
each and every component to determine whether it should be incorporated into 
the portfolio. 

According to the PMI (2013), the portfolio manager applies a series of evalu-
ation criteria. It must be noted that these criteria must be quantifi able in order to 
measure, rank, and prioritise each and every component. Some evaluation crite-
ria that can be used include fi nancial and nonfi nancial benefi ts, regulatory com-
pliance, as well as the capabilities and capacities of human resources. It must be 
noted that nonquantifi able criteria, wherever possible, must be translated into 
quantifi able criteria. Th is assists the portfolio manager in making decisions in 
an unbiased way and manner. Once the components are evaluated, the next 
logical step is to select the components that will form part of the portfolio. 

Th e selection of the components will depend on various constraints such as 
the availability of fi nancial and human resources. A positive correlation between 
the selection of components and portfolio performance does exist. Th e identi-
fi cation of portfolio risks comprises two parts. Th e fi rst part is to determine 
the overall risk associated with the portfolio itself. Th e second part determines 
the risk associated with each individual component. Th e next step is to evalu-
ate the risks of each component and create a comprehensive risk portfolio. Th e 
purpose of this risk portfolio is to determine the risk exposure of the portfolio 
at large. Portfolio risk management manages all the components’ risks in an 
aggregated pool, adding and removing components. Th is is done to maintain 
a predetermined and acceptable level of risk tolerance and exposure (Maynard, 
2015). Analysing the portfolio in terms of its risk tolerance and exposure pro-
vides insight into which components should eventually form part of the port-
folio. Th e idea is to manage the risk tolerance and exposure in such a way and 
manner that the portfolio does not compromise the future of the organisation. 

Given the steps of identifying, evaluating, selecting, and determining the 
risk exposure, the next step is to prioritise the components in such a way that 
the portfolio is optimised. Th e prioritisation must be done to ensure the realisa-
tion of the vision and strategies. Th e prioritisation is the prerogative of the port-
folio manager, but the process of prioritising components must be transparent 
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as well as consistent. Studies found that the prioritisation of components is a 
key success factor (Beringer, Jonas, & Kock, 2013; Costantino, Di Gravio, & 
Nonino, 2015). 

Once the components are prioritised, a risk response must be developed for 
the entire portfolio. Th e risk response is for the portfolio and not for the indi-
vidual components that now constitute the portfolio. Risk management should 
and must still be done for each of the individual components. Th e portfolio is 
then balanced based on the priorities of the components and the risk responses 
and in respect to diverse strategies of the organisation. Th ese strategies include 
the fi nancial, organisational, and operational strategies, and the portfolio should 
be balanced in such a way and manner that each of these strategies is realised. 
Once the portfolio is balanced, the portfolio must be communicated to the 
organisation at large. According to Turner and Lecoeuvre (2015), the purpose 
of this communication is to win the support of the stakeholders. Th e portfolio 
manager needs to sell the benefi ts and persuade the stakeholders to commit 
themselves and resources to the portfolio itself as well as to the individual com-
ponents. Th is speaks directly to the communication competence of the portfo-
lio manager. Th e portfolio components are then authorised and implemented 
based on the prioritisation of the components within the portfolio.

Th e last part of the portfolio management process focuses on the day-to-
day management of the portfolio. During this part, the portfolio is continu-
ously evaluated against the portfolio’s risk exposure and the performance of 
each of the individual components. Th e portfolio needs to be reviewed regu-
larly, and if there is any deviance, then the portfolio must be re-evaluated. 
Th is re-evaluation might include the reorganisation of the components, which 
includes the prioritisation and balancing of the components. Th e portfolio also 
needs to be re-evaluated if there are any changes to the vision and strategies of 
the organisation.  

4.4 Portfolio Management Success

Meskendahl (2010) is of the opinion that the successful management of a 
portfolio needs to contribute to the realisation of the organisational strategies. 
Th e success of the portfolio will be measured based on four basic criteria, as 
follows: the (i) the maximization of the fi nancial value of the portfolio; (ii) 
the linking of the portfolio to the organisational strategies; (iii) balancing the 
components within the portfolio; and (iv) the success of each individual com-
ponent. To determine whether a portfolio is managed successfully, the results 
must be measureable and have to cover a comprehensive array of measurements 
(Martinsuo & Lehtonen, 2007; Meskendahl, 2010). Th is view is shared by 
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Beringer et al. (2013), who stipulate that the success of the portfolio is equal 
to the individual component’s success and the strategic fi t of the portfolio. Th e 
success of the portfolio can be divided into four separate success criteria, as per 
Figure 4-4. 

To successfully achieve the fi rst criterion, the portfolio must succeed in 
maximising the fi nancial value of the organisation. Second, the portfolio must 
contribute to the overall strategic success of the organisation. Th ird, the port-
folio will only be successful if the individual components in it are successful. 
Th e fourth criterion focuses on the selection of the components and the balanc-
ing of the portfolio. Th is was discussed in the previous section. Th e success of 
the portfolio is measured over an extended period of time, which might cover a 
couple of years. Th e idea is that a portfolio is perceived as a permanent organi-
sation and should therefore be treated as such. Marnewick (2014) provides an 
extensive model for evaluating the success of a portfolio as well as the factors 
that contribute to portfolio success.  

4.5 The Role of the Portfolio Manager

Th e role of the portfolio manager evolves around three main responsibilities 
that comprise the portfolio management process. Th ese three responsibilities are 
the establishment, continuous monitoring, and management of the port folio. A 
more detailed breakdown of a portfolio manager’s responsibilities include the 
following (De Reyck et al., 2005):

 1. Defi ning the goals and objectives of the portfolio is important so that 
everyone understands what the portfolio is expected to achieve. Th is 
responsibility touches on governance because it provides guidance and 
steering for everyone involved in the portfolio. 

 2. Another important role entails the coordination of the portfolio, which 
includes participation in various steering committees and other relevant 
meetings (Blomquist & Müller, 2006). Resource management falls 
within this role and focuses fi rst on resource identifi cation and second 
on the procurement of these identifi ed resources. Th e continuous evalua-
tion of portfolio components constitutes a part of portfolio coordination. 
Programmes and projects that do not contribute to the overall value of 
the portfolio should be terminated. 

 3. Managing a portfolio involves various expectations and requirements 
from the stakeholders. One of the most important responsibilities of a 
portfolio manager is to understand, accept, and make trade-off s to the 
overall benefi t of the portfolio and ultimately that of the organisation. 
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 4. As per Figure 4-1, risk management plays an important role in a port-
folio. It is the responsibility of the portfolio manager to identify, elimi-
nate, minimise, and mitigate risks associated with the portfolio. 

 5. Th e ultimate goal of a portfolio is to deliver on the strategies of the organi-
sations. Th is can only be achieved if the performance of the portfolio is 
continuously monitored. Th is implies that the progress of the portfolio’s 
components must be determined in relation to the progress made toward 
the achievement of the goals and objectives. 

 6. Th e most important role and responsibility of a portfolio manager is to 
establish confi dence. Th e team as well as all the stakeholders must have 
confi dence in the portfolio manager. Th is confi dence is grounded in the 
fact that the portfolio manager can achieve the desired objective of the 
portfolio.

 7. Portfolio managers should also perform relatively mundane activities that 
are not necessarily directly linked to the management of the portfolio but 
which eventually contribute to its success. Blomquist and Müller (2006) 
identifi ed some of these activities—for example, performing administra-
tive tasks and handling issues, which culminates in improving effi  ciency 
and the coaching of programme and project managers.

Th e portfolio manager is ultimately accountable for the optimal perfor-
mance of the portfolio. To perform this role to the best of his or her ability, 
the portfolio manager should display certain competencies and skills. Th e 
Individual Competence Baseline for Project, Programme & Portfolio Management 
(IPMA ICB ® ) of the International Project Management Association (IPMA®) 
provides guidelines on the competencies that portfolio  managers should pos-
sess (IPMA, 2015). Th e competencies are divided into three major categories—
Perspective, People, and Practice. 

Th e summary of the portfolio management competencies that follows is per 
the IPMA ICB. Th e fi rst grouping of competencies focus on the how the port-
folio manager perceives the portfolio within the context of the organisation. Th e 
portfolio manager has to have perspective competencies that address the con-
text of the portfolio. Th e fi rst competence (strategy) focuses on the portfolio 
manager’s ability to understand and transform the strategies into manageable 
elements using projects. Th e governance competence determines whether the 
portfolio manager understands and aligns the portfolio with established struc-
tures, systems, and processes within the organisation. Th is alignment provides 
support for portfolios and infl uences the way they are managed. Th e compli-
ance, standards, and regulations element describes how a portfolio manager 
interprets and balances external and internal restrictions imposed on the port-
folio—for example, a country, company, or industry. Portfolio managers need 
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to understand the role of power and interest so that he or she recognises and 
understands the diff erence and relationship between personal and group inter-
ests as well as the resulting politics and use of power. Th e last competency within 
the perspective competence group addresses culture and values. Th e emphasis 
is on the portfolio manager’s approach to infl uencing the organisation’s culture 
and values and, ultimately, the wider society in which the portfolio is situated. 
Th e rationale is to infl uence the organisation to have a more positive attitude 
toward portfolio management.

Th e competence area “people” deals with the personal and social competen-
cies of the individual portfolio manager. Th e fi rst competency, self-refl ection, 
is the ability to refl ect on the portfolio manager’s emotions, behaviour, and 
values and to determine his or her impact on the portfolio at large. A port-
folio manager must also exhibit personal integrity and reliability because a 
lack of these qualities may lead to portfolio failure. Personal communication 
addresses the ability to acquire, analyse, and disseminate information in a trans-
parent and consistent way.. Portfolio managers liaise with various stakeholders 
on a daily basis and should therefore be competent in relations and engage-
ment: Th e portfolio manager should portray leadership by providing direction 
and guidance to the team at large. Th is leadership competency also involves 
the ability to choose and apply appropriate styles of management in diff erent 
situations. Th e portfolio team consists of various stakeholders who are work-
ing together to realise the strategies of the organisation. Th e portfolio manager 
should be competent in teamwork because he or she needs to bring the team 
together to realise the portfolio objectives. Confl ict and crisis occur during the 
management of a portfolio. Th e important question should be how the portfolio 
manager solves confl icts and crises by being observant and presenting remedies 
for disagreements. Resourcefulness is another competency within the armoury 
of a portfolio manager. Managing a portfolio on a day-to-day basis comes with 
its own challenges and problems. Portfolio managers should have the ability to 
apply various techniques and ways of thinking to address these challenges and 
problems. As stated earlier, there are various stakeholders within a portfolio, 
and these stakeholders might have opposing opinions or requirements. Portfolio 
managers make use of negotiation to balance these diff erent opinions, require-
ments, and expectations. Th e above-mentioned people competencies have one 
purpose and that is to achieve results. Th rough the application of all these com-
petencies, a degree of results orientation is achieved in order to obtain the 
optimum outcome for all the parties involved.

Th e third competence area is “practice” and covers the core competencies 
of a portfolio manager. Th e portfolio manager should be able to master 14 
competencies within this area. Th e fi rst competency focuses on how a port-
folio is designed. Th e design takes the requirements of the stakeholders into 
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consideration as well as the strategies of the organisation and translate them 
into a high-level portfolio design to ensure the highest probability of success. 
Th e second practice competency focus on the benefi ts that should be achieved 
when the portfolio is managed in a successful way. Not all programmes and 
projects will be incorporated into a portfolio, and that is where the scope com-
petency plays a role. Th e portfolio manager should defi ne the specifi c scope 
of the portfolio as well as which components are not to be included in the 
portfolio. Th e exclusion of certain programmes and projects is dependent on 
the overall balancing of the portfolio, as illustrated in Figure 4-3. Although a 
portfolio and the management thereof, is not necessarily time dependent, all 
the components should be structured in such a way as to optimise the execution 
of the individual components. Within the domain of portfolio, programme, 
and project management, programmes and projects are perceived as temporary 
organisations, whereas a portfolio is perceived as a permanent organisation. One 
of a portfolio manager’s competences is the ability to focus on the organisa-
tion and information sharing of and between the programmes and projects 
within the portfolio. Quality is an important competence that a portfolio man-
ager should portray. First, quality is portrayed in the way that the portfolio 
was organised, and, second, quality is portrayed in the outputs of the various 
components. Competence in fi nance includes all activities required for manag-
ing the fi nancial resources of the portfolio and all the components within the 
portfolio. A separate competence element is that of specifi c resources, which 
includes defi ning, acquiring, controlling, and developing the resources that are 
necessary to realise the portfolio’s outcomes. Portfolio procurement is a process 
of buying or obtaining goods and/or services from external parties. It includes 
all the relevant processes from planning and making the necessary purchases 
up to the administration and closure of contracts. Once all the components are 
selected and prioritised, they must be implemented. A balanced plan is needed 
to implement the components in a controlled manner. Managing a portfolio 
does not come without risk from the portfolio itself as well as from the vari-
ous components. Th e portfolio manager must constantly analyse the risk expo-
sure of the portfolio, the impact on the organisation itself, and the realisation 
of the strategies. Th e stakeholders’ competence element includes identifying, 
analysing, engaging and managing the attitudes and expectations of all relevant 
stakeholders. Programmes and projects institute change by nature. By impli-
cation, a portfolio should also bring about change to the organisation. Th is 
change will be in the form of newly developed capabilities, with their associated 
benefi ts. Change and transformation provide the portfolio manager with the 
processes, tools, and techniques that should be utilised to assist organisations 
in making a successful transition, resulting in the adoption and realisation of 
change. Selecting and balancing is the last competence within the practice 
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competence area. Th is competence focuses on the assessment, selection, and 
performance monitoring of the various components within the portfolio, as well 
as on the balancing of the portfolio to ensure that the portfolio creates continu-
ous optimal benefi t for the organisation.

4.6 The Executive’s Role in Portfolio Management

Th e role of the executive with regard to portfolio management is increasingly 
important, and executives should be aware of and knowledgeable about the dis-
cipline of portfolio management and what it entails. Th e rationale is that portfo-
lio management ensures a balanced view of what needs to happen to implement 
the strategies and business objectives. For that reason, executives need to either 
be involved in the management of the portfolio or put the following enablers in 
place to ensure the successful management of the portfolio.

4.6.1 Standardisation of Portfolio Management

Portfolio management and the role of the portfolio manager must be stan-
dardised within the organisation. Th e benefi t of such a standardisation is that 
everyone will speak the same language, and there will be no confusion in terms 
of processes and terminology. Th e organisation at large must decide which port-
folio management standard is the one that best fi ts its strategies. Th is task is 
best left for the portfolio manager to decide, but it is the responsibility of the 
executive to ensure that this standard is continuously adhered to and enforced 
when there is a deviance from the adopted processes. Deviations to the adopted 
standard will lead to inconsistency, which in turn will lead to internal organisa-
tional confl ict because people may feel that they have been treated diff erently.

4.6.2 Competent Portfolio Managers

Section 4.5 highlighted the competencies of a portfolio manager. Th e role of a 
portfolio manager is a senior role within an organisation, and in most instances, 
he or she might report directly to an executive. Portfolio managers should there-
fore be competent in managing a portfolio. Executives’ role is twofold. First, 
executives should encourage and also demand that portfolio managers are cer-
tifi ed against the standard that the organisation is following. Although this 
certifi cation itself does not make a portfolio manager competent, it provides the 
executive with the guarantee that the portfolio manager is (i) knowledgeable 
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about portfolio management; and (ii) the portfolio manager belongs to a com-
munity of practitioners. Second, it is the duty of executives to ensure that the 
portfolio managers are continuously evaluated based on their competencies. 
Where gaps are identifi ed, remedial action should occur to enhance or improve 
the portfolio manager’s competencies.

4.6.3 Communication of Organisational Strategies

It was mentioned in Section 3.3.1 that executives must communicate the vision 
and strategies of the organisation. Th is is becoming more important within 
portfolio management because the portfolio is directly infl uencing and being 
infl uenced by the vision and strategies. Executives have an obligation to con-
tinuously ensure that the current strategies are communicated and that the 
portfolio adheres to the strategies. Where deviations are encountered, corrective 
action must be taken, but ultimately, executives are accountable for the imple-
mentation of the strategies.

4.6.4 Corporate Politics

Implementing the Project Portfolio: A Vital C-Suite Focus (PMI, 2015) reveals that 
corporate politics plays an important role within portfolio management, espe-
cially during the selection process of components. It was found that portfolio 
components were selected based on substantial negotiations between powerful 
executives and other senior members, instead of following a process. Th is study 
also reveals that executives follow their own interests, and “pet” projects ulti-
mately undermine formal portfolio management. Executives should be aware 
of corporate politics and the negative role it plays during the management of 
a portfolio. It therefore becomes unnegotiable that a formal portfolio manage-
ment process be implemented and adhered to. Deviations to the formal pro-
cesses should not be tolerated, and all executives should adhere these processes, 
regardless of their position.

4.6.5 Information Management

To defuse the impact of corporate politics, reliable information must be pre-
sented at all times to refl ect the status of the portfolio as well as that of the 
individual components. To accomplish this, key performance indicators (KPIs) 
for the portfolio should be established. Th ey can be based on the success crite-
ria for a portfolio, as highlighted in Section 4.4. Executives should determine 
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and agree upon these KPIs. It is the responsibility of the portfolio manager 
to put metrics in place to measure these KPIs and report on them. Portfolio 
management information should improve the eff ectiveness of the portfolio and 
minimise political infl uences because all decisions will be based on relevant and 
accurate information.

Th e report from the PMI (2015) provides more insight into the respon-
sibilities of executives with regard to portfolio management and emphasises 
that execu tives cannot be aloof but should be actively involved in portfolio 
management.

4.7 Conclusion

Th is chapter highlighted the importance of portfolio management and the 
important role that it plays in realising the organisational vision and strategies. 
Portfolio management is becoming the de facto process to implement strate-
gies and select the appropriate programmes and projects to fulfi l this role. Th e 
chapter began with a high-level view of portfolio management and what it 
constitutes. In general, portfolio management consists of a few basic processes 
that ensure the optimal portfolio that will ultimately deliver on the strategies of 
the organisation. Various portfolio management standards were also discussed 
to indicate that organisations have a choice as to which standard to use. Th e 
fi nal decision might be based on geographical location, but once a standard is 
selected, it is advisable for the organisation to adhere to the processes and not 
change them often. Based on these standards, a generic portfolio management 
process is presented. Th is enables executives to understand the essence of port-
folio management without going into the details of it. Th e next section discusses 
the success of a portfolio and how this success can be measured and determined. 
It is important to continuously measure the success of the portfolio because 
the success of the organisation is directly linked to the success of the portfolio. 
Portfolio managers play a vital role in portfolio management, and the competen-
cies are briefl y discussed to indicate the wide range of competencies that a port-
folio manager must master. Portfolio management cannot be successful without 
the support of executives, and the chapter is concluded by giving executives 
some guidance on the positive role they can play within portfolio management.
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Chapter 5

Programme Management

~ Th e whole is greater than the sum of its parts. ~

— Aristotle*

Th e second level of management within the P3 is programme management. 
Programme management is an interesting concept because it is not always 
neces sary to have a programme. When it is possible to achieve the planned 
and/or perceived outcomes with a project, then it is advisable that organisations 
initiate a project rather than a programme. Programmes, and for that matter 
programme management, are more complex to manage than projects, and it is 
sometimes better to reduce the complexity and have various individual projects.

Sometimes, however, the best results can only be achieved through a pro-
gramme, and it is therefore necessary for executives to understand the impor-
tance of programme management and the role that it plays within the P3 
discipline. Th is chapter provides the information that is necessary regarding 
programme management, including the defi nition of programme management, 
the processes of programme management, the role of the programme manager, 
and how executives can measure the success of a programme.

Th e fi rst section covers the concept and management of programmes.

5.1 Defi ning Programme Management

Th ere is a common understanding that a programme consists of two or more 
projects that are logically grouped together. Th is grouping cannot be made 

* Retrieved from http://philosiblog.com/2016/03/17/the-whole-is-more-than-the-sum-of-its-parts/

http://philosiblog.com/2016/03/17/the-whole-is-more-than-the-sum-of-its-parts/
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arbitrarily, and the aim should be for these grouped projects to deliver benefi ts 
to the organisations that would not be possible if these projects were managed 
individually. In simple terms, one plus one should be three or higher. If one 
plus one is still two, then these projects should be managed as individual proj-
ects because it would not make logical sense to group them together. Unlike a 
portfolio that can consist of various programmes, projects, and other work that 
is normally considered operational activities, a programme consists only of proj-
ects and, in rare instances, perhaps operational activities as well. A key reason 
for grouping projects into a programme is to generate benefi ts for the organisa-
tion. Benefi ts and the management thereof are briefl y discussed later on in this 
chapter, and are discussed in detail in Chapter 8.

A distinction must be made between a large project that might consist of 
smaller projects and a programme that consists of various related projects. 
Pellegrinelli, Partington, Hemingway, Mohdzain, and Shah (2007) argue that 
when an organisation views programmes as large projects, it loses most of the 
benefi ts sought in setting up programmes in the fi rst place. Th iry (2010) claims 
that project and programme management can be distinguished based on ambi-
guity and uncertainty. Large or complex projects are subject to high uncertainty 
and should be managed according to project management principles. On the 
other hand, when there is high level of ambiguity because projects are not well 
defi ned and have a high level of complexity, these initiatives are actually classi-
fi ed as programmes and should be managed according to programme manage-
ment principles (Th iry, 2010). A clear diff erentiation is provided by Heaslip 
(2014) who states that programmes pursue value through strategies that rely on 
uncertain outcomes, whereas large projects deliver value via activities that have 
predictable outputs and/or outcomes. 

Programme management is defi ned as the “application of knowledge, skills, 
tools, and techniques to a programme to meet the programme’s requirements 
and to obtain benefi ts and control not available by managing projects indivi-
dually” (Project Management Institute [PMI], 2013, p. 6). Programme man-
agement then involves the alignment of multiple projects to achieve the business 
objectives, and it also allows for optimal cost, scheduling, and eff ort. Artto, 
Martinsuo, Gemünden, and Murtoaro (2009) conclude that the PMI’s defi ni-
tion of programme management is as good as any other because it states the 
basics—that is, projects are grouped together to achieve benefi ts. From the vari-
ous defi nitions of programme management, it can be deduced that programme 
management entails the following:

• Programme management is about the management of projects and not 
about project management.

• Projects within a programme are formally related to each other. Th is for-
mal relation between the projects implies that the successful completion 
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of all projects accomplishes more than the successful completion of each 
individual project.

• Programme management focuses on realising benefi ts.
• Programme management achieves a set of business objectives, as discussed 

in Chapter 3.

5.1.1 The Rationale for Programme Management

Why should an organisation, and, for that matter, executives, invest in pro-
grammes and programme management? Th e rationale for programme manage-
ment can be summarised in the following points:

• Responsibility: A programme manager is the only person responsible for 
the entire initiative, thus leaving the engineering, marketing, and other 
functional managers free to focus on their specifi c deliverables. No other 
person can be held responsible if a programme is a failure. Th is eliminates 
the shift of blame because one person is in charge of a programme.

• Tight linkage with the business objectives of the organisation: A pro-
gramme manager has the responsibility to meet the business objectives. 
Th e programme manager ensures that the entire programme management 
team stays focused and delivers profi table outcomes that are consistent 
with market, customer, and portfolio requirements.

• Speed: Programme managers are committed to optimising the diff erent 
but related projects within the programme. Th ey streamline the diff erent 
projects by adjusting the progress of the diff erent projects. Th is is achieved 
by transferring resources from projects on track to projects in need. Th e 
programme manager achieves a balance among the diff erent projects by 
allocating resources where they are needed within projects. At the end of 
the day, this balance should ensure that the programme itself will be a suc-
cess. With balancing, resources are not wasted because they are shared and 
moved among the projects to achieve the optimum resource utilisation.

• Objectivity to ensure cross-functional integration: Programme mana-
gers provide a “neutral corner” that shifts the dialog in the organisation 
from “What is best for my project?” to “What is best for the programme?”

• Integration of value: Delivering value to the customer is key to the suc-
cess of any new product and/or service. Only the programme manager can 
ensure that every deliverable is understood and is contributing to the value 
proposition. Most importantly, the programme manager always makes 
sure that the customer is represented. 

• Repeatability: Programme managers have the charter and skills to refi ne 
the programme life cycle and ensure repeatability. Programme managers 
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have an eagle-eye view of all the projects. Th is allows them to determine 
shortfalls within a project and ultimately within the programme. Th e 
programme manager can ensure that all the shortfalls are eliminated in 
future programmes of the same nature. Th is will lead to the optimisation 
of the programme and the refi nement of the life cycle.

• Team morale: Programme managers should be astute readers of the mood 
of the project managers who are part of the programme. A good pro-
gramme manager can anticipate problems, resolve confl icts, and maintain 
the enthusiasm of the team of project managers. Th is is done even during 
the toughest phases of the programme. 

• Managing the extended team: Programmes might involve participants 
from within the organisation, strategic partners, suppliers, consultants, 
and contractors. A programme manager should have collaboration skills 
and the ability to focus on eff ectively coordinating the various contribu-
tors to the programme.

Th e above illustrates that there is a need for the introduction of a programme 
management level within the organisation. Programme management provides the 
organisation with a vehicle to manage and monitor the implementation of busi-
ness objectives. Without programme management, an organisation will not know 
if a business objective was implemented and whether the benefi ts were realised.

5.2 Programme Management Framework

Th e programme management framework consists of two sections. Th e fi rst sec-
tion contains the key areas of programme management. Th e focus of the key 
areas is to determine the programme scope, the aim and purpose of the pro-
gramme, and the approach the programme manager must follow to ensure a 
successful programme implementation. Th e second section of the framework 
defi nes the processes involved to ensure that the programme stays on course 
and within the set parameters of the programme. If a group of related projects 
are not managed as a programme, then it is likely that it will run off  course and 
fail to achieve the desired outcome. Th e combination of the key areas and the 
processes forms the programme management framework.

5.2.1 Key Areas

According to Haughey (2001), there are eight key areas that guide a programme, 
and together with the programme management processes, they provide the pro-
gramme manager with a framework to manage programmes.
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• Vision: Th e vision is the high-level strategy that drives an organisation 
toward a goal or desired outcome.

• Aims and Objectives: Th is is a more detailed statement that explains 
exactly what is required. It provides a point of reference to go back to 
when renewed focus is required.

• Scope: Th e scope provides boundaries to the programme and explains 
exactly what it is that will be delivered. 

• Design: Th is is the way that projects are put together to make up a pro-
gramme. Th e programme manager decides which projects are dependent 
upon each other, which projects can run concurrently, and which must 
run last.

• Approach: Th is is the way the programme will be run. Th is is entirely up 
to the programme manager.

• Resourcing: Th is looks at the allocation and usage of resources across the 
programme as well as within each specifi c project.

• Responsibility: Each area of the programme must be identifi ed, and 
responsibilities must be allocated to these areas. Every member of the pro-
gramme team must clearly understand his or her responsibilities and those 
of his or her team members.

• Benefi ts Realisation: Th is is the process at the end of the programme 
by which the benefi ts identifi ed at the beginning of the programme are 
measured.

5.2.2 Processes

Programme management can also be divided into processes, as illustrated in 
Figure 5-1. Th ese processes assist the organisation and the programme manager, 
in particular, to focus on particular aspects of the programme.

Th e processes of programme management are as follows:

• Programme Identifi cation: Chapter 3 explained the relationship between 
business objectives and programme management. A programme is identi-
fi ed to implement a specifi c business objective. Th e business objective is 
derived from the organisational strategy that, in turn, was derived from the 
vision of the organisation. Th e identifi cation of a programme is a typically 

Figure 5-1 Programme Management Processes
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short process whose purpose is to defi ne the overall scope of the programme. 
It initiates the development of initial thoughts on the vision, anticipated 
bene fi ts, risk and estimated costs, time scales, and eff ort required, which 
help to determine whether the programme should proceed. Th is also 
includes establishing a programme mandate, which provides the high-level 
requirements of the programme and the benefi ts required by the organisa-
tion. An initial vision is refi ned that is a description of the transformed 
organisation as a result of delivering this programme of change. Activities 
during this phase provide the detailed information that establishes the defi -
nition of the new capabilities, the way they are going to be delivered, details 
of how the programme will be run, changes implemented, and bene fi ts 
delivered. Th e programme is thereby clearly defi ned, and the organisation 
decides whether to formally commit to the programme or not.

• Programme Planning: If approval to proceed has been obtained, this 
process is used to appoint individuals to programme management and 
support roles and to set procedures and infrastructures in place to support 
the programme. Th e programme manager will
○ Defi ne clear objectives: All the objectives of the programme must relate 

to the implementation of a business objective. Th e defi nition of the 
objectives will allow the programme manager to distinguish between 
business objectives that will realise the organisational strategy and 
business objectives that will not.

○ Agree on roles and responsibilities with the team: Th e team consists of dif-
ferent project managers. Each project manager will be in charge of his 
or her own project, and it is important to select a project manager to fi t 
a specifi c project. Some project managers are more able to implement 
change, whereas other project managers are more able to implement 
physical information technology infrastructure.

○ Agree on priorities of the projects that make up the programme: All the 
projects within the programme need to be successful for the programme 
to be successful. It is also true that some projects are of higher priority 
than other projects. Th is is the case where one project is dependent on 
the outcome of another project. 

• Programme Delivery: Once the programme is established, this process 
will provide an eff ective monitoring and management governance struc-
ture for the diff erent projects within the programme such that the required 
outputs from the projects are delivered. Th is process covers the prime areas 
of interaction with project management and requires active coordination 
of the programme’s components, the relationship with other programmes, 
and the interface with the business strategy. Th is also means that pro-
gramme documentation needs to be updated and revisited regularly to 
refl ect any changes. Th e programme activities, work streams, and projects 
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will deliver new capabilities, services, or business operations. Th e purpose 
of this process is to track the specifi c outcomes that were identifi ed at the 
start and to drive through the process of achieving these outcomes within 
the business operations during the life of the programme. Th roughout the 
programme, progress is reviewed at defi ned milestones, and the benefi t 
profi les and benefi ts plan are adjusted to refl ect any changes. Th is process 
also manages the transition between old and new ways of working. Th e 
responsibilities for the achievement of outcomes must be clearly assigned. 
Th e programme manager needs some method of measuring the overall 
status of the programme and will make use of digital dashboards. Th ese 
digital dashboards provide a high-level view of the status of the programme 
as well as the status of the individual projects within the programme.

• Closing a Programme: In order to establish and maintain a clear focus 
on achieving the business objectives, a programme should have a prede-
termined endpoint and a formal process of closedown. Th is includes con-
fi rmation that the changes defi ned have been delivered and the business 
strategy achieved. Benefi ts management may need to continue beyond 
the formal closure of the programme, particularly if the achievement of 
measurable improvements is to be part of ongoing business operations. It 
must be noted that the life span of the programme exceeds the life span of 
the projects within the programme. Th is means that although the projects 
are completed successfully, some time must elapse before the programme 
can be classifi ed as a success or a failure.

It is clear that there are actually two timelines within a programme. Th e fi rst 
timeline is each individual project’s timeline and is relatively short in compari-
son with the programme timeline. Th is clearly illustrates that the programme 
continues long after the individual projects are completed. Th e second timeline 
is that of the programme, which spans all the individual projects’ timelines 
and beyond to the point where benefi ts are realised. Th e key areas are also allo-
cated to each process. Th e key areas—vision, aims, and scope—form part of 
the programme identifi cation process. Th ese key areas enable the programme 
manager to identify the programme and document the scope within which the 
programme will function, as well as the business strategy that must be fulfi lled 
at the end of the programme. Th e programme planning process uses the key 
areas: design, approach, resourcing, and responsibilities. Th is phase will pro-
vide the blueprint for the programme, and all programme evaluation will be 
made against the blueprint derived from the programme planning. Th e third 
process is the physical delivery of the programme. Th is is achieved by the imple-
mentation of all the projects that are part of the programme. Th e programme 
manager can allocate resources from one project to another project if he or she 
sees that one of the projects is behind schedule. Th e programme manager must 
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balance all of the projects in order for the sum total of the projects to be a suc-
cess. One project within the programme might be a failure in the sense that it 
did not realise all of the intended benefi ts, but the success of the programme is 
not measured on just one project but on the sum total of all the projects. Th e 
last phase within the programme management framework is the closure of the 
programme. Th is phase occurs after all of the projects are completed and the 
outcome of the programme is measured against the blueprint. Th e purpose of a 
programme is to implement business objectives and benefi ts, and the provided 
framework enables a programme manager to do this eff ectively.

5.3 Overview of Programme Management Standards

Th ere are currently two programme management standards available to organi-
sations—Th e Standard for Program Management (PMI, 2013) and Managing 
Successful Programmes (Sowden, 2011). Th e International Organization for 
Standardization (ISO®) is currently working on a programme management 
standard, but it is not yet released for public use.

5.3.1 The Standard for Program Management (PMI, 2013)

Th is standard consists of performance domains that need to be adhered to 
when organisations are implementing programmes. A performance domain is 
“complementary groupings of related areas of activity, concern, or function that 
uniquely charac terise and diff erentiate the activities found in one performance 
domain from the others within the full scope of program management work” 
(PMI, 2013, p. 17). Th e fi ve performance domains are as follows:

 1. Programme strategy alignment: Th is performance domain identifi es 
all the programme outputs and outcomes to provide benefi ts that are 
consistent with the organisation’s goals and objectives. Programmes are 
designed to align with the organisational strategy and to ensure that the 
promised benefi ts are realised.

 2. Programme benefi ts management: Th is performance domain defi nes, 
creates, maximises, and delivers the benefi ts provided by the programme. 
Th is is accomplished through the following processes: (i) benefi ts 
Identifi cation; (ii) benefi ts analysis and planning; (iii) benefi ts delivery; 
(iv) benefi ts transition; and (v) benefi ts sustainment.

 3. Programme stakeholder engagement: Th e third performance domain 
identifi es and analyses the needs of the stakeholders and manages 
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expectations as well as communications to foster stakeholder support. 
Th e stakeholder engagement domain proceeds through three activities—
(i) stakeholder identifi cation; (ii) stakeholder engagement planning; and 
(iii) stakeholder engagement. 

 4. Programme governance: Th is performance domain enables and per-
forms programme decision making, establishes practices to support the 
programme, and maintains programme oversight. Programme gover-
nance covers the systems and methods by which a programme and its 
strategy are defi ned, authorised, monitored, and supported by its spon-
soring organisation.

 5. Programme life cycle management: Th is performance domain manages 
the programme activities required to facilitate eff ective programme defi -
nition, program delivery, and program closure. Th is domain pre sents the 
phases of the program life cycle—(i) the programme defi nition phase; (ii) 
the programme benefi ts delivery phase; and (iii) the program closure phase.

5.3.2 Managing Successful Programmes (Sowden, 2011)

Th e MSP® framework is based on three core concepts:

 1. Principles: Th ese are derived from positive and negative lessons learned 
from programme experiences. Th ey are the common factors that under-
pin the success of any transformational change. Th ere are seven principles 
that form part of this concept:

 • Remaining aligned with corporate strategy: Programmes need to stay 
aligned with the organisational strategies, even if those strategies 
change over time. Programmes take strategic drivers and use them to 
govern the respective components and business change activities.

 • Leading change: Programme managers act as “agents of change” and 
lead others through the changes their programme plans to deliver. 

 • Envisioning and communicating a better future: Programmes should 
defi ne a clear vision of the desired future state they seek to create as 
part of the transformational change they will deliver to the organisa-
tion. Th e programme’s vision should be defi ned early in the program 
life cycle and refi ned as necessary over time.

 • Focusing on the benefi ts and threats to them: Programmes satisfy busi-
ness objectives by achieving their desired outcomes and delivering the 
resulting benefi ts of the programme to the organisation. Th ese benefi ts 
should be relevant to the strategic context of the organisation in order 
to add value. 
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 • Add value: Programmes add value to the organisation by exceeding 
the benefi ts provided by the straightforward sum of their constituent 
components and major activities.

 • Designing and delivering a coherent capability: Programme capabilities 
are defi ned in the programme blueprint and delivered according to 
the programme plan. Keeping a handle on program scope and quality 
allows the programme to release its incremental improvements with 
minimal operational impact.

 • Learning from experience: Programme teams are expected to learn from 
previous experience in order to improve their performance over time. 
Lessons learned are sought, recorded, and acted upon throughout the 
programme life cycle, which typically happens at major review points. 

 2. Governance Th emes:  Nine themes constitute the governance or con-
trol framework that defi nes an organisation’s approach to programme 
manage ment. Th ese themes allow an organisation to put the right leader-
ship, delivery team, organisational structures, and controls in place, 
which provides the best chance for success.

 • Th e organisation governance theme describes the overall structure as 
well as the individual roles and responsibilities of the programme. Th e 
establishment of an eff ective programme organisation is critical to the 
success of the programme.

 • Th e vision of the programme describes the future state envisioned 
when the programme objectives are successfully delivered. Th e vision 
statement describes new services and improvements and is used to gain 
commitment and buy in from the stakeholders. Th e programme vision 
must not be confused with the organisational vision.

 • Th e governance theme relating to leadership and stakeholder 
engagement is crucial for a successful programme because without 
the adequate support from the right people, a programme may lack the 
resources that it needs to fulfi l the promised benefi ts.

 • Th e purpose of benefi ts management is the clear identifi cation 
of benefi ts, and the use of these benefi ts is a roadmap for the pro-
gramme. Benefi ts management is discussed separately and in detail in 
Chapter 8.

 • Th e blueprint is an expansion of the organisational vision and models 
the organisation of the future. Th e blueprint describes in detail the 
working practices and processes, the required information input, as 
well as any supporting technology.

 • Th e programme plan provides in detail how the programme is to 
be run. It provides information about resources, risk management, 
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individual projects, deadlines, constraints, and scheduling. Control, 
on the other hand, ensures that the programme remains on track and 
delivers the promised benefi ts, and any accompanying transition is 
eff ected smoothly and profi tably.

 • Th e programme’s business case intends to answer the question 
whether the specifi c programme is worth the required investment? 
Th e information aggregated into the business case includes the value 
of the benefi ts, the associated risks, and the estimated timescale for 
achievement. 

 • Risks are uncertain events that would infl uence the outcome of a pro-
gramme either positively or negatively. An issue, on the other hand, 
is a risk that has occurred. Programme risk management consists of 
identifying risks, the assessment of these risks, planning on how to 
deal with the identifi ed risks, and implementing a plan to minimise 
risk exposure.

 • Quality management focuses on the effi  cacy of the programme and 
its benefi ts in achieving the strategic goals that are at stake. Eff ective 
quality management is essential to ensure that programme benefi ts are 
successfully and comprehensively realised.

 3. Transformational Flow: Th is provides a route through the life cycle of a 
programme, from its conception through to the delivery of the new capa-
bility, outcomes, and benefi ts. Th is core concept consists of six iterative 
and interrelated processes.

 • Identifying a programme: Th is is the organisational vision that triggers 
the change and the identifi cation of the programme that turns the 
vision and business objectives into a tangible business concept.

 • Defi ning a programme: Th is process provides input into the decision as 
to whether to continue with the programme. Detailed planning occurs 
during this step.

 • Managing the tranches: Th is process implements the governance strate-
gies and ensures that the capability delivery is aligned to the strategies 
and that the benefi ts are realised.

 • Delivering the capability: Th is process focuses on the components and 
how to coordinate and manage the delivery of each component in rela-
tion to the overall programme plan.

 • Realising the benefi ts: Th is process manages the benefi ts, from identifi -
cation through to the successful realisation.

 • Closing the programme: Th is process ensures the formal closing of 
the programme and occurs when the programme has delivered the 
required new capabilities, as described in the blueprint.
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  5.4 The Role of the Programme Manager

Th e role of the programme manager diff ers from that of the portfolio manager 
and the project manager. Th e role of the programme manager is not a natural 
evolution from that of a senior project manager. Th ese two types of roles are dis-
tinctly diff erent from each other, and promoting proven project managers into 
the role of programme management can be disastrous (Partington, Pellegrinelli, 
& Young, 2005). A competent programme manager can positively infl uence the 
success of programmes (Miterev, Engwall, & Jerbrant, 2016).

Th e IPMA ICB® addresses the competencies of the programme manager 
as it did those of the portfolio manager. Th ere is no distinction in the diff erent 
competencies that sets a portfolio and programme manager apart. Th e distinc-
tion is in the level of competence that is needed. Th e most common compe-
tencies that a programme manager should display are summarised as follows 
(International Project Management Association [IPMA], 2015; Levin & Ward, 
2011; Miterev et al., 2016):

• Leading: Th e programme manager should use a variety of approaches to 
lead the programme and the respective project managers and also ensure 
that everyone understands the importance of the programme and what it 
needs to achieve.

• Relationship building: Th e programme manager needs to work actively 
in building relationships with all the stakeholders. Th e purpose is to build 
trust among the stakeholders and the team members.

• Negotiating: Th e various stakeholders bring their own preconceived ideas 
and beliefs to the programme, and these might be in confl ict with that of 
other stakeholders. Th e programme manager needs to seek solutions that 
build winning solutions, and this is achieved through negotiation.

• Critical thinking: Th is competence involves the use of higher-level, ana-
lytical, and abstract, as well as open thinking in order to make better 
informed decisions. 

• Facilitating: A programme is the ideal environment for confl ict, and the 
programme manager must create an atmosphere among the team mem-
bers and stakeholders that facilitates a positive environment focusing on 
delivering a successful programme.

• Mentoring: Th e programme manager is leading and managing various 
team members, including project managers. Th e programme manager 
should encourage and facilitate the professional development of each team 
member.

• Embracing change: Th e main purpose of a programme is to bring about 
change in the organisation. Programme managers must be comfortable 
with change and be an advocate for change.
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• Communicating: Th e programme manager should use various communi-
cation skills and media to communicate with a wide range of  stakeholders. 
Communication might occur at an executive level but also at a very tech-
nical level.

• Distilling key information: A lot of information is generated during 
the lifespan of a programme. An important competence is to process the 
information internally and to deliver the key messages in a clear and con-
cise way to the team members and stakeholders.

• Flexibility: Programme managers need to be fl exible in the way that they 
approach the various projects within the programme and should portray 
situational leadership and fl exibility.

• Decision making: Programme managers should exhibit competence in 
decision making. Th ey should be able to make diffi  cult decisions from the 
onset of the programme and show confi dence in their own decisions. 

• Managing programmes: Programme managers should also be competent 
in managing the programme from initiation to closure and, ultimately, 
the realisation of the promised benefi ts.

• Contextual awareness: Th is competence focuses on the way that the pro-
gramme manager interprets and understands the programme’s long-term 
eff ects and implications for the organisation as a whole.

• Courage: As advocates of change, programme managers should portray 
courage and stand up and defend, or argue for, their programmes and 
team members.

Th e various competencies are captured in Figure 5-2 and highlight the com-
plexity of the competencies that programme managers must display.

Figure 5-2 Programme Manager Competencies
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5.5 Programme Management Success

Literature describing programme management success is scarce. In Th e Standard 
for Program Management, the PMI (2013) states that the programme gover-
nance board must decide on the criteria that should be used to determine when 
a programme is successful.

Th e fi rst success criterion focuses on benefi ts realisation and the maximum 
delivery of all of the benefi ts. Th e implication is that a programme’s success can 
sometimes only be measured after the formal closure of the programme because 
benefi ts are realised after offi  cial programme closure. Th e actual realised bene-
fi ts are measured against the promised or intended benefi ts. Th ere might be a 
diff erence between the promised benefi t and the realised benefi t, and the level 
of tolerance should form part of the success criteria.

Unlike a portfolio, whose sole intention is to deliver on the vision and strate-
gies of the organisation, programmes focus on the successful delivery of business 
objectives. Successful business objectives should therefore be the second success 
criteria. As stated earlier, in Chapter 3, business objectives focus on changing 
processes internal to the organisation. It is therefore logical that the success 
of the programme is also determined based on the change that was achieved. 
Th e questions that must be answered are whether a change did occur, was the 
change suffi  cient to improve on internal processes, and are these improvements 
actually benefi ting the organisation at large. 

5.6 The Executive’s Role in Programme Management

Th e role of the executive is not as evident in programme management as it 
is within portfolio management. Portfolio management is directly linked to 
the vision and strategies of the organisation, and therefore executives are more 
involved with portfolio management. Programme management focuses on stra-
tegic objectives and attracts the attention of middle managers but not necessar-
ily that of the executives. Executives, however, still play an important role in 
some governance-related aspects.

5.6.1 Rationale for a Programme 

Programmes are not large projects divided into smaller projects. But pro-
grammes are also not just a couple of projects lumped together. Th e rationale 
for a programme is that the projects must be grouped together to achieve the 
eff ect of one plus one equals three or more. Th is itself places a responsibility 



Programme Management 77

on the organisation to ensure that each programme is actually a programme 
and meets the criteria of a programme. Executives must create an environ-
ment in which programmes can be formed when and as needed. Th e fact 
that there are programme managers within an organisation does not always 
imply that there should be programmes to manage. Th is creates somewhat of a 
dilemma, especially within smaller organisations where there might not always 
be programmes. 

5.6.2 Clear Career Path for Programme Managers

Partington et al. (2005) state that programme management is not the next logi-
cal step in the promotion ladder. Th ey explain that one cannot be promoted 
from a senior project manager to a programme manager. Th e rationale is that 
programme managers need a diff erent skill set and diff erent competencies from 
a project manager. Th is is highlighted in Section 5.4, where these competencies 
are discussed. Executives must then ensure that there is a career path within 
the organisation for P3 managers. Th is career path must cater to two aspects. 
Th e fi rst aspect is that each path—portfolio, programme, and project manage-
ment—must be distinct from the others, and this diff erence should be evident 
in the roles and responsibilities of the respective managers. Th e second aspect 
that needs to be considered is the career path of a programme manager. Some 
individuals will not be able to make the switch from project management to pro-
gramme management or from programme management to portfolio manage-
ment. Th ey will be caught in a specifi c career path’s most senior level, and the 
question that needs to be considered is whether this is adequate. 

5.6.3 Enable Programme Managers to be Successful

Going hand-in-hand with the well-structured career path is the support that 
executives provide to programme managers to be successful. Th is is achieved 
through training, tools, and resources. Th rough the provision of these three 
basic elements, an environment is created whereby programme managers can be 
successful. Programme team members should be assigned permanently to the 
programme to ensure that change occurs. Change cannot happen when team 
members are assigned part-time to the programme. In addition, programme 
managers must be well versed in programme management and should have the 
right skills and competencies, as described in Section 5.4. Th e competencies 
must be well entrenched. A good starting point is to provide training for pro-
gramme management certifi cation.
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5.6.4 Measuring the Progress of the Programme

Unlike a portfolio that has various success criteria, the success of a programme 
is measured based on the realisation of the promised benefi ts and the achieve-
ment of the business objectives, which lead to change. To achieve this, regular 
measures should be in place to determine the progress of the programme. PWC 
(2014) found in a global research report that the tracking of programmes does 
not take place. Th is then creates a concern because no one knows the progress of 
the programme and the subsequent realisation of benefi ts. To curb this, execu-
tives should enforce regular progress measurements and make decisive decisions 
when everything is not going according to plan.

5.7 Conclusion

Th is chapter addressed the concept of programme management and where it fi ts 
within the organisational structure. First, the notion of programmes and pro-
grammes were addressed, and the conclusion is that programmes are diff erent 
from large projects and have a unique role to play within the organisation. Th e 
chapter then discussed a generic way to manage programmes so that organisa-
tions can deliver on the intended benefi ts and business objectives associated 
with the programme. Th e various programme management standards were then 
discussed. Th is provides executives with an overview of the options available 
to organisations with regard to standards and potential certifi cations for pro-
gramme managers. Th is fl owed into the following section, which focuses on the 
role that the programme manager fulfi ls within the organisation and the P3 
discipline. It also highlights the competencies that a programme manager must 
master to become profi cient. Th e chapter concluded with a section on the cri-
teria for measuring programme management success—benefi ts realisation and 
the achievement of the business objectives. 

Th e chapter highlighted the importance of programme management within 
the organisation. Programme management is the glue between portfolio and 
project management, and organisations do not have the luxury to disregard or 
negate the discipline of programme management. Executives should become 
familiar with the programme management discipline and put all the necessary 
enablers in place to empower programme managers and the discipline at large. 
Programme management is not necessarily perceived as a mature discipline, 
regardless of all the standards and certifi ed programme managers. Th e onus 
rests on the executives to empower the programme managers.
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Chapter 6

Project Management

~ Project management is the art of creating the illusion that any outcome is the result of 
a series of predetermined, deliberate acts when, in fact, it was dumb luck. ~

— Harold Kerzner*

Project management is the third and foundational level of portfolio,  programme, 
and project management. Without project management, and for that mat-
ter projects, organisations are doomed for failure. Portfolio and programme 
manage ment focus on the strategic levels where the aim is to deliver on the 
organisa tional strategies and associated business objectives. To realise the strate-
gies and business objectives, projects need to be executed and managed. Strategies 
and business objectives are eventually realised through the  successful manage-
ment of projects. Projects deliver either a service or product that is utilised by 
organisa tional leaders to achieve business objectives and realise the strategies.

Th us, the importance of project management cannot be negated, and execu-
tives should realise its importance. Project management plays the role of an 
enabler within an organisation, and to successfully fulfi l this role, organisa-
tional leaders should remove all stumbling blocks that might inhibit the suc-
cessful delivery of projects. Th is chapter provides guidelines that can be used 
to ensure the successful management of projects. First, the concepts of projects 
and project management are discussed to provide a common understanding of 
what project management entails. Second, various standards and methodolo-
gies are discussed. New methodologies are pushing the boundaries of project 
management, especially in the fi eld of information technology (IT). Projects 
cannot be implemented without qualifi ed and competent project managers, and 

* Retrieved from https://gcimmarrusti.wordpress.com/pm-quotes/

https://gcimmarrusti.wordpress.com/pm-quotes/
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the focus of the fourth section in this chapter is to determine what competencies 
a project manager should possess. Project management maturity and project 
success go hand in hand and are discussed in the fi fth and sixth sections. Th is 
chapter should assist executives in determining the requirements for the success-
ful delivery of projects.

6.1 Defi ning Project Management

Various defi nitions exist to explain projects and project management. Th e defi -
nition that is used most widely is the one by the Project Management Institute 
(PMI), which states that a project is temporary in nature and that a unique 
product, service, or result is delivered at the end (PMI, 2013). Th e defi nition 
implies fi rst that a project must at one point in time stop, as it is temporary. 
Second, every product or service created through a project is unique. Th is dis-
tinguishes a project from operations, where the product or service is not unique 
but is one of a repetitive nature. Th rough its PRINCE2® methodology, the 
Offi  ce of Government Commerce (OCG) (2009) adds another dimension to 
the defi nition of a project by stating that a project is not just temporary, but it is 
actually a temporary organisation within the permanent organisation. 

A project needs to be managed according to some principles, and there-
fore project management can be defi ned as the application of knowledge and 
skills, as well as tools and techniques, to the various project activities or tasks to 
meet the project requirements (PMI, 2013). First, project managers must pos-
sess knowledge and skills to manage a project. Th ey must also be able to apply 
various tools and techniques (Mnkandla & Marnewick, 2011). Second, various 
activities are involved in the creation of the project’s product or service. Th ird, 
and maybe most importantly, is the fact that there must be adherence and con-
formance to certain predetermined requirements.

It is evident that some form of formality is necessary. Al-Khouri (2015) cate-
gorically states that organisations are more successful when project manage-
ment is used than when it is not used or ignored. He continues by discussing 
the various benefi ts of project management, which include, among others, effi  -
ciency, customer satisfaction, the creation of a competitive edge, and capacity 
building. Andersen (2016) believes that a project, as a temporary organisation, 
should provide value to the permanent organisation and that this should be the 
ultimate goal of a project.

6.1.1 Project Life Cycle

Th e project life cycle is a collection of project phases and defi nes what work is to 
be performed in each phase (Kloppenborg, 2015; Milosevic & Srivannaboon, 
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2006; Schwalbe, 2010). Th e project life cycle normally consists of four to six 
phases, but the application of these phases diff ers from organisation to organisa-
tion. Th e most common phases are as follows:

• Concept phase: Th is is the fi rst phase in the project life cycle, and it gives 
a brief description of the project itself (Schwalbe, 2010; Tummala & 
Burchett, 1999). It includes aspects such as the deliverables of the project 
and the preliminary costs. Th is phase focuses on the identifi cation of the 
operational needs, business drivers, strategic plans, and other factors that 
defi ne the scope and objectives of the project.

• Development phase: Th e aim of this specifi c phase is to elaborate on 
the deliverables of the concept or initial phase (Besner & Hobbs, 2006). 
Th e project team creates detailed project plans, and more accurate costing 
and scoping can be done since additional information is available to the 
project team. Th is phase provides an in-depth work breakdown structure 
(WBS), typically up to three levels deep. Th is allows the project team to 
make more accurate assumptions about the project.

• Implementation phase: During this phase, the project team  delivers 
the product, as specifi ed in the previous two phases, and provides 
 per formance reports to the stakeholders (Jugdev & Müller, 2005). It is 
also the phase that normally takes the longest to complete and is the most 
expensive phase in terms of time and cost (Jugdev & Müller, 2005; PMI, 
2013).

• Close-out phase: Client acceptance plays an important role in the 
close-out phase (Hyväri, 2006), and all the work is completed during 
this phase (Schwalbe, 2010). Th e completed product or service must be 
related back to the original specifi cations defi ned in the concept phase. 
A  post-implementation audit is performed to measure the eff ectiveness of 
the project against the goals and objectives.

Th e project life cycle plays an important role because it provides the project 
manager as well as the organisation with a structured way of managing projects. 
It does not matter whether the project life cycle consists of four or six phases, 
as long as the phases cover the work that must be done throughout the project 
life cycle. 

6.1.2 Process Groups

Th e process groups are divided into fi ve groups (Marchewka, 2009; PMI, 
2013). Th ese fi ve process groups depend on one another and follow the same 
sequence for every project. Th e aim of these fi ve process groups is to deliver 
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a specifi c result, and each of these processes occurs continuously during the 
project life cycle.

• Initiating process: Th e initiating process group focuses on the begin-
ning of a project or life cycle phase. It requires the organisation to make 
commitments regarding resources, for instance, time, money, and people. 
During this process, a business need is defi ned, and someone in the organ-
isation takes accountability for the project.

• Planning process: Th is process group is used to manage a successful 
 project for the organisation. Th e planning process group establishes the 
project scope, and costs and schedules the activities that occur within 
the project. Th e planning process should be in line with the size of the 
 project—that is, the larger the project, the more planning must be done.

• Controlling process: Th is process includes regular progress reports to 
ensure that the project team meets the project objectives. Th ese objectives 
are in line with organisational needs to ensure that the project realises the 
benefi ts. Because of the complexity of a project, the controlling process is 
important to ensure that all the components are implemented as defi ned 
by the planning process. Controls inform the project team when devia-
tions from the original plan occur, as well as measure the progress.

• Executing process: Resources are coordinated to carry out the project plan 
and to produce the products or services as defi ned in the initiating phase. 
Th e organisation must make resources available to a project to ensure its 
successful execution.

• Closing process: Th e aim during the closing process is to bring the project 
or life cycle phase to a systematic and orderly completion. Th e main focus 
should be to ensure that the project deliverables have been achieved and 
that the benefi ts have been realised. Th e formal acceptance of the project 
or life cycle phase is also part of this process.

6.2 Overview of Project Management Standards

Th ere are various professional project management bodies whose sole purpose is 
to promote the project management discipline. Th is is achieved through various 
publications, especially project management standards. Th e following standards 
are the most well-known standards in the industry, although some countries 
such as Germany have their own national project management standards.
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6.2.1 A Guide to the Project Management Body of 
Knowledge (PMI, 2017a)

A Guide to the Project Management Body of Knowledge (PMBOK ® Guide) is a 
widely used standard. Th is standard is published by the PMI and in essence 
consists of 10 knowledge areas that are briefl y described in the following points:

• Project Integration Management focuses on the identifi cation, defi ni-
tion, assimilation, and coordination of the various processes and activities 
that are needed within the project life cycle as well as the process groups. 
Th is knowledge area consists of seven processes—that is, developing a 
project charter, developing a project management plan, directing and 
managing project work, monitoring and controlling project work, per-
forming integrated change control, managing project knowledge, and the 
closing of either the project or a phase.

• Project Scope Management includes the processes that are required to 
ensure that all the work that is required to successfully deliver a project 
is included. Th e focus of this knowledge area is on what is and what is 
not included in the project and consists of six processes. Th ese processes 
are planning scope management, collecting requirements, defi ning the 
project’s scope, creating a WBS, validating the scope, and controlling 
the scope.

• Project Schedule Management includes the processes required to com-
plete the project in a timely manner and consists of seven processes. Th ese 
processes are planning the management schedule, defi ning the activities, 
sequencing the activities, estimating resources associated with the activi-
ties, estimating activity durations, developing a schedule, and controlling 
the schedule.

• Project Cost Management involves the planning, estimating, budget-
ing, fi nancing, funding, managing, and controlling of the project costs 
to complete the project within the approved budget. Th is knowledge area 
consists of four processes—that is, cost management planning, estimat-
ing costs, determining the budget based on the costs, and controlling the 
actual costs.

• Project Quality Management focuses on the quality of the product or 
service that will be delivered by the project. Th e focus is on the processes 
and activities that determine quality policies, objectives, and responsibili-
ties in order for the project to satisfy the needs for which is was under-
taken. Th is knowledge area consists of three processes—planning quality 
management, managing quality, and controlling quality.

• Project Resource Management focuses solely on organising, managing, 
and leading the project team. Th e project team are all the people that are 
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assigned to the individual tasks and activities as defi ned in the Project 
Schedule Management knowledge area. Five processes constitute this 
knowledge area, including planning for resource management, acquir-
ing resources, developing the team, managing the team, and controlling 
resources.

• Project Communications Management ensures that project information 
is communicated to all the team members and stakeholders in a timely 
and appropriate manner. It also deals with the collection, creation, distri-
bution, storage, retrieval, and management of project information. Th ree 
processes form part of this knowledge area, starting with planning com-
munications management, managing communications, and monitoring 
communications. 

• Project Risk Management focuses on increasing the likelihood and 
impact of positive events, on the one hand, as well as decreasing the 
likelihood and negative impact of negative events, on the other hand. 
Th is knowledge area consists of seven processes—that is, planning risk 
management, identifying risks, performing qualitative and quantitative 
risks, planning risk responses, monitoring risks, and implementing risk 
responses.

• Project Procurement Management focuses on the processes that are 
needed for the purchasing or acquiring of products and/or services that 
are required from outside the normal project team. Th ese products and/or 
services can be sourced either internally or externally to the  organisation. 
Project procurement management consists of four processes—procure-
ment management planning, conducting procurements, controlling pro-
curements, and closing procurements.

• Project Stakeholder Management includes the processes that are required 
to identify people, parties, or organisations that can have either a positive 
or negative infl uence on the project itself and the project deliverables. Th is 
knowledge area consists of four processes. Th e fi rst two processes focus on 
identifying the stakeholders, followed by planning stakeholder engage-
ment. Th e remaining two processes focus on managing and monitoring 
stakeholder engagement.

Th ese knowledge areas are interrelated, and the project manager must be com-
petent in all these knowledge areas. All 10 knowledge areas are important for 
the success of a project, and no one knowledge area is more important than 
another. Th is interrelationship is illustrated in Figure 6-1.

Th e PMBOK ® Guide is extremely thorough, consisting of 50 processes 
within the 10 knowledge areas, and each process has inputs, tools and tech-
niques, and outputs.
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6.2.2 APM Body of Knowledge (Association for Project 
Management, 2006)

Th e APMBOK consists of 52 knowledge areas, which are divided into the fol-
lowing 7 main sections:

• Project management in context: Th is section focuses on the placement 
of project management within organisations and addresses the boundaries 
of project management. It covers generic topics such as P3 management, 
the context of a project, project sponsorship, and project offi  ces. 

Figure 6-1 PMBOK® Guide Knowledge Areas
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• Planning the strategy: Th is section focuses on the strategy. A plan to exe-
cute the strategy has to be developed. A well-planned project has a better 
chance to succeed than a poorly planned project. Seven topics are covered 
within this section including (i) project success and benefi ts management; 
(ii) stakeholder management; (iii) value management; (iv) project manage-
ment plan; (v) project risk management; (vi) project quality management; 
as well as (vii) health, safety, and environment (HSE) management.

• Executing the strategy: Once the strategy has been planned, it needs 
to executed. Th e context within which the project is executed has to be 
monitored and controlled. Changes to the plan should be governed by for-
mal change controls. Eight topics are covered within this section focusing 
on scope management, scheduling, resource management, budgeting and 
cost management, change control, earned value management, informa-
tion management, and issue management.

• Techniques: According to the APMBOK, a number of techniques are 
used to assist in the successful delivery of a project. Th e project manager 
can decide which techniques are applicable, but those in the APMBOK 
are requirements management, development, estimating, technology 
manage ment, value engineering, modeling, and testing, as well as con-
fi guration management.

• Business and commercial: Th e importance of the business and commer-
cial environment cannot be negated and should be taken into account. 
Th e environment is determined either by the project itself or is imposed 
by the organisation’s standard practices. Th e following aspects are covered 
within this section: the business case, marketing and selling of the project 
and its deliverables, the fi nancing and funding of the project, procure-
ment, and legal awareness.

• Organisation and governance: Th e roles and responsibilities of a proj-
ect should be set out in a structured manner. Th is structure of roles and 
responsibilities covers the project life cycle as well as the organisational 
hierarchies. Topics include the importance of project life cycles, the iden-
tifi cation of the need and the business case, planning the project and the 
creation of the project management plan, realising and delivering the 
plan, and putting the deliverables into operational use.

• People and the profession: Th e APMBOK stresses the importance of 
people and the role that they play within a project. Work is performed 
by people, and the success of a project is ultimately dependent upon the 
people within the project. Important factors highlighted by the APMBOK 
include communication, teamwork, leadership, confl ict management, 
negotiation, human resource management, behavioural characteristics, 
learning and development, as well as professionalism and ethics.
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Figure 6-2 provides a graphical layout of the knowledge areas.
Th e last standard that will be discussed is ISO 21500 produced by ISO® 

itself.

6.2.3 ISO 21500:2012—Guidance on Project Management 
(Skogmar, 2015)

According to ISO, ISO 21500:2012 provides guidance for project manage-
ment and can be used by any type of organisation and for any type of project, 
regardless of complexity, size, or duration. Th e ISO standard resembles the 
PMBOK ® Guide but without the tools and techniques section. Th e standard 
consists of two main sections. Th e fi rst section discusses project management 
concepts. Th ere are 12 concepts, ranging from a brief discussion on projects 
and project management to project constraints. Th e second section discusses 
the project management processes. As with the PMBOK ® Guide, 40 processes 

Figure 6-2 APMBOK Main Sections
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are divided into 10 subject groups. Th ese 10 subject groups vaguely represent 
the 10 knowledge areas of the PMBOK ® Guide. Th e 40 processes are divided 
into 5 process groups.

6.3 Methodologies

A methodology can be defi ned as the procedures that are followed in implement-
ing processes in a given project (Lewis, 2000). Th ese procedures may include 
forms and/or templates that must be completed, various project meetings, and 
change approval procedures. Bal and Teo (2001) defi ne a methodology as a col-
lection of procedures, techniques, tools, and documentation that should help 
project managers to implement a project. Phillips, Bothell, and Snead (2002) 
are of the opinion that a methodology is a process that is successful regardless 
of the scope and size of the projects, the tools used for the projects, and the 
people working on the projects. A methodology is a repeatable process with 
project-specifi c methods, best practices, rules, guidelines, templates, checklists, 
and other features for building quality systems that are manageable and deliver 
value to an organisation (Murch, 2005). 

6.3.1 PRINCE2 (Offi ce of Government Commerce, 2009)

PRINCE2® is a process-oriented project management methodology and con-
sists of four integrated elements. Th ese elements are principles, themes, pro-
cesses, and the project environment itself.

• Principles: Th e principles are guiding obligations, and all seven princi-
ples must be performed, otherwise a project cannot be perceived as a 
PRINCE2 project. Th ese principles provide a basis for good practice and 
can be summarised as (i) continued business justifi cation; (ii) learn from 
experience; (iii) defi ned roles and responsibilities; (iv) manage by stages; 
(v) manage by exception; (vi) focus on products; and (vii) tailor to suit the 
project environment.

• Th emes: Th e seven themes describe aspects of project management that 
should be addressed throughout the project. Th e seven themes are the (i) 
business case; (ii) the  organisation itself; (iii) quality; (iv) plans; (v) risk; 
(vi) change; and (vii) progress.

• Processes: Th e purpose of the processes is to accomplish a specifi c objec-
tive. Th ere are seven processes: (i) starting up a project; (ii) directing a proj-
ect; (iii) initiating a project; (iv) controlling a stage; (v) managing product 
delivery; (vi) managing stage boundaries; and (vii) closing a project.
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• Tailoring PRINCE2 to the project environment: PRINCE2 is not a one 
size fi ts all solution and needs to be tailored and customised for every new 
project. Tailoring will be based on the type of project and environment 
as well as the size of the project itself. Tailoring is not about omitting any 
principle, theme, or process. Th ese elements must still all be present but 
adapted to cater to the needs of the project.

Figure 6-3 provides a high-level view of the four integrated themes of PRINCE2.

Figure 6-3 PRINCE2® Structure
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expertise to the team. Th is expertise is needed to perform certain tasks or activi-
ties that contribute to the fi nal delivery of the project itself. One of the key 
players within the project team is the project manager. Th is section provides an 
overview of the competencies that a project manager must display.

Project managers should strive to achieve knowledge through education, 
skills through experience, and techniques through training (Mnkandla & 
Marnewick, 2011). It is evident that a project manager should have various com-
petencies that are gained through various channels such as education, training, 
and experience. Th e need for a competent project manager is well documented. 
Kaklauskas, Amaratunga, and Lill (2010) are of the opinion that there is a 
relationship between achieving project success and the project managers’ com-
petencies. According to Marnewick and Labuschagne (2010), the competence 
of the project manager is in itself a factor in the successful delivery of projects. 
Although employers need guidance in the selection of a competent project man-
ager, they are responsible for identifying the specifi c competencies needed for a 
particular project. However, the latter remains diffi  cult to quantify.

Project management as a profession has given rise to a number of frame-
works that defi ne the scope of the discipline and describe its tools, techniques, 
and concepts (Chen, Partington, & Wang, 2008). Competency frameworks and 
standards are developed for one specifi c reason—that is, to assess, develop, and 
reassess the competencies of project managers. Th is process should be continu-
ous, and project managers per se should embrace this process to improve their 
own competencies. Th ree major project management competency standards are 
discussed—GAPSS, PMCDF, and ICB®. 

6.4.1 Global Alliance for Project Performance 
Standards (GAPPS)

GAPPS is an alliance of government, industry, professional associations, and 
training/academic institutes working together to develop globally applicable 
project management competency-based standards, frameworks, and map-
pings. Th e GAPPS project manager standard is written in the format of a 
 performance-based dimension. Th is standard identifi es six units of competency, 
as per Table 6-1.

Th e fi rst unit of competency focuses on managing the relationships with 
various project stakeholders. Th e focus is on what is required to manage stake-
holder relationships during a project (Global Alliance for Project Performance 
Standards [GAPPS], 2007). Th e aim of this unit is to demonstrate competence 
in ensuring that all the relevant individuals and organisations are identifi ed in a 
timely and appropriate manner throughout the project lifespan.
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Th e second unit focuses on the competencies that are required by project 
managers to develop the project plan. Aspects that are included in this unit are 
determining the scope of the project, identifi cation of risks, and the confi rma-
tion of the project success criteria. 

In the third unit, the project manager must illustrate competence in manag-
ing the progress of the project. Elements of competence include the monitor-
ing, evaluation, and control of the project’s performance. Th e project manager 
should also exhibit competence with regard to the monitoring of risks.

Th e fourth unit focuses on the end product or service of the project and 
ensures that it is accepted by all the relevant stakeholders, as identifi ed by PM01. 
Th e main competency is to secure acceptance of the fi nal product or service by 
the stakeholders. 

Th e fi fth unit focuses on the various phases and cycles of the project. Th e 
emphasis is on the transition from one stage to another and how the project is 
closed at the end.

Th e sixth and fi nal unit focuses on the evaluation and improvement of the 
project’s performance. Competencies focus on the development of an evaluation 
plan, the evaluation of the project against this plan, and the documentation of 
lessons learned.

6.4.2 Project Management Competency Development 
Framework (PMCDF)

Th e PMCDF provides an overall view of the skills and behaviours that a project 
manager should be competent in (PMI, 2017b). Th e framework also defi nes the 
key dimensions of competence and identifi es those competencies that are most 
likely to impact the success of a project (Pellegrinelli & Garagna, 2009). Th e 
framework consists of the following components:

Table 6-1 GAPPS Unit of Competency

Unit # Unit Title

PM01 Manage Stakeholder Relationships 

PM02 Manage Development of the Plan for the Project 

PM03 Manage Project Progress 

PM04 Manage Product Acceptance 

PM05 Manage Project Transitions 

PM06 Evaluate and Improve Project Performance 
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• Th ree project management competency dimensions, defi ned as Knowledge, 
Performance, and Personal. 

• Th e Knowledge and Performance Competence dimensions draw upon the 
10 knowledge areas as well as the fi ve project management process groups 
as outlined in the PMBOK ® Guide (PMI, 2013).

Th e performance competencies focus on the 10 knowledge areas of the 
PMBOK ® Guide. A project manager should be competent in each of the activi-
ties or processes as described in the PMBOK ® Guide. 

Personal competencies as per the PMI (2017b, p. 3) focus on the project 
managers with regard to their “behaviour, attitude and personality characteris-
tics.” Six units of competence are identifi ed (PMI, 2017b):

 1. Communication, which focuses on exchanging accurate, appropriate, 
and relevant information with stakeholders using suitable methods.

 2. Leading, which guides, inspires, and motivates team members as well as 
the project stakeholders to achieve the project objectives. 

 3. Th e eff ective deployment and use of human, fi nancial, material, intel-
lectual, and intangible resources form part of the managing personal 
competence.

 4. Applying the appropriate depth of perception, discernment, and judg-
ment to eff ectively direct a project in a changing and evolving environ-
ment is the focus of the cognitive ability competence unit.

 5. Eff ectiveness is the fi fth competence unit, and the emphasis is on produc-
ing the desired results through the application of skills, knowledge, and 
tools on all the project management activities.

 6. Professionalism focuses on the level of conformance to responsibility, 
respect, fairness, and honesty.

6.4.3 Individual Competence Baseline (IPMA ICB)

Th e IPMA ICB® describes the knowledge, experience, and personal atti-
tudes expected of project managers (Caupin et al., 2006; Ghosh et al., 2012). 
Furthermore, the ICB deals with a mix of knowledge about project manage-
ment concepts, demonstrable performance against each knowledge topic and 
specifi c behaviours that are deemed to be associated with good project manage-
ment (Aitken & Crawford, 2008). 

ICB organises the competence elements required by the modern project 
manager into 29 elements, which are organised into three competence areas 
(International Project Management Association [IPMA], 2015), as follows:
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 1. People defi nes the personal and interpersonal competences required to 
succeed in projects.

 2. Practice defi nes the technical aspects of managing projects.
 3. Perspective defi nes the contextual competences that must be navigated 

within and across the broader project environment.

Th e people competence area consists of 10 competencies, as follows:

 1. Self-refl ection focuses on the project manager’s ability to acknowledge, 
refl ect on, and understand his or her own emotions, behaviour, and val-
ues and the impact thereof on project performance. Self-management, 
on the other hand, is the project manager’s ability to set personal goals 
and to validate progress against these goals.

 2. Project managers must demonstrate personal integrity and reliability 
because a lack of these qualities may lead to the failure of the intended 
project results. 

 3. Personal communication focuses on the exchange of information as well 
as the accurate and consistent delivery of project information to all rele-
vant stakeholders.

 4. Th e relations and engagement competency element focuses on the forg-
ing of personal relations that forms the foundation of productive collabo-
ration, personal engagement, and commitment. Th is competency element 
is enforced by empathy, trust, confi dence, and communication skills. 

 5. Leadership provides direction and guidance to individuals and groups. 
Th is competence focuses on the ability to choose and apply appropriate 
styles of management in diff erent situations. 

 6. Teamwork focuses on building a productive team by forming, support-
ing, and leading the team. Team communication and team relations are 
among the most important competencies of successful teamwork.

 7. Confl ict and crisis includes the moderation and solving of confl icts 
through the observation of the environment.

 8. Th e competence element of resourcefulness is the ability to apply various 
techniques and ways of thinking to defi ning, analysing, prioritising, and 
fi nding alternatives for and dealing with or solving challenges and problems. 

 9. Project managers must be competent in negotiation. Th e focus is to bal-
ance diff erent interests, needs, and expectations in order to reach a com-
mon agreement and commitment while maintaining a positive working 
relationship.

 10. Results orientation is the critical focus maintained by the project mana-
ger on the outcomes of the project. Th e individual prioritises the means 
and resources to overcome problems, challenges, and obstacles in order to 
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obtain the optimum outcome for all the parties involved. Th e results are 
continuously placed at the forefront of the discussion, and the team drives 
toward these outcomes. 

Th e practice competence area consists of 13 competencies, as follows:

 1. Project design addresses how competent the project manager is in inter-
preting the demands, wishes, and infl uences of the organisation and 
translating these into a high-level project design.

 2. Th e competence element of requirements and objectives describes the 
rationale of the project’s existence. Th e focus is on the goals that need to 
be achieved, the benefi ts that need to be realised, and which stakeholder 
requirements are to be fulfi lled.

 3. Scope defi nes the specifi c focus of the project. Th e project manager 
should be competent in describing the outputs, outcomes and benefi ts, 
and the work required to produce the project’s product or service. 

 4. Time includes the identifi cation and structuring of all components of a 
project in time in order to optimise its execution.

 5. Th e organisation and information competence element includes the 
identifi cation of the various roles and responsibilities as well as the eff ec-
tive information exchange within the project. 

 6. Th e quality competence element focuses on how well the project is man-
aged as well as the quality of any product that is a deliverable of the proj-
ect itself. 

 7. Project managers must indicate competence in the fi nancial side of the 
project. Th e fi nancial competence element includes activities such as the 
estimation, planning, spending, and controlling of fi nancial resources.

 8. Th e resources competence element includes defi ning, acquiring, control-
ling, and developing the resources that are necessary to realise the proj-
ect’s outcome. 

 9. Procurement is the process of acquiring goods and/or services from 
external parties for the project itself. Project managers should be compe-
tent in purchase planning as well as contract administration.

 10. Th e competence element of plan and control determines the project 
manager’s ability to create a balanced plan and to execute this plan in a 
controlled manner.

 11. Risk and opportunity includes the competencies of identifying, assess-
ing, planning, and the implementing controls for risks and opportuni-
ties. Risk and opportunity management helps decision makers to make 
informed choices, prioritise actions, and distinguish among alternative 
courses of action. Risk and opportunity management is an ongoing pro-
cess that takes place throughout the life cycle of the project.
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 12. Th e stakeholders competence element focuses on the management and 
engagement of all the relevant stakeholders. Project managers should, on 
a constant basis, revise, monitor, and act upon their interests and infl u-
ence on the project.

Th e perspective competence area consists of fi ve competencies, as follows:

 1. Th e strategy competence describes how strategies are understood and 
transformed by the project manager into manageable elements through 
the use of projects.

 2. Th e governance, structures, and processes competence element defi nes 
the understanding of and the alignment with the established struc-
tures, systems, and processes of the organisation that provide support 
for projects and infl uence the way they are organised, implemented, and 
managed.

 3. Th e compliance, standards, and regulations competence element 
describes how the project manager complies with external and inter-
nal standards and regulations within a given country, organisation, or 
industry.

 4. Th e power and interest competence element describes how the project 
manager recognises and understands informal personal and group inter-
ests and the resulting politics and use of power.

 5. Th e culture and values competence element describes the project mana-
ger’s approach to the infl uence of the organisation’s culture and values on 
the project.

PMI’s PMCDF and IPMA’s ICB have been mainly developed along the 
 attribute-based dimension, whereas GAPPS’ standards have been mainly 
developed along the performance-based dimension (Bredillet, Tywoniak, & 
Dwivedula, 2015). Th e focus of assessment is the role of individuals; the knowl-
edge, tasks, and skills required; and what they do on their jobs.

A study done in 2013 by KPMG highlighted that there is a positive correla-
tion between project managers who follow a project management methodology 
and the successful delivery of a project (Barlow et al., 2013). Th e problem arises 
when one starts to analyse what constitutes project success and which factors 
contribute to project success. 

 6.5 Project Management Maturity

When one looks at the defi nition of the word “mature,” it implies complete-
ness in natural development or growth. When this concept of matureness or 
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maturity is applied to project management, it implies two viewpoints: Th e 
fi rst is that there is or was a state where project management was broken or 
incomplete, and the second implies that project management can heal from 
this incompleteness and achieve a point of total completeness. In essence, this 
concept implies that the project management discipline within an organisation 
can grow from a point of brokenness to a point where project management is 
perceived as complete. Th e question is whether there is a point of total complete-
ness or maturity.

Project management consists of various processes, and these processes need 
to be performed eff ectively and effi  ciently (Backlund, Chronéer, & Sundqvist, 
2014). Project management maturity thus focuses on these processes and how 
they can be optimised. Backlund et al. (2014) are of the opinion that organisa-
tions with higher project management maturity levels are more successful. 
Pasian (2014) is also of the opinion that improvement in organisational capa-
bility is a direct result of increasing the maturity of the standardised processes. 
Project management maturity models (PMMMs) exist to measure an organisa-
tion’s maturity with regard to the project management process. Th is measure-
ment is a continuous process, wherein the fi rst step is to determine the current 
level of maturity, and the second step is to determine which processes can be 
improved. Th e improvements must then be implemented, and then the process 
starts all over again. Th e aim is to move from a level of incompleteness to a level 
of completeness.

PMMMs are one vehicle that can be used to measure the maturity of project 
management, and according to Jugdev and Th omas (2002), these models pro-
vide a framework within which an organisation can develop its capabilities in 
order to deliver projects successfully. Th e benefi t of measuring maturity is that 
it sets direction and, most importantly, instils an organisational culture change 
that focuses on improving the way projects are executed (Backlund et al., 2014). 
Pasian (2014) comments that PMMMs should be used by organisational leaders 
to assess progress toward maturity because these models provide a systematic 
means to perform benchmarking and are considered to add value to organisa-
tions trying to achieve continuous improvement.

 6.6 Project Success

Chapter 2 introduced the notion of project success and how it relates to the 
value of project management. Th is section discusses the current thoughts 
around project success and how it is defi ned, how project success is measured, 
and what organisational factors contribute to project success.
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6.6.1 Project Success Perspective

Since the inception of project management, the success of a project is measured 
against the iron triangle of cost, time, and scope. Although this seems archaic, 
each and every textbook or article refers to these constraints as a basis for mea-
suring the success of a project. Th is view focuses extensively on whether the 
project’s product or service was delivered within these constraints. Th ere are 
voices within the project management community calling for modern ways to 
view project success. Th e notion is that project success must be determined by 
certain factors, such as the long-term benefi ts that the product or service con-
tribute to the organisation, whether the product or service is actually being used 
by customers, and, ultimately, that the product or service contributes to the stra-
tegic success of the organisation. Bannerman (2008) summarised all these new 
ideas and proposed that project success should be measured across fi ve levels:

 1. Process Success: Th is level determines whether discipline-specifi c tech-
nical and managerial processes, methods, tools, and techniques are 
employed to achieve the project objectives.

 2. Project Management Success: Th e focus here is on the project design 
parameters or objectives such as time, cost, or scope.

 3. Product Success: Success is measured by the main deliverable of the proj-
ect itself, and the focus is on whether specifi cations have been met or 
whether the user accepted the product. 

 4. Business Success: Success is determined based on whether the organisa-
tional objectives that motivated the investment have been achieved.

 5. Strategic Success: Th is level measures whether organisational expansion 
or other strategic advantages were gained from the project investment, 
either sought or emergent.

Th e evolution from the triple constraint as a measure for project success to a 
more complex measurement for project success has been slow. Th e way that proj-
ect success is determined has changed and will continue to change in the future.

6.6.2 Project Success Criteria

Th e success of a project is determined by how it is measured. If a project is mea-
sured based on time and cost, then the project might achieve these criteria, but 
it might be failing on strategic success. It is therefore imperative that organisa-
tional leaders determine up front how the success of a project will be determined. 
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Continuing down the path where project success is measured across fi ve levels, 
the following criteria can be used to determine project success:

 1. Th e fi rst grouping of success criteria focuses on the project management 
processes that were followed. Th e focus is on whether the appropriate 
technical and managerial processes were selected and whether these pro-
cesses were integrated. Th is ties in with the concept of project manage-
ment maturity.

 2. Th e second grouping focuses on the triple constraint, wherein a project 
should be delivered within the allocated time, budget, and scope.

 3. Th e third grouping focuses on the deliverable itself, regardless of whether 
it is a service or a product. Th e focus should be on whether all the specifi -
cations, requirements, and user expectations have been met; whether the 
fi nal product or service has been accepted by the user; and if the user is 
actually using the product or service.

 4. Th e fourth set of criteria focuses on business success, and the emphasis is 
on whether all the benefi ts have been realised and whether the business 
strategies and objectives were achieved.

 5. Th e fi fth set of criteria focuses on the organisation at large and whether 
the deliverable contributed to the overall development of the organisation.

It must be noted that for each criterion, realistic measurements must be in place. 
It might be advisable to provide upper and lower limits of measurement within 
which the project manager can manoeuvre the project.

6.6.3 Project Success Factors

Th e question that needs to be answered is what contributes to project success 
or what can organisational leaders do to ensure that projects are delivered suc-
cessfully. Various authors have written about the factors that contribute to 
project success, and these are summarised as follows (Berssaneti & Carvalho, 
2015; Camilleri, 2011; Joseph & Marnewick, 2014; Joslin & Müller, 2015; 
Marnewick, 2012; Todorović et al., 2015):

• Adequate handling of change: Projects bring change about through the 
product or service that is incorporated into the organisation. Th ere are 
two aspects when it comes to change. Th e fi rst aspect focuses on how 
well the organisation itself copes with the change that is introduced. Th e 
second aspect focuses on how well the project manager deals with changes 
within the project environment.

• Good communication: Communication is perceived as crucial to project 
success because all the standards and methodologies have a knowledge 
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area focusing on communication. Communication in a project is essen-
tial because it could resolve various issues and concerns. Communication 
enables the project team to understand requirements, resolve confl icts, 
and defi ne the project objectives, among others. 

• Adequate project manager competency: A competent project manager 
contributes to the success of a project. As seen in Section 6.4, the compe-
tence of a project manager is determined at various levels and dimensions.

• Positive executive support: Executives play an important role in the suc-
cess of a project. Th ey fulfi l a supportive role, either as a sponsor or as a 
champion. As a sponsor, an executive provides political infl uence as well 
as fi nancial support for the project. Th e role of the sponsor is discussed in 
more detail in Chapter 12.

• Clear business strategies: It was highlighted in Chapter 3 that projects 
are the vehicles to implement the vision and strategies of the organisation. 
When the strategies are ill-defi ned, it is almost impossible to determine 
the project’s objectives and direction. Th is will surely force the project to 
be a failure, when it cannot deliver on the strategies.

• Clear requirements defi nition: Th e success of a project is based on 
whether the product or service itself meets the requirements of the users 
and the organisation at large. Clear requirements are achieved through 
proper communication and requirements engineering (International 
Institute of Business Analysis™ (IIBA®), 2009; Marnewick, Pretorius, & 
Pretorius, 2014). Clear requirements remove ambiguity and ensure that 
each and every team member understands what needs to done.

• Frequent user involvement: Th e users, among others, provide the require-
ments and, thus, are the origin of the requirements at the beginning of the 
project. Th is, however, does not mean that they should not be involved 
during the entire project life cycle. Requirements change throughout 
the project life cycle, which is due to organisational and environmental 
changes. Frequently involving the user ensures that these changes are 
incorporated throughout the process, not after delivery, when everyone 
is dissatisfi ed with the end product or service. Th e introduction of Agile 
principles enforces the frequent involvement of users.

• Appropriate formal methodologies: Adherence to best practices as stipu-
lated in standards and methodologies ensures that projects are delivered 
more successfully than where there is no adherence to best practices. 
Adherence to formal standards and methodologies also allows organisa-
tional leaders to determine deviations from these best practices.

• Minimised scope: An aspect that adds complexity to a project is the 
scope. Th e larger the scope, the more complex the project and the better 
the chances that the project will fail. It is therefore advisable that organisa-
tional leaders keep the scope of the project to a minimum. A fi ne balance 
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exists between what constitutes the bare minimum and what are consid-
ered luxury requirements. Th is can only be determined through commu-
nication and clear requirements.

• Realistic estimates: When one thinks of estimates, time and cost spring 
to mind. Although these are some important estimates, each and every 
success criterion that will be used to determine the success of the project 
needs to have realistic estimates. It does not make sense to estimate that 
the project’s deliverable will increase productivity by 50%, when it is obvi-
ous that a more realistic estimate would be 20%. 

Th e relationship between project success, success criteria, and success factors is 
illustrated in Figure 6-4. Th e success of the project needs to be measured across 
a continuum, and each level should have each own success criteria. Factors con-
tributing to project success need to be incorporated into the project life cycle to 
improve the chances of project success.

 Figure 6-4 View of Project Success

6.7 The Executive’s Role in Project Management

Th e role of the executive is prominent within project management because 
execu tive support has been identifi ed as a factor that contributes to project suc-
cess. Executives should note the importance that play in project management. 
Th e role they play in portfolio and programme management is more of a gover-
nance role, but within project management, the role shifts to a more operational 
role, especially when an executive is a sponsor of a project.

Children Face Tough Issues 
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6.7.1 Adherence to Best Practices

Various standards and methodologies exist that can be used to manage projects 
within an organisation. Given the fact that project managers either have diff er-
ent formal project management training or are accidental project managers, each 
one will have his or her own ideas as to which standard or methodology to use. It 
is therefore imperative that the organisation adopts and adheres to one standard 
or methodology. Th is initiative should be driven from an executive level. Various 
factors such as the country or the type of organisation might infl uence this deci-
sion, but at the end of the day, project managers’ performance and competencies 
are measured against a chosen standard or methodology. It is thus logical that an 
adopted standard will address various potential issues and concerns.

6.7.2 Improving Project Management Maturity (PMM)

A mature project management discipline improves the success rate of projects 
and ultimately the performance of the organisation. Improving project manage-
ment maturity is a continuous process. Executives should encourage this quest 
for continuous improvement. Th e process described in Section 6.5 is time con-
suming and takes key role players away from their day-to-day activities while 
they are analysing the processes. Executives should support this endeavour and 
allow these processes to take place, or it should be part and parcel of the proj-
ect managers’ duties to improve project management maturity. Since PMM 
includes the entire organisation, executives should also provide organisation-
wide support to improve it. When barriers do exist, they should be broken down 
by executives because project managers do not have the infl uence to break down 
these barriers themselves. Executives should have a long-term perspective in 
developing project management competence and skills within the organisation. 
Only then can PMM improve (Backlund et al., 2014).

6.7.3 Embedding Project Management as a Culture within 
the Organisation

Organisations are moving into an environment in which project management 
plays a more important role. Organisations are evolving into projectifi cation, 
where more and more emphasis is on project management to accomplish day-
to-day activities. Th is emphasis on project management is challenging because 
everyone needs to understand it and everything that surrounds it. Th is requires 
a totally diff erent culture in which the emphasis is on project management and 
adherence to best practices. Executives should ensure that project management 
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is embedded in the organisation and that various factors exist to accomplish 
this. Fernandes, Ward, and Araújo (2015) suggest 32 actions or activities that 
executives can follow to embed project management in the organisation and to 
change the culture to projectifi cation. 

6.7.4 Evolve from Triple Constraint to Strategic Success

Executives are the leaders of an organisation, and, as such, they should lead 
the way in which project success is measured. Executives should embrace the 
notion that project success is not measured anymore just on the triple con-
straints of time, cost, and scope. Th e new way of measuring success is based on 
a continuum of doing the project right as well as ensuring that the deliverable 
contributes to the overall success of the organisation. Executives should there-
fore enforce this new way of thinking wherein everyone who is involved in the 
projects determines the success of the project. Each and every project’s success 
must be measured against predetermined criteria, and, more importantly, devia-
tions or variations to the criteria should be allowed.

6.7.5 Project Manager Career Path

As with portfolio and programme management, a well-defi ned career path 
should exist within the organisation. Th is career path should be in line with 
the overall project management maturity of the organisation. Organisations 
cannot claim to be mature when most of their project managers are junior proj-
ect managers. Th ere should be a balance between junior and experienced proj-
ect managers. Th e competencies of project managers should be well defi ned 
for each level—that is, all project managers should be competent in handling 
confl icts, but senior project managers should be more competent than junior 
project managers. Executives should therefore provide upper and lower levels 
of competence for each competency for each of the project management levels.

6.8 Conclusion

Th is chapter highlighted the importance of project management. Organisational 
leaders make use of projects to deliver on the vision and strategies of the organisa-
tion. It would be diffi  cult to accomplish this without project management. Th is 
chapter presented the notions of projects and project management and the gen-
eral phases and processes that are needed to manage a project successfully. Th ese 
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processes are generic and should be tailored to the needs of the organisation. 
Th is should be done using formal standards and methodologies. Th ree stan-
dards and one methodology were discussed. It seems as if the standards address 
the same knowledge areas, but there is a diff erent focus or emphasis on certain 
aspects. It is the role of executives to determine which standard to adhere to 
based on what makes sense for the organisation. 

Two concepts that go hand in hand are project manager competence and 
project management maturity. Project management competence was discussed 
based on three competency frameworks—GAPPS, ICB, and PMCDF. Th ese 
three frameworks provide an overview of the competencies that project mana-
gers should master to be successful. Project management maturity (PMM), on 
the other hand, focuses on the organisation at large and not on the individual 
project manager. Th e focus is on where the organisation is with regard to project 
management and what should be in place to get the organisation to that specifi c 
point or level of maturity. Th e notion of project success was also discussed. Th e 
emphasis here should be on overall project success and not just on the original 
triple constraints. Th is chapter concluded with the role that executives can play 
in embedding project management in the organisation.

Th is chapter emphasises the importance of project management within the 
organisation. Project management per se is not going to achieve much if the 
enablers are not in place. Th e enablers were discussed in this chapter, and execu-
tives should focus on providing these enablers with an environment that is con-
ducive to project management.
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Chapter 7

Project Management 
Offi ces

~ Th e PMO can be the battleground between empowerment and control, 
between people and processes, and between political factions. ~

— Pellegrinelli & Garagna*

Th e previous three chapters focused on the disciplines of portfolio, programme, 
and project management. Although there is some interrelationship between 
these three disciplines, it is very easy for them to function independently, espe-
cially within larger organisations. 

A concept that could act as a conduit between these three disciplines is the 
Project Management Offi  ce (PMO). Th e PMO therefore plays an important role 
within the organisation. Th e fi rst role is that of governance. Th e PMO should 
ensure that portfolio, programme, and project management are performed as 
intended and described in the previous chapters. Th e PMO also plays the role of 
an enabler, ensuring that all the supporting processes and structures are in place 
in order for these three disciplines to function optimally.

One of the concerns with regard to PMOs is that they come and go within 
organisations. Th e question raised is whether organisations really need PMOs 
because they add additional bureaucracy and costing. Th e purpose of this chap-
ter is to highlight the importance of the PMO within the organisation. Th is is 
done fi rst by defi ning the PMO and second by describing the role of the PMO. 

* Pellegrinelli, S. & Garagna, L. Towards a Conceptualisation of PMOs as Agents and Subjects of Change 
and Renewal. International Journal of Project Management, 2009.
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Th e maturity of the PMO is discussed in the third section because the continu-
ous existence of the PMO is linked to its maturity level. Th e fourth section 
focuses on the performance of the PMO. Th e chapter concludes with the role 
that executives can play in the continuous functioning of the PMO.

7.1 Portfolio Management Offi ces

PMOs function under various names, such as the project offi  ce, the project sup-
port offi  ce, the project management centre of excellence, or even the directorate 
of project management. Regardless of what organisational leaders call a PMO, 
the functions and roles are more or less the same. 

Th e fi rst aspect that needs to be clarifi ed is the defi nition of a PMO. Th e 
PMO, according to Aubry (2015), is the organisational entity that is assigned 
a variety of roles and functions in executing portfolio, programme, and proj-
ect management. Hurt and Th omas (2009) are of the opinion that the PMO 
is a mechanism that should manage the investment in portfolio, programme, 
and project management. According to PM Solutions (2014), the PMO is the 
central organisational structure that is used to standardise the P3 practices 
of organisa tions. PMOs may also act as governance institutions, with a wide 
variety of roles, mandates, and even locations (Müller et al., 2013). Another 
view of the PMO is that it is a management structure that standardises 3P pro-
cesses, and it facilitates the sharing of resources, methodologies, tools, and tech-
niques (Jalal & Koosha, 2015). A more simplistic view is provided by Pemsel 
and Wiewiora (2013), who state that the PMO is just a formal layer of control 
between the organisational leaders and project management.

Given all these defi nitions, it is diffi  cult to really determine what a PMO 
is, and more importantly, what the role of the PMO is within the organisa-
tion. Darling and Whitty (2016) summarise this dilemma by stating that the 
functions and practices expected of PMOs diff er as widely as the industries 
and organisations that host them. Th is confusion contributes to a recurring 
theme—that is, the perceived failure of PMOs. Th e sustainability of the PMO 
is a tenuous issue (Hurt & Th omas, 2009), which is supported by data from 
Aubry (2015) stating that the life expectancy of a PMO is approximately two 
years and that only 15% of PMOs have a life expectancy of fi ve years and more. 
Research done by PM Solutions indicates that the average life span of a PMO 
is a mere four years. Th e reason for the short life expectancy can be attrib-
uted to the fact that organisational leaders perceive the PMO as overhead and 
believe that the PMO does not really add value to the organisation at large (PM 
Solutions, 2014). A distinction should be made between a temporary PMO that 
serves the needs of a single large project or programme and an institutionalised 
PMO. Th e temporary PMO will only exist as long as the project is active. It will 
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cease to exist with the termination of the project. Th e focus of this chapter is on 
an institutionalised PMO that has the sole purpose of enhancing the disciplines 
of portfolio, programme, and project management.

Th e physical location of the PMO is also a contentious issue as well as the 
number of PMOs that are allowed within an organisation. A PMO might be 
situated within a department or it might be situated at a more strategic level 
(Curlee, 2008). Regardless of the position of the PMO, it should perform the 
mandate that it was given. Th e trend is that several PMOs are established within 
the organisation at various levels of the organisational hierarchy (Tsaturyan & 
Müller, 2015). Rather than functioning in isolation, these various PMOs are 
interdependent. It can be concluded that PMOs are extremely heterogeneous in 
that PMOs vary in size, function, and the mandate that they should perform. 

Th is confusion in the role of the PMO forces one to rethink the role that it 
performs within the organisation. Gartner is of the opinion that the PMO should 
play the role of an activist and that the focus should be more on connecting pro-
grammes and projects with the strategies of the organisation (Light, 2014).

7.1.1 Activist PMO

Activism, according to the Oxford Dictionary of English (ODE ), implies the 
“action of using vigorous campaigning to bring about political or social change” 
(Stevenson, 2010). In the case of an activist PMO (aPMO), it is implied that 
an aPMO must vigorously campaign to bring about change. Th is change can 
be achieved through the application of the eight attributes of the aPMO. Light 
(2014) mentions the eight attributes of an aPMO, as per Table 7-1.

Table 7-1 Attributes of an Activist PMO (aPMO)

# Attribute

1 Probes for risk, asks tough questions

2 Data-driven recommendations for decisions

3 Metrics for self-improvement and shared goals

4 Promotes the PMO as a source of the best project managers

5 Sets up projects with the project managers and provide on-the-job training value

6 Customises good project artefacts and shares them among the organisation

7 Works organisational politics up, down, and across the organisation

8 Embraces fl exibility, enabling a dynamic structure that allows for different 
methodologies for different kinds of projects

Note: Data derived from Light (2014).
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Unger, Gemünden, and Aubry (2012) state that PMOs should have a “strong 
governance mandate to guarantee the implementation of organisational goals 
and stake-holder interests.” Th is governance structure should incorporate the 
following aspects (Unger et al., 2012, p. 611):

 1. Involvement of the PMO in structuring the portfolio of project and pro-
grammes that are derived from the organisation’s strategy, such as the 
evaluation of proposals and selection of projects. Th is ties in with attri-
bute 1, wherein the risk should be evaluated, and tough questions should 
be asked.

 2. Resource management that addresses the eff ective and effi  cient alloca-
tion of limited (mainly human) resources, including cross-project (re-)
allocation and formal approval. Although this seems old school and not 
necessarily the function of an aPMO, this notion is supported by Hurt 
and Th omas (2009). Th ey propose that it is important that the PMO 
leader develop an understanding of the skill sets and competencies that 
are prevalent within the organisation and among its project managers. 
Th is is critical to building something that will be able to add value to the 
organisation. Th is ties in with attribute 4, which promulgates that the 
aPMO “are suffi  ciently staff ed with senior project and program managers 
to provide substantial—and domain-specifi c—mentoring and coaching” 
(Light, 2014, p. 6).

 3. Continuous organisational (PMO) learning and portfolio exploitation 
that summarises tasks that cater to projects at the end of their life cycle. 
Th ese tasks or activities are concerned with post-project reviews and les-
sons learned. Th is, in itself, is not conducive to learning because learning 
should take place during the implementation of the project/ programme 
itself. Attribute 2 plays a vital role in the continuous learning and 
improvement of the PMO. Th e purpose of the continuous learning 
should be to uncover the root causes of a variety of project issues as they 
occur and not as an afterthought.

PM Solutions found in its research (2014) that PMOs in high-performing 
organisations continue to be trusted with high-value, strategic responsibilities. 
It found that in 77% of the cases, PMOs participate in strategic planning, and 
87% of the time, PMOs focus on aligning projects with strategic objectives 
(PM Solutions, 2014). Th ese results contradict Gartner’s claim. However, PM 
Solutions also coined a term—the “Disruptive PMO”—which is very much in 
line with the aPMO. Disruptive PMOs will need to focus more and more on 
strategy, innovation, agility, and stakeholder engagement. In particular, disrup-
tive PMOs will have to develop expertise in organisational change management, 
which will be essential to the ultimate success of the PMO (PM Solutions, 2014).
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For the PMO to provide value to the organisation at large, the following 
should be taken into consideration (Hurt & Th omas, 2009):

1. A core ideology for the PMO must be decided on that focuses on the long 
term. Th is ideology must realise and embrace the following:
• Flexibility AND a standard methodology are compatible concepts
• Th e PMO has the ability to be both a competent leader AND manager
• Th e PMO must have both a people AND a task focus
• Th e PMO must manage internal AND external relationships
• Th e PMO is in the best position to support, manage and develop  project 

managers than anyone else in the organisation
 Th is focus on fl exibility and adaptability supports the gist of attribute 8. 

Attribute 8 focuses on the fact that one shoe does not fi t all. Th e PMO must 
adapt to its particular circumstances and do what is best for the organisation 
at that specifi c point in time. 

2. Th e PMO must have the right leaders in place. Th ese leaders should be pas-
sionate, focused, and determined about what constitutes eff ective project 
management. Another attribute of a right leader is a low-key, patient, but 
confi dent personality.
• A culture of discipline must be created wherein the focus is on account-

ability and responsibility. Th is culture of discipline is inculcated by the 
PMO, which closely monitors, coaches, and mentors project managers in 
fulfi lling their responsibilities. Attribute 5 focuses on the role that expe-
rienced project managers play in the coaching and mentoring of inexperi-
enced project managers. 

3. PMOs should confront the brutal facts that are associated with a project 
and ensure that these facts are recognised and addressed in an eff ective and 
timely manner. Th is ties in with attributes 1 and 3. Attribute 3 focuses on 
the collection of metrics for self-improvement. Th ese metrics are used as a 
critical evaluation tool and can be used to improve the overall performance 
of the PMO and the project managers themselves.

Aubry, Hobbs, and Th uillier (2009) proposed that a PMO should not be 
considered as an isolated island in the organisation, but rather as one part of an 
archipelago. Th ey also suggest that project management per se, and, specifi cally, 
the PMO should evolve continuously. Th e PMO should adapt to changes in its 
external or internal environment or as a response to internal tensions. 

Th e aPMO is nothing new. It is just a re-emphasis of what a PMO should 
be doing and the role that it should play within a division or an organisation. 
Th e next section focuses specifi cally on the role of the PMO and what executives 
can expect of it.
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 7.2 The Role of the PMO

Many organisations implement PMOs without a clear direction and vision of 
what role they want the PMO to play (Pemsel & Wiewiora, 2013). It is there-
fore important that executives determine up front what role the PMO should 
perform in the organisation. Th e role of the PMO can be divided into four 
categories, all of which should be covered as the PMO matures into a centre 
of excellence. Th is should ensure that the PMO is sustainable and is seen as a 
crucial element within the organisation.

7.2.1 Things-Related Activities

Th e fi rst category focuses on the details within a project and how the PMO 
can assist in developing a well thought through project schedule. Some of the 
activities that the PMO can assist with include the following:

• Assistance with the organisational project management standard: 
Chapter 6 discusses the various project management (PM) standards and 
method olo gies that an organisation can adopt. Th e PMO can play a crucial 
role in assisting project managers with these standards and  methodologies. 
It can also assist project managers with the application of the knowledge 
areas—for example, assisting in determining the scope and costing of a 
project.

• Assistance with monitoring and controlling: It was mentioned earlier 
that the PMO plays a governance role. Th e PMO can assist project mana-
gers with the monitoring and controlling of a project because the PMO 
will have access to all the relevant project information (Hurt & Th omas, 
2009). Th is information can be used by the project manager to determine 
whether the project is deviating from the agreed-upon constraints.

• Change management: Projects bring about organisational change, and 
project managers do not always have the expertise or knowledge to man-
age the change management process. Th e PMO can manage this pro-
cess on behalf of the project manager through communication and other 
related activities, such as workshops and information sessions.

• Performance reporting: An important role of the PMO is to report on 
the performance of the projects. Performance reporting will be based on 
facts because the PMO should have all the relevant data and information 
regarding a project. Project managers themselves will no longer report on 
the performance of a project, which will reduce the risk of the stakeholders 
receiving falsifi ed information.
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• Auditing: Th e PMO can play an oversight role and audit projects as they 
are executed and implemented. Project auditing can occur before, during, 
and after project completion. Governance and auditing are discussed in 
detail in Chapter 10. Th e PMO can ensure that the processes and metrics 
are in place to audit the project.

Th ere might be other activities associated with this category, and it is the respon-
sibility of the PMO and the executives to determine what activities should be 
performed by the PMO.

7.2.2 People-Related Activities

Th is second category focuses on the people aspect that the PMO should be 
managing. Some of the activities that the PMO can assist with are:

• Confl ict management: Confl ict is part and parcel of any project, and 
project managers should be able to resolve confl icts internal to the proj-
ect. Th e problem arises when confl ict occurs among project managers and 
between project managers and stakeholders. Th e PMO can play a mediat-
ing role in these types of confl icts because the PMO is impartial.

• Contract development: Project managers may not have legal expertise 
and are not in the best position to draw up legal contracts. Th is service can 
be provided by the PMO, which can either contract a lawyer as needed or 
employ a full-time lawyer, if the expense is warranted.

• Negotiations: Th e PMO should play the role of a negotiator among proj-
ect managers when resources and the schedule are aff ected. Th e aim of 
the negotiations should be to achieve the best outcome for all interested 
parties, especially the organisation at large. Negotiations can also be facili-
tated between project managers and stakeholders.

7.2.3 Project-Focused Functions

Th is category of functions focuses on the project at large and not the details per 
se, as with the Th ings-Related activities.

• One of the most important functions of the PMO is to standardise the 
 project management environment. Aspects that should be standardised is 
the PM standard or methodology, the PM software that will be used by 
the project managers, and relevant PM documentation (Hurt & Th omas, 
2009).
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• Th e PMO should also perform the functions of mentoring and consulting. 
Mentoring should be provided to novice project managers with regard to 
the application of the standards, but mentoring should also be provided to 
senior project managers. Th is places the PMO under pressure because the 
PMO must have the ability to mentor project managers across the board 
and across a variety of issues. Th e PMO must also act as a consultant and 
provide expert advice to the project managers.

• Th e PMO should also assist in the drafting of the business case. Th e PMO 
can provide essential information to the project manager during the crea-
tion of the business case. Th is assistance can be extended into the creation 
of a scope statement and the provision of assistance for the project start-up. 

• Th e PMO should also be responsible for benefi ts tracking. Th is is especially 
important after project closure, when the project manager is assigned a 
new project. Processes and metrics should be in place to track the benefi ts 
and to ensure that they are realised as promised in the business case.

• Th e PMO should also provide basic administrative assistance to the proj-
ect managers. Assistance can be provided in terms of arranging fl ights and 
accommodations, the booking of venues, and the payment of contractors.

• Th e PMO should also be responsible for reporting. Reporting can include 
the status of the projects, resource allocation, risk management, and the 
overall performance of the project portfolio.

• Th e PMO should also act as a repository for project documentation. Th is 
documentation should be available and accessible to project managers and 
stakeholders. It can be used for auditing purposes or as a source of infor-
mation, especially in the case of lessons learned.

7.2.4 Organisation-Oriented Functions

Th e last category focuses on the role of the PMO with regard to the organisa-
tion and how the PMO can assist the organisation in achieving its strategies and 
business objectives. Th e functions outlined below have more long-term eff ects:

• Promoting consistency and uniformity in project management: Th e 
purpose of this activity is to create a long-term view of project manage-
ment within the organisation. Th e ultimate goal is to create a project 
management culture in which all programmes and projects are managed 
according to best practices. Th e value of project management also needs 
to be continuously demonstrated to the organisational leaders in order for 
them to support project management and ultimately the PMO.

• Providing a centralised point of reference for the project manage-
ment practice: Th is activity focuses on the dissemination of best practice 
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and state-of-the-art procedures and guidelines. It also integrates positive 
project best practices and promotes the use of recommended tools and 
techniques.

• Imparting specifi c skills and knowledge through training to project pro-
fessionals: Th is activity focuses on the competence of P3 managers. Th e 
previous chapters highlighted the various competencies that P3 managers 
should master. A long-term strategy with regard to competent P3 managers 
should be determined, focusing on a gap analysis and possible certifi cations.

• Reward and recognition: A function of the PMO is also to reward suc-
cess and to recognise competent project managers. How this is done is 
entirely the prerogative of the PMO. Th e only prerequisite is that the pro-
cess of reward and recognition should be fair and transparent. 

Th ere are various groupings of roles for the PMO. For example, Hobbs and 
Aubry (2007) grouped the roles of the PMO into six categories: (i) Monitoring 
and Controlling Project Performance; (ii) Development of Project Management 
Competencies and Methodologies; (iii) Multi-project Management; (iv) Strate-
gic Management; (v) Organisational Learning; and (vi) any other functions not 
listed in the previous fi ve groups. Jalal and Koosha (2015) list 11 functions of 
the PMO, ranging from developing project management methodologies to the 
management of vendors and contractors.

An important role of the PMO is that it functions as a knowledge agent, 
which is discussed in the next section.

7.2.5 Knowledge Agent

A major risk that organisational leaders face is the loss of institutional knowl-
edge. Th is occurs when employees leave the organisation and take a wealth of 
knowledge with them. Th is knowledge might be on processes and the culture 
of the organisation. Th is is also the case with project management, wherein P3 
managers leave the company and take a wealth of knowledge with them. 

Th e PMO has the potential to act as the conduit between organisational and 
knowledge boundaries because it connects three organisational levels: executive 
management, the PMO itself, and the various programme and project teams 
(Pemsel & Wiewiora, 2013). Th is places an enormous responsibility on the 
PMO to act as the knowledge agent. A concern is raised by Müller et al. (2013) 
that PMO members share knowledge with executive management and the vari-
ous project teams but fail to share knowledge among themselves.

PMOs must become knowledge intensive because they play an important 
role in managing P3 best practices, learning from projects (both failures and 
successes) and improving the maturity of project management and the PMO 
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itself (Pemsel & Wiewiora, 2013). Th e PMO can act as four types of knowledge 
agent (Desouza & Evaristo, 2006):

 1. Th e supporter: In this role, the PMO’s role is purely administrative. Th e 
PMO provides project status, identifi es risks and potential issues, and 
maintains project archives. It reports on projects, but it does not try to 
infl uence them.

 2. Th e information manager: Th e PMO stores information, which is used 
for evaluation purposes, as a dashboard. Th e PMO’s function is to track 
and report the progress of projects and to serve as a source of information 
about projects and consolidated status updates.

 3. Th e knowledge manager: Th e PMO is a repository of best practices, but it 
has no administrative responsibility. Th e PMO provides project expertise, 
mentoring, and training, and is recognised by organisational leaders as 
the organisation’s authority on all knowledge related to P3 management.

 4. Th e coach: Th e PMO’s role involves both enforcement and control of 
knowledge sharing as well as acting as the centre for best practices and 
knowledge. Th e PMO provides a proactive and active approach to knowl-
edge sharing and learning and focuses on strategic and organisational 
activities to coordinate and improve project management within the 
organisation.

Th e ultimate goal is for the PMO to act as a coach when it comes to knowledge 
sharing, but this role is also linked to the maturity level of the PMO. Organi-
sational leaders cannot expect a newly established PMO to act as a coach. 

7.3 PMO Maturity Stages

Hill (2007) defi nes fi ve maturity stages for a PMO. Th ese fi ve stages are the 
project offi  ce, a basic PMO, a standard PMO, an advanced PMO, and, ulti-
mately, a centre of excellence.

7.3.1 Project Offi ce

Th e project offi  ce is the fundamental unit of project oversight and is created as a 
domain of the project manager. Th e project manager is responsible for the suc-
cessful delivery of one or more projects. Th e project offi  ce provides the means 
to ensure professionalism and excellence in applying widely accepted principles 
and preferred project management practices to each project. Th e project offi  ce 
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performs a project oversight role, and the overall aim is to realise the project 
deliverables and to deliver the projects within the project constraints. Th e proj-
ect offi  ce performs a variety of essential project management activities, such as:

• Th e application of project management principles and practices
• Serving as the interface to project team performance management
• Th e application of policies, standards and executive decisions

7.3.2 The Basic PMO 

Th e basic PMO is the fi rst stage that deals with multiple project oversight and 
control. Th e basic PMO has the ability to provide aggregate oversight and con-
trol of multiple projects relative to the performance of multiple project mana-
gers. Th e basic PMO will have minimal staff —in some cases, just one individual 
assigned to build the PMO’s capability. Th is individual might also be assigned 
the role of establishing a basic PMO on a part-time basis.

With a focus on controlling the project management environment, the basic 
PMO performs a variety of centralised project management activities, including 
the following:

• Having the primary responsibility for the establishment of a standard 
approach on how project management should be performed within the 
organisation

• Providing the means to compile aggregate results and analyses of project 
status and project progress as a basis for identifying and responding to 
project variations, evaluating project and project manager performance, 
and ensuring the achievement of project objectives

• Th e introduction of project management as a professional discipline, 
which is achieved through the prescription of applicable standards, and 
the designation of qualifi ed project managers, as well as the training and 
empowerment of project teams

Th e emphasis has moved from a single project to multiple projects and how 
to manage these projects in the same way.

7.3.3 The Standard PMO

Th e standard PMO is the minimum stage for a PMO. Organisational leaders 
should push for this stage because the standard PMO represents the essence of a 
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complete and comprehensive PMO. Although the standard PMO also addresses 
project management oversight and control, it introduces support that should 
optimise individual project managers’ performance as well as project perfor-
mance. Th is is the minimum stage for organisations that want to (i) imple-
ment project management as a core business competency; (ii) improve project 
manage ment capability; or (iii) increase project management maturity.

Th e standard PMO necessitates the appointment of a full-time PMO mana-
ger and some additional full- or part-time staff  members who are qualifi ed to 
perform and facilitate the PMO’s roles and functions. Th e standard PMO per-
forms complete centralised project management oversight and control activities, 
with an added emphasis on introducing process and practice support in the 
project management environment. Th ese activities include:

• Acting as the centre for project management
• Acting as the interface between the executive management and the project 

management environment
• Operating as the recognised entity that infl uences resource allocation on 

projects
• Addressing the qualifi cations and training of project managers

7.3.4 The Advanced PMO

Th e focus of the advanced PMO is on integration. Th e business interests and 
objectives need to be integrated into the larger project management environ-
ment. Th is integration implies a change in the organisational culture and way 
things are done within the organisation. Integration means the collaboration 
with various business units and participation in the development or adaptation of 
best practices and processes that are common to both the business environment 
and the project management environment. Apart from this role, the advanced 
PMO should also still perform the roles and functions of the standard PMO. 

Th e advanced PMO is a natural evolution from the standard PMO and 
has increased staffi  ng and the potential for the direct alignment of resources. 
Th e advanced PMO’s staff  is competent in the provision of professional and 
administrative resources that are required to develop, implement, and manage 
expanded processes, programmes, and enhanced functionality.

Th e advanced PMO performs comprehensive and centralised oversight, con-
trol, and support activities. Th is is done together with expanded functionality 
that represents a mature business orientation toward project management. It 
also provides distinct expertise in state-of-the-art project management practices 
and procedures.  
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7.3.5 Centre of Excellence

Th e centre of excellence is a separate business unit within the organisation 
and has sole responsibility for project management operations across the entire 
organisation. Th e centre of excellence assumes a strategic alignment role and 
guides the project management environment in its continuous-improvement 
eff orts. Activities that should be performed by the centre of excellence include:

• Providing direction and infl uence for project management operations
• Th e establishment of a project management environment and the crea tion 

of stakeholder awareness and representation across the various business 
units

• Th e sponsoring and conducting of studies and evaluations of project 
manage ment functionality and business eff ectiveness

• Th e representation of business interests in the project management 
environment

Th e progression from a basic project offi  ce to a centre of excellence does not 
happen overnight, and organisational leaders should allow time and commit the 
necessary resources to allow for the progression. Achieving the stage of a centre of 
excellence will also contribute to the sustainability of the PMO in the long run.

7.4 Metrics for the PMO

A crucial role for the PMO is to determine what, how, and when to measure. 
Th is section highlights the important role that PMOs play in ensuring that pro-
grammes and projects are successfully delivered, as well as the role they play in 
ensuring that the discipline itself is fostered and nurtured within organisations.

An important aspect about metrics is that the PMO needs something to 
benchmark against; otherwise, the exercise of measuring becomes futile. Th at 
is why the PMO should determine up front what standards, best practices, and 
success criteria will be used as a benchmark. Th ree major areas for measurement 
were identifi ed by Hill (2007), ranging from the project management processes 
through to the impact of the PMO on the organisation itself.

7.4.1 Process Management and Improvement Metrics

Five process areas form part of process management and are of direct interest 
to the PMO.
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• Project management methodology process: Th e PMO should develop 
and measure the usage of the selected project management methodology 
and how eff ective it is. Metrics that can be collected include the frequency 
of the prescribed activity usage and how the methodology contributes to 
overall project management maturity.

• Technical processes: Projects involve some level of technicality that is 
needed to produce the product or service. Normally, the technical pro-
cesses are not part of project management and are managed outside the 
normal project. To ensure the alignment between project management 
and the technical processes, the PMO should determine a set of metrics. 
Metrics might include the appropriateness of the technical process and the 
specifi cation of the technical tools and models.

• Business processes: On the other side of the coin, project management 
and business processes need to be aligned. Project management forms part 
of the larger organisation and should be aligned to the business processes. 
To determine alignment with the business processes, the PMO can use 
some of the following metrics: scope and contract acceptance criteria, 
change management criteria, and vendor selection criteria.

• Resource management processes: Th e PMO is responsible for resource 
management, especially in the case of the last three stages indicated above. 
Th e PMO should communicate and collaborate with the human resources 
division when it defi nes human resource–related processes. Once again, the 
human resource processes of the project environment cannot be out of sync 
with that of the organisational human resource processes. Some metrics 
include resource-assignment responsibility and resource-sourcing criteria.

• PMO support processes: Th e PMO also needs to determine how eff ec-
tively it manages its own processes. Some metrics that can be used to 
measure the eff ectiveness of the PMO include the PMO’s staff  workload 
levels as well as the frequency and content of these reports.

Th e second area of measurement is the performance of programmes and proj-
ects themselves. Th e PMO needs to determine metrics for project performance.

7.4.2 Project Performance Metrics

Th e focus of the project performance metrics is based on 5 of the 10 knowledge 
areas delineated in the PMBOK ® Guide (PMI, 2017) but can be extended to 
include all of the knowledge areas.

• Budget: Th e PMO should provide metrics for the development and 
manage ment of the project budget. Th e metrics should cover the entire 
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project management process, ranging from initiation to closing. An exam-
ple of a metric is how actual costing diff ers from the planned costing. 
Budget-related metrics ensure that the project remains within the allo-
cated budget or that corrective action can be taken when metrics indicate 
that there is a problem.

• Schedule: As with the budget, the PMO should provide metrics ensur-
ing that the project is managed within the project schedule. Metrics play 
a two-way role in the schedule. First, they can be used as guidance—
for example, the preferred depth of activity levels of the work breakdown 
structure (WBS). Second, the metrics can be used as a controlling mea-
sure to determine whether a project is behind schedule, in which case cor-
rective action can be taken. 

• Resource management: Metrics for resource management should focus 
on the entire human resource knowledge area. Th e purpose of the metrics 
should be to optimise the performance of the resources. Metrics include 
resource utilisation, resource performance, resource acquisition, as well as 
team cohesion. All of these metrics should be consistent and in line with 
the organisation’s human resource mandate. 

• Risk management: Risk management is inherent to project manage-
ment, and the PMO should have metrics in place to manage project risks. 
Guidance metrics include the frequency of risk assessment and analysis, 
risk impact on project performance, as well as the cost of risk mitigating. 
Measurement metrics should assist the PMO in its oversight role. Metrics 
included in this role are risks that actually happened or the number of 
risks associated with specifi c projects or individual team members.

• Quality assurance: Th e PMO plays an important role in the quality of a 
project. Quality assurance ties in with the technical processes of the proj-
ect. Executing the technical processes according to specifi cation should 
ensure a quality product or service. Th e PMO is responsible for putting 
metrics in place to determine the overall quality of the processes as well as 
the deliverable. Metrics could include adherence to quality standards cri-
teria and the measurement of deviations, as well as the number of change 
requests as a consequence of defects.

Th e third area focuses on the business, with the purpose of integrating the 
business metrics into the project environment and providing accurate informa-
tion to the project stakeholders.

7.4.3 Business Management Metrics

Four key project management elements form part of business management metrics.
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• Contract and agreement metrics: Metrics should be provided by the 
PMO ensuring that contracts achieve the organisational strategies 
and business objectives. Metrics include pricing strategies and vendor 
prequalifi cation.

• Customer satisfaction metrics: Projects are executed for customers 
within, or sometimes outside of, the organisation. Th e PMO should deter-
mine the level of customer satisfaction with the end product or service. 
Apart from this, the PMO should also determine the level of satisfaction 
with the entire project management process as well as interactions with 
the PMO.

• Project portfolio management metrics: Programmes and projects form 
part of the portfolio. Th e portfolio’s purpose is to deliver the vision and 
strategies of the organisation. Th e PMO is in the ideal position to provide 
metrics and measurements of the achievement of the vision and strate-
gies. Metrics can also be used to determine which programmes or projects 
should be incorporated into the portfolio and how each individual pro-
gramme and project is performing.

• Financial metrics: Th e focus of this element is not on individual pro-
grammes or projects but on the larger fi nancial aspect of the PMO and the 
P3 discipline. Th e focus is on the value of the PMO itself and the value of 
project management to the organisation.

Th e metrics provided by Hill (2007) can be used as guidance by executives 
and the PMO. A more pragmatic approach might be to take the roles and func-
tions discussed in Section 7.2 and assign metrics to each of them. Th e next sec-
tion focuses on the challenges that PMOs face.

7.5 PMO Challenges

As indicated earlier, PMOs do not last long in organisations, and they come 
and go. Only a few PMOs manage to deliver value to the organisation at large. 
Table  7-2 highlights the challenges that PMOs face within an organisation. 
Th ree of the top fi ve challenges appear every time the survey is done, but two 
new challenges emerged for 2016.

In the fi rst challenge, the PMO is perceived as a policeman who adds addi-
tional processes to project management, which is already burdened with pro-
cesses. Adding additional PMO processes, for whatever reason, is perceived as 
overkill, and, therefore, people resist these processes.

Th e second challenge is that one of the roles of the PMO is to bring about 
change. Th is is also the case for the aPMO. By nature, people resist change, and 
they will resist the changes that occur because of the PMO. Resistance might 
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be against the PMO itself because it institutes diff erent ways of doing project 
management. Regardless, organisational leaders should accept that PMOs bring 
change about and that this change is for the better of the organisation.

Th e third challenge, which recurs consistently, is that of showing the value 
of the PMO. Chapter 2 dealt with the notion of project management value. Just 
as P3 managers must indicate the value of portfolio, programme, and project 
management, the PMO must make a concerted eff ort to highlight the value 
that it adds to the organisation. Th e PMO must advocate the victories that it 
achieved as well as how the project management discipline has matured under 
its auspices.

Th e fourth challenge ties in with the fi rst challenge, wherein processes are 
not just perceived as overhead but also are not applied consistently. Th is boils 
down to a governance issue, and the PMO will quickly lose face if certain indi-
viduals, project managers, or executives are treated diff erently by the PMO.

A fi fth challenge concerns the competency levels of project managers. 
Project manager competencies were discussed in detailed in Section 6.5. Th e 
PMO can have the best ideas and strategies to improve project success rates and 
mature project management. However, this will all be in vain if the executers of 
these ideas—the project managers—lack the required competencies and do not 
display the right level of skills to realise them. 

In conclusion, various challenges exist that might hamper the sustained per-
formance of the PMO. What is important is that the PMO must identify poten-
tial challenges and address these challenges in a swift and eff ective manner.

Table 7-2 Trend of PMO Challenges

20141 20162 Position

Organisational resistance to change PMO processes seen as overhead

PMO processes seen as overhead Organisational resistance to change

Having enough time/resources to 
devote to strategic activities

Demonstrating the added value of 
the PMO

Demonstrating the added value of 
the PMO

Assuring the consistent application 
of defi ned processes

Inadequate resource management 
capability

Project managers with inadequate 
project management skills

1 Data derived from PM Solutions (2014).
2 Data derived from PM Solutions (2016).
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7.6 The Executive’s Role in the Project 
Management Offi ce

Executive management can play a vital role in establishing a PMO that can 
eventually function as a centre for excellence that adds value to the organisation 
and to the project management discipline itself. Th e following strategies can be 
implemented by executives to ensure a sustainable PMO.

7.6.1 The Need for a Centre of Excellence

Th e need for a centre of excellence is to meet future demands of the PMO as 
well as project management. Th is centre of excellence will play an important 
role in the achievement of the vision and strategies of the organisation. As seen 
in Section 7.3.5, the focus is to mature both the project management disci-
pline as well as the PMO itself. Without the long-term vision to establish a 
centre of excellence, the PMO is doomed to failure if it is not part of the vision 
(Al-Khouri, 2015). It will then be perceived as a burden and something that 
does not add value to the organisation.

7.6.2 Establishing of a Vision and Values

According to Hurt and Th omas (2009), the long-term survival of the PMO is 
dependent on the vision for the PMO and the values that the PMO will display. 
Th e PMO must be passionate about project management and anything related 
to project management. Th e PMO should instil the perception that it is the only 
entity within the organisation that has this passion for project management. 
Th e PMO should survive leadership changes within the organisation and the 
PMO itself and adapt to changes in the needs of the organisation. Executives 
can support this passion of the PMO by allowing only the PMO to be the mas-
ter of project management. No other entity or individual can perform this role 
of a passionate custodian. However, this does not mean that advice or knowl-
edge from outside the PMO cannot be incorporated.

7.6.3 PMO Leadership

Various roles exist within the PMO, such as the PMO executive or the project 
management mentor (Kendall & Rollins, 2003). Th e leader of the PMO will 
play a crucial role in the sustainability of the PMO. Hurt and Th omas (2009) 
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indicate that the PMO leader should have three qualities—that is, passion, con-
fi dence, and the ability to demonstrate the value of the PMO through quick 
wins. Th e PMO leader must be able to convince organisational leaders of the 
value of the PMO as well as change the way project managers work. Only a 
highly successful leader can achieve this responsibility. It is the role of the execu-
tives to fi nd and appoint such a person in charge of the PMO. Apart from fi nd-
ing and appointing this individual, executives must also support the individual 
in all endeavours that are undertaken to establish a centre of excellence.

7.6.4 Staffi ng of the PMO

Th e people employed by the PMO who must enhance the project management 
discipline are important for the long-term existence of the PMO. Th ese people 
must be knowledgeable about project management but should not take over the 
role of the project manager. Th is is a very fi ne line that should not be crossed. 
Th e moment that project managers believe that the PMO members want to 
manage and interfere in their projects, the PMO will lose its credibility. Th is 
implies that project managers will turn their backs on the PMO and will not 
make use of its services. Although executives do not have a direct say in who 
should be appointed by the PMO, they can play an oversight role, making sure 
that there is a clear distinction between the roles of the PMO staff  and the 
roles of the project managers. Th e knowledge and skills of the PMO staff  are 
also important in the success of the PMO. If a staff  member fulfi ls the role of 
a coach, for example, then the staff  member must be skilled as a coach. Each 
speciality role within the PMO must be fi lled by experts. 

7.6.5 Creating a Culture of Discipline

Discipline is essential for the success of the PMO. Discipline can be divided into 
two parts. Th e fi rst part goes hand in hand hand with the previous section, in 
which there is a clear delineation of duties and responsibilities. No one should 
tread on someone else’s domain. Th is calls for self-discipline, especially from 
PMO staff  when they see that a project manager is heading for disaster. Th e 
impulse might be to step in and save the project, but the discipline should be 
there to allow the project manager to make mistakes and to learn from them. 
Second, the organisation at large should show discipline and allow only the 
PMO to perform project management–related activities. Th e PMO is the fi rst 
call when it comes to project management, and departments should refrain 
from creating their own project management environments that are isolated or 
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contradict the values of the PMO. Executives play an important role in ensuring 
that the PMO is perceived as the only legitimate entity that can perform project 
management duties.

7.6.6 Determining and Communicating the Value of the PMO

One of the recurring challenges that PMOs face is that organisational leaders 
do not see the value of the PMO. Executives play an important role in advo-
cating the value of the PMO. First, executives should determine up front how 
the value of the PMO will be determined. Th ese criteria and associated metrics 
need to be established in partnership with the PMO leadership. If the PMO 
leadership understands what is expected of them, then it is easier to deliver on 
these expectations. Second, executives should hold the PMO accountable for 
achieving these criteria. Th e PMO, as part of its roles and functions, should 
continuously determine whether it still adds value to the organisation at large. 
Executives should also perform a control function and hold the PMO account-
able if it is not achieving these criteria and could not deliver on the value aspect. 
But, when value is added to the organisation, executives should acknowledge 
this fact and communicate it to the organisation at large.

7.7 Conclusion

Th is chapter focuses on the project management offi  ce (PMO) as a centre 
of excellence that can be used by organisational leaders in achieving project 
manage ment maturity and excellence. Th e concept of the PMO is discussed to 
create a general consensus about the PMO. Th e activist PMO (aPMO) is also 
included, indicating that the role of the PMO not only stays the same over the 
years but also needs to be altered to allow for new developments in its respec-
tive organisation. Th e role of the PMO is discussed, and from this discussion, it 
is evident that the role of the PMO is dependent on two notions: the maturity 
level of the PMO and the expectations of the organisation at large. Th e roles 
vary from things- and people-related activities through project-focused and, 
ultimately, organisation-oriented functions.

Th e PMO maturity stages off er insight into how organisational leaders can 
go about establishing a sustainable PMO that adds value to the organisation. It 
was highlighted that this is a long-term process in achieving the centre of excel-
lence stage. Th e metrics associated with the PMO are discussed to highlight the 
important role that the PMO plays in creating a project management– oriented 
organisa tion. PMOs do face challenges, and a section focuses on recurring 
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challenges that PMOs face and how executives can assist the PMO in overcoming 
these challenges. Th e chapter concludes with the role that executives can play in 
ensuring that the PMO is sustainable and contributes value to the organisation.

Organisational leaders can continue to manage the disciplines of portfolio, 
programme, and project management as separate but related disciplines. Th ere 
is nothing wrong with managing in this way, but when organisational leaders 
wants to harness the full eff ect of portfolio, programme, and project manage-
ment, then the implementation of a PMO is perceived as the answer. Th e PMO 
allows for the maturity of the discipline at large but also plays a crucial role in 
achieving the organisational vision and strategies as well as managing the ben-
efi ts associated with the various programmes and projects.

Th e true value of portfolio, programme, and project management can only 
be realised when the PMO is a pivotal entity within the organisation and has 
the support of the executives. Th is allows the PMO to fulfi l its mandate and 
really be a centre of excellence. 
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Chapter 8

Benefi ts Realisation 
Management

~ It does really need a shift of focus by organizations. Both the executives and project 
managers need to think about benefi ts as distinct from deliverables. ~

— Gary McCalden, PMO Director*

Th e notion of value was discussed in Chapter 2. Th e question was asked whether 
projects and project management add value to the organisation. Th e answer 
to this question actually lies in the benefi ts that organisational leaders harvest 
from the various programmes and projects that are implemented within the 
larger portfolio.

Benefi ts realisation management (BRM) is the fi nal link between the 
organisa tional strategies and the projects that are implemented. Th e business 
case that is used to motivate a project promise that some benefi ts will be realised 
when the project is completed. At the same time, projects are used to implement 
the vision and strategies of the organisation. Th e implication is that the vision 
and strategies are actually achieved through the realisation of the  promised 
bene fi ts (Marnewick, 2014). Th e important issue is that programmes and proj-
ects create deliverables. Th rough the actual implementation and usage of these 
deliverables, benefi ts are created for the organisation.

Th e main focus of this chapter is to highlight BRM and the important role 
that it plays within the organisation. BRM should form an integral part of the 

* Cooke-Davies, T. Th e Strategic Impact of Projects—Identify Benefi ts to Drive Business Results, 2016. Retrieved 
from http://www.pmi.org/learning/thought-leadership/pulse/identify-benefi ts-business-results

http://www.pmi.org/learning/thought-leadership/pulse/identify-benefits-business-results
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project management culture of the organisation rather than be treated as an 
additional process at the end of a programme or project. Th is chapter focuses 
fi rst on BRM and the important role it plays. Second, the BRM process is 
discussed, including how it relates to the programme and project management 
processes. Th e notion of a benefi ts dependency network (BDN) and associated 
benefi t profi les are discussed in the third part of the chapter. Th e chapter then 
concludes with a section on the role of executives in BRM.

8.1 Defi ning Benefi ts Realisation Management

Of importance is distinguishing between the concepts of benefi ts, benefi ts 
realisation, and benefi ts realisation management. Th e deliverable of any project 
brings change. When this change is perceived as positive by any of the stake-
holders, then it is classifi ed as a benefi t (Bradley, 2010). Th e larger the change, 
generally, the larger the benefi t. Th e opposite is also true where a change can 
be perceived as a disbenefi t, implying that the change is detrimental to the 
organisa tion. Th e Project Management Institute (PMI) (2013) defi nes a benefi t 
as an outcome that adds value or change. It seems as if there is a general con-
sensus that a project’s deliverable bring change about that should be benefi cial 
and add value to the receiving organisation. A project can have multiple benefi ts 
associated with it—the more benefi ts that are associated with a project, the 
better. Benefi ts realisation per se focuses on the realisation of the benefi ts. Th e 
PMI (2013) states that some benefi ts are relatively certain and easy to quantify, 
whereas other benefi ts are more diffi  cult. Th e purpose of benefi ts realisation is 
to maximise the likelihood that a benefi t will be realised, and to ensure that all 
of the endeavours that are accompanying the eff ort to realise the benefi t are in 
place to make it happen. BRM includes all the activities that are required to 
manage benefi ts from the moment they are identifi ed up to the point at which 
they are realised and sustained (Aguilera, 2016).

BRM is becoming an important concept within the P3 discipline. 
Traditionally, benefi ts were perceived as part of programme management. Th is 
is echoed in the defi nitions of programme management (PMI, 2013; Sowden, 
2011). Projects within a programme will deliver at least one benefi t, but these 
defi nitions imply that it is almost impossible for a single project to deliver bene-
fi ts on its own when it is not part of a programme. Th e success of a project is 
determined across fi ve levels, as discussed in Chapter 6. Th e ultimate goal of a 
project is to deliver value, which can only be achieved if it is benefi cial to per-
form the project. It does not make logical sense to implement a project if there 
are no benefi ts attached to the project. Practitioners and academics have come 
to the conclusion that BRM plays an important role in both programme and 
project management (Marnewick, 2016).
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Th e BRM process that is discussed in the next section is therefore applicable 
to projects within programmes as well as single projects.

8.2 The Benefi ts Realisation Management Process

Th e PMI (2016) simplifi ed the BRM process into three main activities, as follows:

• Identify benefi ts: Th is activity focuses on identifying potential benefi ts 
that will add value to the organisation.

• Execute benefi ts: Th e focus should be to achieve the maximum benefi t 
through the minimisation of risks and the maximization of opportunities.

• Sustain benefi ts: Th e focus here is to ensure that the project deliver-
able continues to deliver value to the organisation. Organisations should 
therefore investigate into the enablers that will ensure the sustainment of 
benefi ts.

Th is process is a little bit oversimplifi ed, but it provides organisational leaders 
with a quick overview of what needs to be done to identify, manage, and sustain 
benefi ts. A generic BRM process is illustrated in Figure 8-1. Th is can be used 
by organisational leaders to manage the BRM process and to ensure that the 
maximum value is achieved through the various deliverables.

 1. Identify benefi ts: Th e fi rst step is to identify the benefi ts that are associ-
ated with a project. In a programme, diff erent projects might have the 
same benefi t. In this case, these projects should be merged into one bene-
fi t to (i) optimise the impact of the benefi t; and (ii) simplify the remainder 
of the BRM process. A project’s business case generally defi nes the prom-
ised benefi ts and can be used to identify the benefi ts during this step. Part 
of this identifi cation step is to identify the changes that are associated 
with the benefi t (Bradley, 2010). When benefi ts are transitioned into the 
organisation, change is inevitable. Change might be as a result of the 
new deliverable, but it can also be due to changes in processes or the way 
people work.

 2. Benefi ts analysis and planning: Once an inventory is created of all the 
benefi ts, the next step is then to analyse each of these benefi ts and plan 
for their realisation. Th e outcome of this step is a benefi ts realisation plan 

 Figure 8-1 Benefits Realisation Management Process

Children Face Tough Issues Children Face Tough Issues Children Face Tough Issues 
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(BRP). During the analysis phase, each identifi ed benefi t is scrutinised. 
Th e focus is on specifi c aspects, such as how diffi  cult will it be to realise 
the benefi t, how diffi  cult will it be to transition and sustain the benefi t, 
and what is the impact of the benefi t to the organisation at large. Th e 
purpose of this step is determine a portfolio of benefi ts. Th e same logic 
can be applied within portfolio management, where benefi ts need to be 
prioritised. Th is is easier said than done. As benefi ts are an integral part 
of programmes and projects, the entire project portfolio needs to be bal-
anced based on the promised benefi ts. Th is is the second part of this step. 
Once all the benefi ts and associated projects are analysed, the realisation 
of the benefi ts needs to be planned. Th e BRP determines when benefi ts 
will be realised and who is ultimately responsible for the realisation. Th e 
BRP focuses not only on the benefi ts but also on other activities that are 
required to assist in benefi ts realisation (PMI, 2013). Th e BRP should be 
incorporated into the overall project plan.

 3. Benefi ts management: As with any plan, the BRP needs to be executed 
(Ward & Daniel, 2008). Th is forms part of the benefi ts management step. 
Th e overall purpose of this step is to monitor the progress of each benefi t’s 
realisation. First, the person responsible for the BRP should determine 
the progress of each benefi t’s realisation. Th is is determined at certain 
predefi ned intervals. During normal project execution, the environ ment 
and certain constraints may change. Th is will have an impact on benefi ts 
realisation and might result in (i) the fact that certain benefi ts cannot 
be realised anymore; or (ii) that the impact of the benefi t needs to be 
adjusted. Th e benefi t owner should be able to take corrective action dur-
ing this step to ensure the optimum realisation of benefi ts.

 4. Benefi ts transition: Benefi ts are realised and transitioned throughout the 
project life cycle, not just during the closing phases of a project. Benefi ts 
are associated with the deliverables of a project. Once the deliverables are 
being used by the organisation, the associated benefi ts are realised. Th e 
aim of this step is to ensure that the benefi ts are transitioned into the vari-
ous operational divisions or units of the organisation. Once the benefi ts 
are utilised, their value is created for the organisation. Part of benefi ts tran-
sition focuses on the organisational changes that are necessary to receive 
the benefi ts and to ensure that the benefi ts are incorporated into the day-
to-day running of the organisation. Th is is achieved when the project team 
has the opportunity to share information about how the project’s deliver-
ables can reach full operational status (Phillips, 2016). Organisational 
leaders eventually become the key stakeholders because they need to pre-
pare themselves and the organisation for this inevitable change.

 5. Benefi ts sustainment: Th e last step is to sustain the benefi ts as long 
as possible to maximise the value that is derived from the benefi ts. Th e 
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emphasis of this step should be on the activities or processes that are 
needed to sustain the benefi ts. Th e focus of this step is on the follow-
ing (PMI, 2016): (i) the optimisation of benefi ts, regardless of whether 
the benefi ts are tangible, intangible, short term, or long term; (ii) the 
transitioning of the benefi ts to the appropriate stakeholders, which also 
includes appropriate accountability; (iii) the handing over of the proj-
ect’s deliverables and capabilities to the various business owners; (iv) the 
continuous measuring of the realised benefi ts, including the timeframe 
within which the benefi ts are realised; and (v) whether unanticipated 
benefi ts have been realised and captured.

Th e BRM process is neither a stand-alone process nor is it just an add-on pro-
cess. Th is process needs to be incorporated within the overall project manage-
ment processes and should be managed according to best practices (PMI, 2013; 
Sowden, 2011). Th e following question then arises: Who is responsible and 
accountable for BRM? Th e next section focuses briefl y on the roles and respon-
sibilities within BRM.

8.3 Roles and Responsibilities within BRM

According to Aguilera (2016), one of the most important reasons that bene-
fi ts realisation management fails is the fact that no one actually knows who 
is responsible for the oversight role. Th ere are two parts that need oversight. 
Th e fi rst is, Who is responsible for constructing the benefi ts realisation plan? 
Second, and this is more diffi  cult to answer, Who is responsible for sustaining 
the benefi ts? Th is becomes more diffi  cult, especially when benefi ts are realised 
during the project and not just after the completion of the project.

Five distinct roles are identifi ed that play a role in the successful realisation 
of benefi ts—that is, the sponsor; the benefi ts or business owner; and then the 
portfolio, programme, and project managers.

• Executive sponsor: Th e executive sponsor’s only responsibility is to 
ensure that the project produces maximum value to the organisation. Th is 
is achieved when the project’s deliverable realises benefi ts that, in turn, 
 create value to the organisation. It implies that the sponsor should take 
ultimate accountability for BRM and ensure that all the enablers are in 
place to maximise benefi ts realisation and sustainment.

• Benefi ts or business owner: A project’s deliverable is implemented by a 
specifi c business unit for a specifi c business owner who saw some initial 
value in having such a deliverable. Using the deliverable will create bene-
fi ts for that business unit. It is the business owner of that business unit 
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or division who should take overall responsibility for the monitoring and 
measuring of the benefi ts, thus ensuring that they are realised and sus-
tained. Th e business owner should ensure that the deliverable is utilised 
to the maximum to harvest the full extent of benefi ts associated with the 
deliverable.

• Portfolio manager: Th e portfolio manager is responsible for establishing, 
balancing, monitoring, and controlling the components that form part of 
the portfolio. One of the aspects that should be taken into consideration 
when a portfolio is assembled is the benefi ts that are associated with any 
given component. Figure 4-3 highlights the portfolio management pro-
cess, and during the evaluation and selection activities, benefi ts should 
also be taken into consideration. Th e role of the portfolio manager is to 
ensure that (i) benefi ts realisation is part of the portfolio management 
process; and (ii) benefi ts are actually realised to improve the success of the 
portfolio through value creation.

• Programme and project managers: Th ese two roles are responsible for the 
actual drafting of the benefi ts realisation plan as well as the implementa-
tion of these plans. Th ey play an active role during the second, third, and 
fourth steps of the BRM process. Th ey must also ensure that the organisa-
tion is in a position to take ownership of the project deliverable and the 
associated benefi ts.

BRM is the responsibility of everyone who is involved with programmes and 
projects. Th e accountability for realising and sustaining the benefi ts actually lies 
with the business owner. Organisational leaders should ensure that everyone 
understands the BRM process and their associated responsibilities. Figure 8-2 
maps the various roles and responsibilities within the BRM process.

Figure 8-2 highlights that although responsibilities overlap during the BRM 
process, every role has a distinct responsibility within this process. Th e diff erent 
role players need to understand what a benefi t is in order for them to manage it. 
It is easy to say that they should be able to identify, manage and sustain benefi ts 
but often it is unclear what constitutes a benefi t and its dimensions. Even when 
the roles and responsibilities are clearly defi ned, challenges are still faced that 
hamper the management of benefi ts.

8.4 Challenges Facing Benefi ts Realisation Management

Realising benefi ts is not as easy as it seems because there are many hurdles 
that need to be crossed before the BRM process is imbedded into the organisa-
tion. It is evident that when the project management and BRM processes form 
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a symbiotic relationship, the chances increase for project investment success 
(Badewi, 2016). Some of the concerns that are raised that are perceived as chal-
lenges are briefl y outlined below:

• Some organisations do not have a BRM process in place, and when they 
do, it is very informal and not institutionalised (Bennington & Baccarini, 
2004; Breese, 2012).

• Th e business case is primarily used to gain funding from the organisa-
tion (Marnewick, 2014). Th is results in the fact that benefi ts are often 
overstated in the business case for the sole purpose of gaining approval 
(Bennington & Baccarini, 2004; Chih & Zwikael, 2015).

• Th e baseline and target values of a benefi t must be predicted. A period 
of three to four years might elapse before the actual delivery of the 
bene fi ts. Th is makes it extremely diffi  cult to predict benefi ts realisation 
(Bennington & Baccarini, 2004). Th is then results in poorly formulated 
project target benefi ts (Chih & Zwikael, 2015).

• Another concern raised by Dhillon (2005) is that organisational leaders 
do not know or understand how to measure the value of benefi ts once 
they are delivered, and it is diffi  cult to assess benefi ts once the project is 
completed.

• Another challenge is to quantify intangible benefi ts. Th is is especially 
the case when decisions must be made based on these intangible benefi ts 
(Aguilera, 2016). Examples of intangible benefi ts are the brand image of 
the organisation or market share. Tools such as comparative or scenario 
analysis can be used to quantify intangible benefi ts. In the case of a brand 
image, a proprietary tool called “Th e BrandAsset Valuator” can be used to 
measure the four dimensions of a brand’s image.

• BRM adds overhead to an existing project because it requires resources 
to manage the benefi ts. Organisational leaders are sometimes reluctant to 
allow for this overhead and do not see the benefi t of having a BRM process 
imbedded into the organisation (Paivarinta, Dertz, & Flak, 2007).

Th e next section discusses the three major dimensions of a benefi t.

8.5 Profi le of a Benefi t

A benefi t comprises three major dimensions: (i) the details of the benefi t itself; 
(ii)  the various organisational processes that a benefi t requires; and (iii) the 
neces sary information that is required to track the benefi t throughout the BRM 
process.
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• Benefi t details: Th is dimension provides general information about a 
bene fi t and includes, at a minimum, the following:
○ Number: Each benefi t should have a unique identifi er that can be used 

to identify it. Th e rationale is that more than one of the same type of 
benefi t description can occur within a portfolio, and a unique number 
makes it easier for identifi cation purposes.

○ Description: Each benefi t should have a short description about what 
the benefi t entails. Th is must be concise but yet descriptive.

○ Organisational objectives supported: Projects are aligned with organisa-
tional strategies and objectives as is the case with benefi ts. During the 
identifi cation step, each benefi t must be mapped to the organisational 
strategies and objectives and to what extend these objectives are sup-
ported by the benefi t. It might happen that a benefi t supports one or 
more objectives.

○ Other benefi ts to which this benefi t contributes: Some benefi ts are not 
realised as single concerns but might be related to other benefi ts. Th is 
is especially the case within a programme. It is important to determine 
this interrelationship because the nonrealisation of a benefi t might have 
a negative impact on another related benefi t.

○ Impact of the benefi t: Th e impact of the benefi t needs to be quantifi ed, and 
even intangible benefi ts should in some way or other be quantifi ed. Th e 
impact of the benefi t relates directly to the sustainment of the benefi ts.

○ Classifi cation: Benefi ts can be classifi ed into various categories, such as 
sales, profi tability, or productivity. Classifi cations are used to determine 
where benefi ts will have the greatest impact when they are all realised.

• Dependencies: Benefi ts depend on various processes and other activi-
ties within the organisation. Th e purpose of this dimension is to have an 
informed view of the dependencies that will have either a positive or nega-
tive impact on the realisation of the benefi t.
○ Th e business changes on which the benefi t depends: Th e delivery and sus-

tainment of benefi ts are dependent on organisational changes. Some of 
these organisational changes include changing the way people work or 
even changes to existing processes. Th ese business changes need to be 
identifi ed as early as possible to ensure that they actually occurred. If 
these changes did not occur, it might have a negative impact on the full 
realisation of the benefi ts.

○ Earlier benefi ts on which the benefi t depends: Just as a benefi t contributes 
to other benefi ts, other benefi ts might contribute to a specifi c benefi t. 
Th ese earlier benefi ts that a benefi t is dependent on must be identifi ed. 
Th e nonrealisation of earlier benefi ts will have a negative impact on the 
realisation of a benefi t.
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○ Risk of nonachievement of benefi t: Th e business case normally associates 
the benefi ts of a deliverable with success. Organisational leaders must 
ask the question, What are the risks when some benefi ts are not realised 
and the organisation does not actually receive what was promised? Th is 
forms part of the larger risk assessment of the programme or project.

• Benefi t tracking information: Benefi ts need to be tracked during the 
entire BRM process. Th e following information makes it easier for all the 
role players to track the benefi ts:
○ Th e person accountable for the benefi t: Who is accountable for realising 

the benefi t needs to be stipulated. Th is can be determined from the 
roles and responsibilities discussed in the previous section.

○ Th e person(s) who will receive the benefi t: Th is information is required 
to determine who will receive the benefi t of the deliverable. It does not 
speak to who the owner is of the benefi t but who will be benefi ting 
from using the deliverable.

○ Measurement information: Benefi ts needs to be measured to determine 
if they actually deliver on what was promised in the business case. Some 
information that should be captured include (i) how the measure will 
be tracked; (ii) what the baseline and target values comprise; (iii) when 
the expected delivery date of the benefi t will be; (iv) when it will be 
fully realised and sustained; and (v) how frequent reporting will occur.

Knowing the dimensions of a benefi t makes it easier for all the role players 
to understand what the specifi c benefi t is all about, what the interdependencies 
are, and how the role players will track the benefi t. Th e information captured 
by the various dimensions can be used to visually display the diff erent benefi ts 
in relation to the organisational strategies and objectives. Th is is typically done 
in the form of a benefi ts dependency network.

8.6 Benefi ts Dependency Network (BDN)

Ward and Daniel (2012) are of the opinion that the BDN is the how of imple-
menting benefi ts. A BDN is a structured diagram that visualises multiple cause–
eff ect relationships between enablers, changes, and benefi ts. A BDN template is 
illustrated in Figure 8-3. Th e BDN is constructed from the profi le of a benefi t.

Th e entire BDN is dependent on the business objectives, and when and if 
business objectives change, the BDN will change as well. In most instances, a 
one-to-many relationship exists between the business objectives and the benefi ts 
that need to be realised. 
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On the left of the BDN you have the normal programmes or projects that 
will deliver benefi ts that contribute to the business objectives. Two important 
aspects of this are the enabling and business changes. Th ese are the changes that 
are necessary for the benefi ts to be delivered and sustained. Business changes are 
new or diff erent ways of working that are a future and permanent requirement 
to sustain benefi ts. Enabling changes are once-off  changes that are necessary to 
allow the business changes to be realised (Ward & Daniel, 2012).

Th e BDN clearly highlights the interdependencies and provides a visual pre-
sentation to the organisational leaders on how projects, organisational changes, 
benefi ts, and business objectives are linked and related to one another. Th e 
BDN, together with the BRP, should be used to identify, manage, deliver, and 
sustain the benefi ts.

Two important aspects are highlighted by the BDN. Th e fi rst shows how 
benefi ts are tracked and monitored throughout the BRP, and the second 
addresses the notion of change management. Th ese two aspects are discussed in 
the following sections.

8.6.1 Tracking and Monitoring Benefi ts

Aguilera (2016) mentions that tracking and monitoring benefi ts is actually a 
decision-making tool for organisational leaders. Th e metrics resulting from 
tracking and monitoring are used to infl uence decisions based on project 
alignment and, ultimately, benefi t sustainment. Th e benefi t profi le plays an 
important role in tracking and monitoring benefi ts. Th e third dimension of 
the benefi t profi le provides project managers with the relevant information to 
track benefi ts. Every aspect of the benefi t needs to be tracked and monitored. 
It is therefore advisable that a reporting mechanism is created. Th is might be 
as simple as a spreadsheet in which all the relevant information is portrayed, as 
per Table 8-1.

It is all well and good to track and monitor the benefi t, but what happens 
with the information? Th e information needs to be shared among all the role 
players to promote transparency as well as to fl ag and highlight potential risks 
that might have an impact on the realisation of the benefi ts. 

8.6.2 Change Management

Benefi ts cannot be realised without substantial changes within the organisation. 
As per Figure 8-3, two types of changes are required for the successful deliv-
ery of benefi ts. Th e most important change focuses on the business changes, 
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wherein the focus is on how the business at large must change to (i) receive the 
benefi ts; and (ii) sustain the benefi ts.

Communication is essential among all the role players to ensure that the 
appropriate changes are made. It is the responsibility of the benefi ts or busi-
ness owner to ensure that these changes occur. Changes might include new 
or altered processes, new ways of working, and even a change in the business 
culture. Regardless of the change, each change should be implemented in full 
to realise the maximum benefi t.

8.7 Benefi ts Realisation Management Maturity

Th e ultimate goal of BRM is to deliver on all the identifi ed benefi ts and ensure 
that these benefi ts are sustained. Th is can only be accomplished when there is a 
level of BRM maturity within the organisation. Th e Boston Consulting Group 
(2016) highlighted that organisations that are BRM mature are 1.6 times more 
likely to realise the identifi ed benefi ts and up to three times more likely to 
achieve return on investment (ROI) on individual projects. 

Unlike normal maturity models, BRM maturity does not go through phases 
or levels, but rather focus on building blocks that need to be in place. Th ree 
building blocks have been identifi ed thus far:

 1. Managing the project portfolio: Chapter 6 highlighted the notion that 
the success of a project is not determined on the triple constraint but 
rather on a continuum. Th e achievement of business and strategic success 
is the ultimate level of success. Th is is typically measured in terms of the 
value that benefi ts realised. Portfolios should take benefi ts into considera-
tion during the identifi cation of portfolio components. Benefi ts realisa-
tion should become an integral part of portfolio management.

 2. Creating a dedicated space for dialogue: Communication is one of 
the knowledge areas within the PMBOK ® Guide (PMI, 2017), and it 
indicates the importance of communication within the P3 disciplines. 
Within the realm of BRM, communication or meaningful dialogue 
should take place between all four of the major role players. Results 
indicate that the involvement of benefi ts or business owners, project 
managers, and executives contribute to 64% of the factors leading to suc-
cessful benefi ts realisation. Th is implies that continuous dialogue must 
take place between these three role players to ensure that the strategies 
(executives) are translated into projects (business owners) and benefi ts are 
implemented and realised (project managers). Th is continuous dialogue 
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identifi es potential risks and issues that might have an impact on the full 
realisation of the benefi ts.

 3. Establishing the right conditions for success: Organisational leaders 
should ensure that the right conditions are in place to optimally realise 
benefi ts. Emphasis should be given to the following conditions. Th e fi rst 
is the behaviour of all the role players. Th e focus should be on the fre-
quent assessment of projects, making sure that (i) they will still deliver 
benefi ts; and (ii) the projects are still aligned with organisational strate-
gies. Second, project managers must have the right skills—that is, tech-
nical skills are just not enough anymore. Project managers need to be 
skilled in leadership as well as strategic management. Th is allows them to 
see the bigger picture, as well as the role that the project fulfi ls within the 
larger realm of the organisation.

Chasing for a mythical maturity level fi ve is not the goal when it comes to 
BRM maturity. Th e goal is to ensure that organisational leaders display a level 
of maturity that is conducive to the delivery and sustainment of benefi ts.

8.8 The Executive’s Role in Realising Benefi ts

Th e realisation of benefi ts plays such an important role that executive manage-
ment cannot ignore it. More importantly, executives should be more involved 
in the management of benefi ts realisation than with project management. 
Executives are involved in the justifi cation of a project through the business 
case, which promises benefi ts to the organisation at large. It is evident from 
Figure 8-2 where the sponsor and business owner are involved throughout the 
BRM process. Executives can engage in this process through the responsibilities 
delineated in the following sections.

8.8.1 Criteria for Benefi ts Analysis and Grouping

Problems downstream are usually caused by some a lack of planning and com-
mitment upstream. Th is is especially the case with BRM. It is of utmost impor-
tance that benefi ts are properly identifi ed and mapped to the relevant business 
objectives. Th is identifi cation and mapping cannot occur if there is no clear guid-
ance on how benefi ts should be identifi ed and classifi ed. Th is can only be done if 
there is a formal process in place to identify benefi ts. Executives should play their 
part in making sure that a well thought-through benefi t profi le exists for each 
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and every benefi t and that a BDN is constructed for each project. Th is ensures 
that benefi ts are properly identifi ed right at the beginning of the project and thus 
makes it easier to manage the benefi ts through delivery and sustainment.

8.8.2 BRM Responsibility and Accountability

Executives must make sure that the roles and responsibilities are clearly defi ned 
within the BRM process. Unlike a project in which the project manager and the 
project team assume most of the responsibilities, the BRM process involves the 
business from the onset of the project. Who is responsible for benefi ts identifi ca-
tion, benefi ts management, benefi ts delivery, and, ultimately, benefi ts sustain-
ment must be clearly defi ned. Everyone plays a role in the BRM process, but 
ultimate accountability can only be with one individual, and the executives must 
ensure that benefi ts realisation is linked to a specifi c role. Just as a new CEO 
of an organisation must take ownership of his or her predecessor’s decisions, so 
should a new business owner take accountability for benefi t sustainment. In 
other words, the responsibility and accountability of benefi ts realisation does 
not lie with an individual, it lies with a specifi c role within the organisation. 
It is the incumbent of that role that must make sure that benefi ts are realised.

8.8.3 Integrating the BRP into the Project Plan

Are the benefi ts realisation plan and the project plan two separate plans? Th is 
is one of the concerns to address. Th e impression is created that benefi ts reali-
sation is managed outside a project. Th is is not the case, and BRM should be 
part and parcel of any project. It begs therefore that the BRP is incorporated 
into the project plan. Th e implication is that the project manager must manage 
the benefi ts through the project life cycle, as per Figure 8-2. A further implica-
tion is that the merged plan ceases when the project is completed. Th e business 
owner must then take ownership of the delivered benefi ts and determine how 
the bene fi ts will be sustained during normal operations. What is evident is that 
there cannot be two separate plans.

8.8.4 Change in Culture

Incorporating BRM into an organisation is a culture change. Executives must 
make sure not only that they initiate this new culture but also that this cul-
ture is then imbedded into the organisation. Without a culture of BRM, the 



Benefi ts Realisation Management 147

optimum delivery and sustainment of benefi ts will not be achieved. Executives 
need to actively support BRM, and more importantly, be more transparent in 
their decision making.

8.8.5 Take a Strategic View of Benefi ts

Cooke-Davies (2016) states that benefi ts should be the centre of portfolio, pro-
gramme, and project management. Th e reason is that benefi ts are the underlying 
success factor for strategic success. Projects deliver benefi ts, which are used to 
determine whether value was created. When benefi ts are viewed in departmen-
tal silos, then the full potential of benefi ts is not optimally realised. Executives 
must change the culture where benefi ts are realised in silos. When a strategic 
or holistic view is taken with regard to BRM, then the potential for optimum 
benefi ts realisation increases. BRM begs to be part of portfolio management, 
where it can be used to optimise the portfolio.

8.9  Conclusion

Th is chapter highlights the importance of benefi ts realisation management 
(BRM) within the disciplines of portfolio, programme, and project manage-
ment. Th e chapter starts with a view of BRM in general, what the challenges are 
to successfully implement BRM, as well as the process of BRM. Th e roles and 
responsibilities are highlighted because there is confusion around who must do 
what. Within the benefi ts realisation process, certain individuals have a clear 
role to fulfi l. Th e benefi ts profi le and associated benefi ts dependency network 
(BDN) are discussed, indicating the information that is needed for each identi-
fi ed benefi t. Th ree building blocks are identifi ed that can assist organisational 
leaders in achieving a more mature state of BRM. Th e chapter concludes with 
an overview of the executive’s role in BRM. 

Th is chapter highlights the importance of BRM within organisations. BRM 
is, at the end of the day, the vehicle that delivers value. Th rough value creation, 
the strategies and business objectives are realised. As BRM is important, it can-
not be managed as a separate process and should be incorporated into port-
folio, programme, and project management. Benefi ts are used to determine the 
project portfolio, and the benefi ts realization plan (BRP) is incorporated into 
the project plan. BRM should become part and parcel of project management, 
and a culture change is needed to give BRM a rightful place when it comes to 
managing programmes and projects. What the chapter highlights is that BRM 
is not an option but that it is actually compulsory.
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Th e project life cycle has changed. Executives need to realise that the project 
life cycle extends into benefi ts delivery and benefi ts sustainment. Th is, in itself, 
poses challenges to the way projects are managed as the life cycle extends into 
operations. Th e positive side is that projects are therefore integrated into the 
entire organisational system and cannot be divorced from operations.
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Chapter 9

Sustainability in 
Project Management

~ Th e great challenge of the twenty-fi rst century is to raise people everywhere to a decent 
standard of living while preserving as much of the rest of life as possible. ~

— Edward O. Wilson*

Sustainability, sustainable development, global warming, and corporate social 
responsibility. Th ese are terms that are fl ying around boardrooms all over the 
world. Yet there is no general consensus about what they mean, what the impact 
is of sustainability on the organisation and, for that matter, project manage-
ment, and where it fi ts in the whole debate over global warming. Regardless, 
projects are initiated and implemented within organisations where sustainabil-
ity is on the corporate agenda. Th is implies that project managers should also 
have sustainability on their agendas. Th e major question is whether sustain-
ability is one of the main agenda topics or is just one of the addendum items, 
for noting.

To determine whether sustainability should be a main agenda topic or an 
addendum, this chapter focuses fi rst on the notion of sustainability development, 
sustainability, and all associated defi nitions. Various standards and guidelines 
are also discussed. Th e second and third sections focus in-depth on incorporat-
ing sustainability into project management, and in doing so, ask the question 
whether P3 managers need new competencies with regard to sustainability. Th e 
fourth section addresses the notion of maturity and that project manager should 

* Retrieved from https://www.goodreads.com/author/quotes/31624.Edward_O_Wilson 

https://www.goodreads.com/author/quotes/31624.Edward_O_Wilson


152 Realizing Strategy through Projects: The Executive’s Guide

be passionate about sustainability and not just complying with bare minimum 
legislation. Th is chapter concludes with a presentation of a sustainability model 
and the role that executives play in creating a project management sustainability 
way of working.

9.1 Defi ning Sustainability

Various concepts and defi nitions are used interchangeably when sustainability 
is discussed. Sustainability development (SD) focuses on the Brundtland defi ni-
tion, which states that SD is “development that meets the needs of the present 
without compromising the ability of future generations to meet their own needs” 
(World Commission on Environment and Development [WCED], 1987, p. 41). 
Sustainability itself focuses on three dimensions—economic (profi t), environ-
mental (planet), and social (people) (Silvius et al., 2012). Th is implies that when 
organisational leaders want to implement any change in the organisation, this 
change must consider these three dimensions within the defi nition of SD. 
Sustainability and SD must not be confused with corporate social responsibility 
(CSR). CSR refers to business practices involving initiatives that benefi t society 
(Marcelino-Sádaba, González-Jaen, & Pérez-Ezcurdia, 2015). Some CSR prac-
tices can be perceived as a public relations exercise when organisational leaders 
support a charity. On the other hand, when organisational leaders really focus 
on reducing gas emissions at a factory that are close to a town, then it is also 
perceived as CSR.

Defi ning sustainability is easy, but incorporating sustainability into the 
normal day-to-day running of an organisation is not that easy. Benn, Edwards, 
and Angus-Leppan (2013) are of the opinion that organisational leaders bat-
tle to understand how to address this phenomenon. Th e opposite is also true 
when organi sational leaders actually do integrate sustainability into all three 
manage ment levels of the organisation. Th e success or failure of sustainability is 
highly dependent on whether organisational leaders understand sustainability 
and whether they embrace it (Th omas & Lamm, 2012). Sustainability cannot 
be addressed within an organisation when the silo mentality still exists. For 
sustainability to succeed, a holistic and integrative approach is required (Benn 
et al., 2013).

Th e three sustainability dimensions need to be in balance in order for 
organisa tional leaders to deliver on sustainable development. Th e challenge for 
organisational leaders is to incorporate sustainable principles not just at a stra-
tegic level but also at an operational level. Th is is done through the alignment 
of business and project activities with the principles of sustainable development 
(Hope & Moehler, 2014).
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9.1.1 Standards and Guidelines for Sustainability

Over the last couple of years, various organisations have published some guide-
lines that organisational leaders can use to address sustainability. Some provide 
principles or concepts that need to be addressed, wheras others provide guide-
lines on how to report and incorporate sustainability.

 1. United Nations Global Compact: Th e United Nations identifi ed 10 
principles within 4 groupings (United Nations Global Compact, 2014). 
Two principles are grouped under human rights. Principle 1 states that 
organisations should support and respect the protection of internation-
ally proclaimed human rights. Principle 2 states that organisations must 
ensure that they are not complicit in human rights abuses. Th e second 
grouping focuses on labour, with four principles. Principle 3 focuses on 
association, where organisations should uphold the freedom of associa-
tion and the eff ective recognition of the right to collective bargaining. 
Principle 4 states that all forms of forced and compulsory labour must be 
eliminated. Principle 5 focuses on the eff ective abolition of child labour, 
whereas Principle 6 states that discrimination in regard to employment 
and occupation must be eliminated. Th e third grouping focuses on the 
environment, with three principles. Principle 7 addresses the notion that 
businesses should support a precautionary approach to environmental 
challenges. Principle 8 focuses on the initiatives that organisations can 
undertake to promote greater environmental responsibility, and Principle 
9 encourages the development and diff usion of environmentally friendly 
technologies. Th e last principle and fourth grouping (anti-corruption) 
focuses on the fact that businesses should work against all forms of cor-
ruption, including extortion and bribery.

 2. Global Reporting Initiative (GRI): Th e GRI helps organisations and 
governments understand and communicate the impact of their business 
on critical sustainability issues—for example, climate change, human 
rights, and corruption (Global Reporting Initiative, 2011). Th e GRI 
works in cooperation with the United Nations Global Compact. Th e 
GRI Reporting Framework contains content that is specifi c to certain 
industries but also includes content that is generally applicable. When 
organisational leaders report on SD, they need to report on the follow-
ing performance indicators. Th ere are nine economic performance 
indicators grouped into three aspects—economic performance, market 
presence, and indirect economic impacts. Th ere are 30 environmental 
performance indicators, which are divided into (i) materials; (ii) energy; 
(iii) water; (iv) biodiversity; (v) emissions, effl  uents, and waste; (vi) products 
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and services; (vii) compliance; (viii) transport; and (ix) overall perfor-
mance. Th e overall social performance indicators are divided into 
six aspects—employment, labour/management relations, occupational 
health and safety, training and education, and diversity and equal oppor-
tunity, as well as equal remuneration for women and men. Nine aspects 
are reported for the human rights performance indicators: (i)  invest-
ment and procurement practices; (ii) non-discrimination; (iii) freedom 
of association and collective bargaining; (iv) child labour; (v) forced 
and compulsory labour; (vi) security practices; (vii) indigenous rights; 
(viii) assessment; and (ix) remediation. Th e society performance indica-
tors consist of fi ve aspects, which focus on local communities, corrup-
tion, public policy, anti-competitive behaviour, and compliance. Product 
responsibility performance indicators comprise the fi nal performance 
indicator, which focuses on (i) customer health and safety; (ii) product 
and service labeling; (iii) marketing communications; (iv) customer pri-
vacy; and (v) compliance. 

 3. ISO 26000/14001: ISO 26000 Guidance on Social Responsibility 
focuses on the contribution of CSR to sustainable development 
(International Organization for Standardization, 2010). Th is standard 
consists of seven clauses. Clauses one and two provide the scope, terms, 
and conditions. Clause three describes the important factors and condi-
tions that infl uence CSR as well as what it means and how it should be 
applied by organisa tional leaders. Clause four explains the principles of 
CSR. Clause fi ve focuses on how organisational leaders should recog-
nise CSR within the organisation and in subsequent engagement with 
the relevant stakeholders. Clause six explains the core subjects and asso-
ciated issues relating to CSR. Th e core subjects include topics such as 
human rights, labour practices, the environment, and fair operating 
practices. Clause seven provides guidance on the integration of CSR 
into the organisa tion. ISO 14001 is an international standard that sets 
out the requirements for an environmental management system. It helps 
organisations improve their environmental performance through more 
effi  cient use of resources and reduction of waste, gaining a competitive 
advantage, and the trust of stakeholders.

9.2 Sustainability in Project Management

Sustainability in project management should focus on incorporating the three 
dimensions (economic, social, and environmental) into the project life cycle. 
Sustainability should thus be integrated from the initiation phase right through 
to benefi ts realisation and sustainment. Just as benefi ts realization should be 
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integrated into the project life cycle, so should sustainability be incorporated into 
the disci plines of portfolio, programme, and project management. But apart from 
this, the product itself should also conform to the product responsibility perfor-
mance indicators and contribute to the overall sustainability of the organisation.

Despite the various international standards and guidelines, current project 
management standards fail to address sustainability issues (Hope & Moehler, 
2014). Th e PMBOK ® Guide briefl y mentions sustainability as a requirement that 
needs to be considered but does not add or provide any additional information on 
how to incorporate sustainability (Project Management Institute, 2013). Other 
standards and methodologies, such as the APMBOK and PRINCE2®, are also 
silent when it comes to incorporating sustainability into project management.

An analysis by Garies, Huemann, and Martinuzzi (2013) also indicates that 
sustainability is not explicitly addressed in the project management standards. 
Underlying values relating to sustainability are found in the various project 
management standards. Some of these values include ethics, social sensitiv-
ity, transparency, social responsibility, and honesty, as well as fairness. With 
the lack of guidance from project management standards, Silvius et al. (2012) 
devised a checklist that project managers can use to measure compliance within 
their project environment. Th is checklist is based on the three sustainability 
dimensions and is illustrated in Table 9-1.

Table 9-1 Sustainability in Project Management Checklist

Economic Dimension Social Dimension Environmental Dimension

ROI
Business agility

Society and customers
Labour practices and decent
 work
Ethical behaviour
Human rights

Water
Materials and resources
Transport
Energy
Waste

Note: Data derived from Silvius et al., 2012.

Each of the 11 checklist items has sub-items that need to be incorporated 
and checked. Th ere are 36 items that need to be checked and incorporated 
into the project life cycle. Th e checklist itself does not guarantee that sustain-
ability will be incorporated into project management. GPM® Global (2014) 
is of the opinion that the project’s product or deliverable should be the focal 
point when it comes to sustainability in project management. Th e product itself 
should adhere to the sustainability dimensions, but these dimensions should 
also be incorporated into the project life cycle, processes, and even the various 
knowledge areas. 

Project managers need to balance the three dimensions against the needs 
of the project and that of the larger organisation. Th is fi ne balancing act is 



156 Realizing Strategy through Projects: The Executive’s Guide

complicated by two additional considerations, as per Garies et al. (2013). Th e 
fi rst consideration is that the short-term goals of a project are in direct con-
fl ict with the long-term goal that the organisation must be sustainable. Project 
mana gers must make decisions based on what is best for the project while also 
taking into consideration what is best for the organisation in the long term. Th e 
second complication is that decisions and actions taken by the project manager 
have a direct impact on the local, regional, and global scene. Decisions and 
their consequences have a more far-reaching impact, and what seems to be a 
good decision for the project might have a negative impact on some community 
located at the other end of the world.

Reporting on sustainability also becomes an important aspect that project 
managers must consider. Sustainability reporting can become part of the nor-
mal status reports, but a comprehensive report needs to be submitted at the end 
of the project. Th is report can follow the guidelines of the GRI. Th e individual 
sustainability in project management reports can then be consolidated at a port-
folio management level into a comprehensive report highlighting how the port-
folio itself contributes to the organisation’s sustainability agenda. Incorporating 
and reporting on sustainability creates additional work for project managers. 
However, Deland (2009) states that there are some benefi ts derived by the proj-
ect manager from thinking about sustainability. Some of these benefi ts are that 
value is added to the project manager’s role, leadership and negotiation skills are 
developed, the visibility of the project manager is increased, and most impor-
tantly, it assists the project manager with new ways of thinking—for example, 
systems thinking and lean practices. 

Sustainability in project management, similar to benefi ts realisation manage-
ment (BRM), has an impact on the way that the portfolio and subsequent 
programmes and projects are managed. Sustainability in project management 
should be viewed in the same way that benefi ts are viewed, and a tool such as 
the benefi ts dependency network (BDN) can be used to create a sustainability 
impact network (SIN). Such a tool can provide all of the stakeholders with a 
comprehensive view of sustainability in the portfolio as well as how the various 
programmes and projects have an impact on each other’s sustainability agenda.

9.3 Sustainability in Project Management Competencies

Understanding sustainability and having models that guide project managers 
on how to incorporate the sustainability dimensions are of no value when the 
project manager does not have the required competencies to incorporate sus-
tainability. Silvius and Schipper (2014) opine that it is the responsibility of proj-
ect managers to realise sustainability, and therefore they should be competent in 
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sustainable development. It must be noted that none of the competency frame-
works explicitly address the notion of sustainability. Th e IPMA ICB® mentions 
sustainability as one of many competencies whereby project  managers can 
ensure that the project contributes to the mission and the sustainability of the 
organisation (International Project Management Association [IPMA], 2015). 
Sustainability is also addressed in the IPMA ICB® within the competencies of 
(i) compliance, standards and regulations; (ii) culture and values; (iii) personal 
integrity and reliability; and (iv) procurement.

Project managers should have the skills, competencies, and knowledge to 
change behaviour with regard to the three sustainability dimensions without 
“these changes merely being a reaction to existing problems” (de Haan, 2010, 
p. 320). In this publication, de Haan identifi es 12 competencies that can assist 
project managers in changing their behaviour, as follows:

 1. Knowledge should be gathered with an openness to a world in which new 
perspectives are continuously integrated.

 2. Project managers should think and act in a forward-looking manner.
 3. Knowledge should be acquired in an interdisciplinary manner.
 4. Project managers should be able to deal with incomplete and overly com-

plex information.
 5. Project managers should cooperate in decision-making processes where 

diff erent points of view concerning sustainable development are analysed, 
and where controversies are dealt with in a discursive manner.

 6. Project managers should be able to cope with individual problematic situ-
ations in which the impact of current actions is assessed as well as how the 
impact of current actions aff ects their own future of decision making.

 7. Project managers must participate in a collective decision-making processes.
 8. Th e project manager should be able to be an activist for sustainability and 

motivate the team members to also become activists.
 9. Refl ection is an important competence whereby the project manager 

should refl ect upon his or her own principles as well as those of the team 
members.

 10. Equity in decision making and planning should be embraced and promoted.
 11. Th e project manager should plan and act autonomously and should know 

and reconsider his or her own personal rights, needs, and interests to 
achieve sustainable development.

 12. Th e project manager should show empathy for and solidarity with the 
disadvantaged.

Th is list of competencies speaks directly to the core of who and what the project 
manager is and not necessarily to hard competencies, as described by the various 
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competency frameworks. Sustainable development competencies become a way 
of life and are assimilated into the way the project manager works.

9.4 Maturity Model for Sustainability in 
Project Management

Th e notion of maturity is prevalent within the project management discipline. 
Th e same applies to the maturity of sustainability within project management. 
Th e maturity of sustainability in project management can be measured at two 
levels. Th e fi rst level, as identifi ed by Silvius and Schipper (2015), focuses on 
the maturity of sustainability in project management, whereas the second level 
focuses more on the deliverable of the project and how the deliverable contrib-
utes to sustainability development (Hope & Moehler, 2014).

Project managers’ commitment to sustainability is determined at fi ve levels 
or stages. Th e levels move from reactive to proactive and illustrate the proj-
ect managers’ commitment to sustainability principles. Th e fi rst level is when 
project managers fail to even comply with prevailing regulations. Th e project 
managers are opportunistic and do not engage with the notion of sustainability. 
Level two is achieved when the project manager complies with all the rele-
vant environmental and social regulations. Th is level can be compared with 
level three of the project management maturity models (PMMM), where the 
basic processes are in place. Level three focuses on how project managers intro-
duce sustainability activities. It must be noted that these activities are based on 
individual project manager’s eff orts, and that it is not a holistic approach that 
is embraced by all project managers. Level four is reached when everyone in 

Figure 9-1 Maturity Levels of Sustainability in Project Management (Adapted 
from Silvius and Schipper [2015])

Children Face Tough Issues 

Children Face Tough Issues 
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the project management discipline (portfolio managers, programme  managers, 
project managers, and the project management offi  ce [PMO]) realises the 
importance of sustainability and the added value that they can gain from sus-
tainable activities and from integrating sustainability into the various projects’ 
strategies. Level fi ve is attained when projects also create a sense of responsibility 
to improve society and the environment and contribute to a better world (Silvius 
& Schipper, 2015). Th ese fi ve levels are illustrated in Figure 9-1.

Hope and Moehler (2014) are of the opinion that projects themselves can 
be categorised based on the level of sustainability composition. Four categories 
are identifi ed, as follows: (i) sustainable by defi nition; (ii) sustainable by project 
impact; (iii) sustainable by deliverable impact; and (iv) sustainable in general 
(Hope & Moehler, 2014, p. 363). Th ere is an overlap with the levels of Silvius 
and Schipper (2015) but with an additional focus on the impact of the product 
itself. Although project managers should incorporate sustainability principles 
into their respective projects, focus should also be on the impact of the deliver-
able on sustainability development. It must be noted that more time and eff ort 
is spent on a project when the project is labeled at a higher level or category. 

9.5 Project Management Sustainability Model

Th e previous section highlighted that to achieve a maturity level fi ve, sustain-
ability principles should be incorporated throughout the entire project life 
cycle. Regardless of the project management standard or methodology that is 
followed, sustainabilty, as with benefi ts, should be one of the concerns of a 
project manager.

Th e fi rst concern that needs to be addressed is how to incorporate the sus-
tainability dimensions into the various knowledge areas. Th e checklist provided 
by Silvius et al. (2012) can be used. A practical example is the knowledge area 
of Project Procurement Management. When decisions must be made on the 
procurement of materials, the following questions should be raised: What is 
the impact on the environment when the materials are transported? Was child 
or forced labour used to manufacture the material? What is the impact on the 
environ ment during the manufacturing of the specifi c material? Using the 
checklist as a basis, an awareness is created among the project team,  stakeholders, 
and sponsors of the sustainability dimensions. Th is awareness should eventually 
lead to a point at which maturity level fi ve is reached, where sustainability is the 
purpose and passion. Each knowledge area can be scrutinised using the check-
list as a basis to consider as one works to achieve level fi ve.

Second, to achieve mature project management sustainability levels, the sus-
tainability dimensions should be incorporated into the life cycle and processes 
of the project. Looking at sustainability from a knowledge area perspective 
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creates a once-off  view, but when sustainabiltity is viewed as part and parcel 
of the entire project life cycle, then sustainability is embedded into the entire 
project. Th e ultimate goal is to report on sustainability at the end of the project 
using the GRI as a guideline.

Th e third concern is whether the deliverable of the project itself contributes 
to the sustainability of the organisation. A sustainable organisation is achieved 
when the ultimate benefi t and deliverables of the various programmes and proj-
ects contribute to the sustainability of the organisation. Figure 9-2 provides a 
simplifi ed project management sustainability model.

Th e three sustainability dimensions feed or are incorporated into the proj-
ect life cycle. Th e project life cycle consists of the various project management 
(PM) processes and knowledge areas. Th e sustainability in project management 
checklist can be used to determine how sustainability should be incorporated 
or addressed during the project life cycle. At the end of the project life cycle, 
a deliverable is introduced into the organisation. Th is deliverable introduces 
change and benefi ts to the organisation, and the ultimate goal should be that the 
various project deliverables contribute to the sustainability of the organisation. 

9.6 The Executive’s Role in Sustainability 
Project Management

A positive relationship exists between eff ective corporate governance and sus-
tainability development (Aras & Crowther, 2008). In order for sustainability to 
fi lter down the organisational hierarchy and fi nd a rightful place in the manage-
ment of the project portfolio, executives must ensure that they abide and adhere 
to the principles of corporate governance. Sustainable development should then 
become a way of working within the organisation. With regard to projects and 
project management specifi cally, executives can push the sustainability agenda 
in various ways.

9.6.1 Promote the Sustainability Agenda

Th e very fi rst thing that executives should do is to place SD on the organisational 
agenda. SD should be an agenda item that receives a high level of attention as 
well as the necessary funding. Th e principles of SD should be embraced by the 
executives. Th ey should not merely pay lip service to these principles to keep the 
environmentalists satisfi ed. Recycling is an excellent example. Collection  holders 
for recycled paper should be placed all over the organisation, and a life style of 
recycling should be inculcated. When sustainability is high on the corporate 
agenda, then it will naturally fi nd its way to the project management agenda.
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9.6.2 Integration of Sustainability into P3 Discipline

Just as SD should be an organisational agenda item, it should also be part of 
the P3 agenda. Just incorporating sustainability into project management is 
not enough. SD should be part of the entire discipline, and executives should 
focus on two aspects. Th e fi rst aspect is that portfolio, programme, and project 
managers should be knowledgeable about sustainability. Th is might imply some 
training or awareness, but the P3 managers cannot be oblivious of sustainability. 
Th e second aspect that executives can enforce is to ensure that SD is addressed 
at all levels of portfolio, programme, and project management. Just as there is a 
sustainability checklist for project management, there should be a checklist for 
portfolio and programme management as well. Addressing SD at all three levels 
ensures that the sustainability agenda is promoted within the discipline as well 
as within the organisation at large.

9.6.3 Enable P3 for Maturity Improvement

SD should mature from pre-compliance or compliance levels to a maturity level 
at which everyone involved in projects and project management are passionate 
about sustainability and the role they can play in promoting SD. Gaps need 
to be identifi ed, highlighted, and rectifi ed to ensure the attainment of matu-
rity level fi ve. In contrast with project management maturity (PMM), where a 
maturity level three is good enough, a maturity level four or fi ve is preferred in 
the case of sustainable project management. Each project is measured based on 
its sustainability dimensions and to what extent the various aspects have been 
addressed, given the fi ve maturity levels. Identifi ed areas of non- compliance 
should be addressed through training, awareness, and, most commonly, through 
a change of attitude. 

9.6.4 Sustainability Reporting

Executives must report on an annual basis on SD. Th is compliance must be 
pushed down to programme and project managers. Reporting on sustainabil-
ity in projects must be compulsory and should be one of the success criteria. 
Th e reporting should be based on the GRI guidelines. Sustainability reporting 
will create an additional workload for project managers. But when executives 
take SD seriously, then sustainability reporting should be addressed. It must be 
made clear that sustainability reporting forms part of the larger picture and that 
reporting is compulsory and not just a nice-to-have. 
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9.6.5 Competencies in SD

Th e previous chapters highlighted the importance of the various competen-
cies that project managers should master. Th e competencies highlighted in 
this chapter diff er from the more technical type of competencies that were dis-
cussed earlier. Executives should ensure that portfolio, programme, and project 
managers should gain the necessary competencies in SD. Unfortunately, these 
competencies are not that easily acquired or mastered. Th e competencies high-
lighted by de Haan (2010) are not learned by going to a course and getting certi-
fi ed based on it. Th ese competencies are almost a way of life and speak directly 
to the nature and soul of the project manager. Th ese competencies bloom under 
the ideal situation in which sustainability is part of the organisational culture. 
Where the culture is based on profi ts only, then these competencies will not 
fl ourish. It is thus the duty of the executives to create an environment in which 
sustainability is cherished. In their special report on sustainability, Kiron et al. 
(2013) highlighted 10 capabilities that distinguish organisations leading in SD. 
Th ese capabilities can only be initiated at an executive level, which implies that 
the sustainability agenda is driven from the top and that executive support is 
compulsory for sustainability in project management.

9.7 Conclusion

Th is chapter highlights the notion of sustainability in project management (PM). 
Although various publications and research studies indicate the importance of 
sustainability, sustainability itself is not addressed in the current project manage-
ment standards and methodologies. Th e fi rst section focuses on general defi ni-
tions of sustainability and the various standards and guidelines that can assist 
an organisation to incorporate sustainability into the organisation. Th e second 
section focuses specifi cally on sustainability in project management. Th e check-
list of Silvius et al. (2012) is presented as a way to incorporate sustainability. 
To incorporate sustainability into project management, project managers must 
have certain competencies, and this chapter highlights that these competencies 
cannot be taught but are actually a way of life. Th e notion of maturity was also 
addressed, where the idea is to move away from compliance to a stage or level 
at which sustainability forms part of an integrated strategy. A conceptual model 
indicates that sustainability should be addressed across the entire value chain 
and not just within the formal project management process. Th e project deliver-
able must be sustainable and contribute to the sustainability of the organisation.

Sustainability is not a choice anymore, and portfolio, programme, and proj-
ect managers should realise that this is another aspect that needs to be added 



164 Realizing Strategy through Projects: The Executive’s Guide

to the overall complexity of a project. Project managers must familiarise them-
selves with sustainability and how to incorporate it into the project manage-
ment life cycle. Th ey should also realise that the sustainability of their projects 
and project deliverables contribute to the overall sustainability of the organisa-
tion. Just as benefi ts contribute to the overall well-being of the organisation, so 
does sustainability contribute to the overall well-being of the organisation.

In a world in which normal citizens expect organisations to be responsible 
corporate citizens, sustainability is perceived as the yardstick to measure this 
responsibility. Projects per se contribute to the organisation’s responsible cor-
porate citizenship, but this can only be achieved if projects are managed in a 
sustainable way.
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Chapter 10

Project Governance 
and Auditing

~ Th e time is always right to do right. ~

— Martin Luther King, Jr.*

Th is chapter focuses on doing the right thing in the project environment within 
the larger realm of corporate governance. Corporate governance is a topic of 
discussion after all the various scandals that have plagued the corporate scene. 
It is therefore logical that this discussion fl ows over into project governance. 
Th is discussion is especially important when large infrastructure projects are 
implemented, such as the Panama Canal expansion or the Marmaray Tunnel in 
Turkey. Although the temptations are greater within large infrastructure projects, 
a culture of governance should be instilled in each and every project, regardless 
of size and cost. Th e focus should be to always do right, even with extenuating 
circumstances. Th e concepts of benefi ts realisation management (BRM), sus-
tainability development (SD), and governance are interlinked, and a breakdown 
in one concept will have a negative impact on the other two concepts. 

Th is chapter is divided into two parts. Th e fi rst part focuses on project 
governance, and the second part focuses on project auditing. Th e relationship 
between corporate governance and project governance is addressed in the fi rst 
section. Th e second section focuses on project governance and its relation to the 
governance of project management and governmentality. Th e third and fourth 

* Retrieved from https://www.brainyquote.com/quotes/quotes/m/martinluth106169.html

https://www.brainyquote.com/quotes/quotes/m/martinluth106169.html
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sections focus on project governance and project success rates and the respec-
tive roles and responsibilities. Th e fi fth section provides a project governance 
framework. Th e sixth section introduces the second part and focuses on project 
auditing. Th is is followed by a discussion on the various types of project audits. 
A model for continuous project assurance is provided in section eight, and the 
chapter concludes by the positive role that executives can play in the establish-
ment of a project governance and auditing culture.

10.1 Corporate and Project Governance

Th e need for corporate governance emerged from the expansion of mercantile 
and business operations, stretching from the 14th century traders to the modern 
conglomerates of the 21st century (Clarke & Branson, 2012). With the advent 
of registered public and private organisations, legislation in various countries 
requires that the fi nancial position and activities of organisations are reported 
and disclosed to shareholders. Th is is done by way of implementing formal 
audit practices. Various defi nitions and interpretations of corporate governance 
exist—for example, the World Bank perceives corporate governance as a way to 
maximise value subject to meeting the organisation’s fi nancial and other legal 
and contractual obligations (Iskander & Chamlou, 2000). Corporate gover-
nance is also seen as the establishment of structures and processes with the 
appropriate checks and balances that enable directors to discharge their legal 
responsibilities (Institute of Directors Southern Africa, 2016). 

To ensure that corporate governance is being implemented, various coun-
tries introduced legislative measures or guides for corporate governance. After 
the corporate collapses of the 1980s, governance codes were established by way 
of combining corporate legislation, exchange rules, accounting standards, and 
organisational law. Various perspectives exist that address corporate governance 
issues. Th e major reports or perspectives are as follows:

• Cadbury Report: Th is report, offi  cially known as Financial Aspects of 
Corporate Governance, provides recommendations on the arrangement of 
company boards and accounting systems to mitigate risks and failures 
associated with corporate governance (Cadbury, 1992, 2002).

• Organisation for Economic Co-operation and Development (OECD): 
Th is report focuses on six principles that “are intended to help policy-
makers evaluate and improve the legal, regulatory, and institutional 
framework for corporate governance, with a view to support economic 
effi  ciency, sustainable growth and fi nancial stability.” (OECD, 2015, 
p. 9). Th e six principles focus on (i) the corporate governance framework; 
(ii) the rights and equitable treatment of shareholders and key ownership 
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functions; (iii) institutional investors and stock markets; (iv) stakeholders; 
(v) disclosure and transparency; and (vi) the responsibilities of the board. 

• Sarbanes–Oxley Act of 2002: Th is act was enacted as a reaction to a 
number of major corporate and accounting scandals. Th ere are 11 sec-
tions that prescribe the responsibilities of the board of directors of private 
organisations (Moeller, 2008). Th ese 11 sections are (i) the establishment 
of a Public Company Accounting Oversight Board; (ii) auditor indepen-
dence; (iii) corporate responsibility; (iv) enhanced fi nancial disclosures; 
(v) reporting of confl ict of interests; (vi) the authority and resources of 
the Securities and Exchange Commission (SEC); (vii) studies and reports; 
(viii) corporate and criminal fraud accountability; (ix) the enhancement 
of white collar crime penalties; (x) corporate tax returns; and (xi) the 
accountability of corporate fraud (Maurizio, Girolami, & Jones, 2007). 

• King IV: Th is South African report contains principles as well as recom-
mended practices aimed at strengthening corporate governance (Institute 
of Directors Southern Africa, 2016). Th is report focuses on four areas. 
Th e fi rst area highlights the governing body’s primary governance role 
and responsibilities. Th e second area discusses 17 principles that focus on 
the journey of eff ective corporate governance. Practices that support and 
give eff ect to the principles form the third area. Th e fourth area covers the 
actual governance outcomes. Th ese are benefi ts that organisations could 
realise through eff ective governance, including an ethical culture, perfor-
mance standards, eff ective control, and legitimacy.

Th ese various corporate governance reports highlight the importance of gover-
nance as well as stress the diff erent approaches that countries and regions apply. 
At the end of the day, it is a balancing act between doing things right, on the 
one hand, and creating profi ts and value for the stakeholders, on the other hand. 

Project governance should be seen in relation to corporate governance, 
where corporate governance informs and guides project governance (Müller, 
2009; Project Management Institute [PMI], 2016). If project governance is a 
subset of corporate governance, then the same logic should apply in that project 
managers should do the right thing within the project while taking the project 
stakeholders into account. Th e next section investigates the notion of project 
governance and the various defi nitions that are used.

10.2 Defi ning Project Governance

In spite of research into the phenomenon of project governance, various authors 
agree that there is still no generally agreed-upon defi nition for it (Bekker, 2014; 
Brunet & Aubry, 2016). To make matters even worse, the concepts of project 
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governance, governance of projects, governance of project management, as well 
as governmentality, are sometimes used interchangeably or in the wrong con-
text. Müller (2009) claims that the aim of project governance should be that all 
projects are delivered in a consistent and predictable way. Chapter 3 highlights 
that projects should be aligned to the organisational strategy, and project gover-
nance is the vehicle to ensure that this occurs. PMI (2016) provides a broader 
defi nition by stating that project governance comprises the framework, func-
tions, and processes that guide the various project management activities. At 
the end of the day, project managers should deliver a product or service with the 
knowledge that they always did the right thing to the best of their knowledge. 
Turner (2006, p. 93) defi nes project governance as the “structure through which 
the objectives of the project are set, as well as the means to attain these objec-
tives and to monitor the performance against these objectives.” It is evident from 
these three defi nitions that there must be a structure in place, and this structure 
should guide the various project activities in order to deliver a successful project.

Project governance should not be confused with the governance of projects. 
Th e governance of projects is at a portfolio or programme management level—
focusing on how projects are selected, coordinated, and controlled (Badewi, 
2016). Th e governance of projects refers to portfolio and programme governance.

10.2.1 Governance of Projects versus Project Governance

Th e governance of projects focuses on the extent to which organisations are 
run through projects. Müller et al. (2016) reviewed the current literature and 
stated that the governance of projects is the way that organisational leaders 
govern groups of projects within the organisations. Th is therefore implies that 
the governance of projects occurs at a more strategic level—that is, portfolio 
and programme management—whereas project governance occurs more at the 
operational level—that is, project management. Bekker (2015) adds more com-
plexity to the notion of project governance and distinguishes between three 
levels of project governance. Th e fi rst level focuses on project governance within 
a specifi c organisation, whereas the second level focuses on governance between 
two or more companies. Th e third level tends to view projects as temporary 
organisations that defi ne appropriate governance frameworks within which 
various project decisions should be made. 

10.2.2 Governmentality

Governmentality means managing the perceptions, attitudes, values, and culture 
needed to govern and direct projects in order to deliver project value (Badewi, 
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2016). Governmentality is also described as the way to govern (Lemke, 2015). 
In addition, governmentality focuses on the rationale for project governance 
as well as the various attitudes that exist towards project governance (Müller, 
Zhai, & Wang, 2017). Th e focus is on the attitude that organisational leaders 
and project managers display toward governance in general and project gover-
nance specifi cally. When project managers have a low governmentality, then 
the chances are good that project governance will not be adhered to within the 
project. Th e ideal situation is one in which project managers portray a high level 
of governmentality. Th ere are three approaches to governmentality—authori-
tarian, liberal, and neo-liberal (Müller et al., 2016). When project managers 
follow the authoritarian governmentality approach, they enforce process com-
pliance and rigid governance structures. Th e liberal governmentality approach 
emphasises the control of the project outcomes within a clearly defi ned but 
fl exible governance structure. Th e neo-liberal approach ensures that the team 
members’ values are in line with the values of the project. Th is alignment fosters 
self-control within a governance structure.

10.3 Project Governance and Project Success

Implementing project governance and all the associated controls and frameworks 
comes at a cost. It either adds complex layers of approval, which causes delays, or 
there might be a direct cost involved. Th e question that often arises is whether 
adhering to project governance is benefi cial to the project and the organisation 
at large. Apart from the honourable aspect regarding whether organisational 
leaders and project managers should do the right thing, researchers have found a 
positive relationship between project governance, governmentality, and project 
success. Bekker and Steyn (2008) determine that project success improves when 
there is a governance structure in place and when the organisational leaders 
adhere to governance principles or governmentality. Joslin and Müller (2016) 
determine in their studies that project governance is actually the antecedent for 
project success. Th erefore, a direct link between project governance and project 
success does not necessarily exist, but project governance creates an environ-
ment in which it is easier to improve the success of a project. Th e focus should 
be on the outcome of the project itself and not necessarily on the controls and 
processes. At the end of the day, project governance takes a mediating role.

10.4 Project Governance—Roles and Responsibilities

Project governance is advocated when everyone involved in the project under-
stands their respective roles and responsibilities. PMI (2016) is of the opinion 
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that the key roles and responsibilities are that of the governing body, the project 
sponsor, the project manager itself, the project management offi  ce (PMO), as 
well as other key stakeholders.

10.4.1 Governing Body

Th e governing body usually consists of executives from the various divisions 
that are directly involved with projects. Th ese individuals are already familiar 
with the notion of corporate governance. Th ey are responsible for oversight and 
ensuring that the project is aligned with the organisational strategies and objec-
tives. Th ese individuals are not directly involved in the day-to-day governance 
issues but provide guidance on oversight, control, integration, and decision 
making. Th e specifi c responsibilities include but are not limited to establishing 
project governance policies and processes, ensuring project alignment with the 
organisational strategies and objectives, and, ultimately, approving the closure 
or termination of a project. Th ese responsibilities should be in line with the 
responsibilities and duties of corporate governance. 

10.4.2 Project Sponsor 

Th e role of the project sponsor is to provide the necessary resources when and 
as they are required. Th e project sponsor is usually a member of the governing 
body and should actively support project governance. Th e main responsibilities 
of the project sponsor can be summarised as follows:

• Th e sponsor should ensure that there is alignment between the project’s 
strategy and that of the organisation.

• Th e sponsor should continuously monitor and control the project’s deliver-
able as to ensure project success.

• Th e project sponsor is also responsible for the removal of any barriers or 
obstacles that might have a negative impact on project success.

10.4.3 Project Manager

Th e project manager liaises directly with the governing body and the project 
sponsor with regard to project governance. Th e project manager ensures that the 
governance functions and processes are adhered to as well as implemented. Th e 
project manager’s responsibility is not just an oversight role but also that of con-
trol. Th e overall role of the project manager is to ensure that there is compliance 
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with the various governance principles. Some of the main responsibilities of the 
project manager include the following:

• Ensure conformance of the project to governance policies and processes. 
Th is implies that the project manager must have knowledge of project as 
well as corporate governance, thus ensuring alignment between both.

• Act as the principle liaison between the project sponsor, the governing 
body, and the project team. Th is liaison focuses on project-related con-
cerns and issues.

• Manage and control the various project management activities and pro-
cesses in such a way that it ensures project success.

10.4.4 Project Management Offi ce

Th e role of the PMO was discussed in Chapter 7. Th e PMO’s role in terms of 
project governance is to ensure adherence to project governance standards and 
processes and that these are successfully implemented by the project manager. 
Th e PMO should support the project manager through the standardisation of 
the governance process. Th is standardisation enables project managers to do 
the right thing in every project and thus improve the governmentality of the 
project environment.

Project governance is the responsibility of everyone who is involved in or 
touched by a project. It is not the sole responsibility of the project manager, and 
everyone must understand his or her specifi c role and associated responsibili-
ties. When everyone performs his or her roles and responsibilities, then project 
governance is improved.

10.5 Project Governance Framework

One of the main determinants of project success is an eff ective project gover-
nance structure or framework. Badewi (2016) is of the opinion that an eff ective 
project governance framework is a main contributor to project success. A proj-
ect governance framework is described as an authoritative structure comprising 
processes and rules that ensure project success (Brunet & Aubry, 2016). Too 
and Weaver (2014) devised a project governance framework that consists of 
three levels. Th e fi rst level is the governance system, which focuses on corpo-
rate governance and compliance. Th e second level focuses on the management 
system in which the alignment between strategy, corporate governance, and 
project governance is addressed. Th e third level is labeled the project delivery 
system in which the emphasis is on the delivering of the right project within 
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the portfolio. PMI (2016) provides more details outlining what a project gover-
nance framework should comprise. According to PMI, a project governance 
framework consists of four governance domains with specifi c functions and 
processes that need to be adhered to during project implementation.

10.5.1 Governance Domains

Th ere are four governance domains within the project governance framework. 
Th e fi rst domain focuses on alignment. Th e focus within this domain is on the 
internal alignment of project governance. Th e idea is that the various gover nance 
roles oversee the project’s alignment with the overall organisational strate gies 
and within the portfolio. Th e second domain focuses on risk management, and 
a project should be monitored and audited based on risk exposure. Th e third 
domain emphasises the project’s overall performance. Th is domain enables the 
project manager to collect the necessary performance information and report 
on a regular basis on the performance of the project. If this is done properly, 
then there should be no surprises with regard to projects being late or over-
budget. Th e last domain is that of communication. Th e plan should describe 
when and how elements of the project should be communicated to the vari-
ous stake holders. Th is governance domain incorporates the project communi-
cations management knowledge area (PMI, 2013).

10.5.2 Governance Functions

Within the realm of project governance, certain functions need to be performed 
on a daily basis. PMI (2016) defi nes four major functions that need to be per-
formed. Th ese project governance functions are oversight, control, integration, 
and decision making. Project governance oversight focuses on the provision 
of guidance, direction, and leadership to the project team. Project governance 
control concentrates on the day-to-day management of the project and includes 
the monitoring, measuring, and reporting on project activities. Project gover-
nance integration focuses on the entire portfolio and determines how the vari-
ous programmes and projects are integrated. Th e decision-making function 
emphasises the various structures and roles that need to be in place to enhance 
project governance.

In their research fi ndings, Brunet and Aubry (2016) conclude that an 
eff ective project governance framework leads to effi  ciency within the project, 
it provides legitimacy to the project, and it creates accountability for all the 
project stakeholders. 
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10.6 Contextualising Project Governance

Figure 10-1 provides clarity on how the various concepts are linked together.
A clear distinction should be made between the governance of projects and 

project governance. Project governance focuses on project management, and 
the governance of projects focuses on portfolio and programme management. 
Th e input into project governance and the governance of project management 
is governmentality. Without the notion of doing things right, no governance 
structure is going to work. Governmentality is institutionalised, and the higher 
the level of governmentality, the better the chances that project governance and 
the governance of projects will be performed.

Project governance and the governance of projects do not function in isola-
tion. Both project governance and the governance of projects are guided by 
corporate goverannce and should be governed within the realm of corporate 
governance. A project manager should therefore align project governance to 
corporate governance as well as within the broader concept of the governance 
of projects. Corporate governance, the governance of projects, as well as project 
governance, are all guided by the vision and strategies of the organisation.

Th e second part of this chapter focuses on project audits and assurance.

10.7 Project Auditing

Th e notion of auditing is based on the following principles: (i) a critical exami-
nation to establish accuracy, truthfulness, completeness, and compliance; (ii) a 
systematic process; (iii) the evaluation of evidence assertions about the business 
actions; (iv) the fair presentation of the evidence that indicates performance; 
and (v) compliance and communication of the results. Various types of audits 
exist, and one specifi c type of audit is the project audit.

According to Reusch (2011), the purpose of a project audit is to determine 
whether a project meets the strategic requirements. Projects should also be 
auditable in regard to their compliance with statutory, regulatory, and corporate 
guidelines. Project auditing can form part of the normal project management 
process in which the focus is on ensuring that the project team and the project 
manager have put in place both business and technical processes that are likely 
to result in a successful project (McDonald, 2002).

10.7.1 Defi ning Project Auditing

Just as there is no common defi nition of project governance, is there no com-
mon defi nition of project auditing. PMI itself does not provide a defi nition for 
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project auditing, but it does mention that project audits should be performed. 
Within the PMBOK ® Guide, assurance is dealt with under the project quality 
management knowledge area. Th e emphasis is on whether the appropriate qual-
ity standard are used (PMI, 2013). Project assurance in PRINCE2® provides an 
audit trail that checks whether (i) the project delivers value to the organisation; 
(ii) the products meet the user’s needs; and (iii) high-quality products are deliv-
ered (Offi  ce of Government Commerce, 2009). 

Various authors and institutions defi ne project auditing, which can be sum-
marised as the process of reviewing the management of a project, evaluating 
project results, and the project’s compliance with project management stan-
dards in order to ensure project success (Hill, 2007; Huemann, 2004; Stanleigh, 
2009). Th e areas of common understanding in project auditing are:

• Examination: Th e assessment or review of the management of a project 
and evaluation of project progress against the project schedule helps to 
determine factors contributing to project results.

• Project management: Project auditing assesses the management of a 
project, including its methodology as well as project results, against the 
project schedule.

• Compliance: Project management is verifi ed to determine if it complies 
with the various standards, as discussed in Chapter 6.

10.7.2 Types of Project Audits

Various types of project audits are highlighted within the project management 
literature. Th e following types of project audits can be performed by the project 
manager:

• Pre-project audit: Th is audit validates the project’s readiness to initiate 
and facilitate the transition from the project planning phase to the project 
execution phase. Th e purpose is to determine the viability of achieving the 
various project activities as well as the implementation strategy (Duff y & 
Th omas, 1989).

• Project health-check audit: Th is audit assesses the performance of a proj-
ect during the project execution phase. Th e aim is to review the ongoing 
project execution, diagnose any problems, and recommend improvements 
(Hill, 2007).

• Post-project audit: Th is type of audit is conducted after the closing phase 
of the project life cycle to determine whether the project can be formally 
closed. Th e purpose of this audit is to defi ne and record lessons learnt to 
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improve the performance of future projects (Hill, 2007). It also reviews 
the benefi ts realisation of the implemented project.

• Technical audit: Th is audit aims at evaluating defi ciencies or areas of 
improvement in a process or system. Technical audits are conducted dur-
ing the planning phase in conjunction with the pre-project audit (Hill, 
2007). 

• Customer satisfaction audit: Th is audit involves the customer and 
focuses on the customer’s perception of the project’s progress in achieving 
the desired objectives (Hill, 2007). Th is audit should be performed during 
the health-check and post-project audits. 

• Project recovery audit: Th is audit is similar to the combined content of 
the project management audit and the project performance audit but with a 
focus on the indicators of unsatisfactory project performance (Hill, 2007).

• Project resource utilisation audit: Th is audit examines the fulfi lment of 
resource allocation and the timely assignment of resources necessary for 
the accomplishment of specifi c tasks. It also examines the eff ectiveness of 
project managers in assigning resources during the implementation of the 
project in order to meet project objectives. Th is audit does not examine 
the performance of resources (Hill, 2007).

• Project team performance audit: Auditing the performance of the proj-
ect team involves reviewing project work assignments and ensuring that 
they are aligned with the team members’ technical and professional com-
petencies. Auditing the behaviour of the project team is an important 
aspect because the project team is critical to the success of the overall 
project (Hill, 2007).

• Contractor audit: Th is audit forms part of the project procurement 
management knowledge area and audits contractors within the project 
environment (Hill, 2007). Th is audit includes the contractor management 
plan as well as the contract management review.

• Project management methodology audit: Th is audit examines the use of 
the selected PM methodology and validates its content and eff ectiveness. 
It is an audit that transcends individual projects and project managers to 
gain a perspective of the application on project management processes and 
practices across all projects within the relevant organisation (Hill, 2007).

• Compliance audit: Th is audit provides a comprehensive review of the 
project’s adherence to regulatory guidelines. Th is type of audit is performed 
by independent accounting, security, or IT professionals who evaluate the 
strength and thoroughness of compliance preparations (Hill, 2007).

Th e project manager, in consultation with the organisational leaders, should 
determine what type of project audit should be performed. Project audits should 



Project Governance and Auditing 179

not be conducted as a way to punish the project manager and project team but 
rather as a way to improve future performance. Th e concern with project audits 
is that they are often done after the fact, when it is sometimes too late to rectify 
a problem or situation. Project managers should recognise the value of the vari-
ous types of audits and set time aside in the project schedule to perform these 
audits at diff erent times.

10.7.3 Framework for Project Auditing

Project auditing should be a continuous process that actually focuses on assur-
ance rather than on auditing. A framework for continuous project auditing is 
illustrated in Figure 10-2.

Th e auditing of a project is guided by project governance and should be done 
within this mindset. Th e fi rst level of audits occurs at the project life cycle. Th e 
aim is to determine whether the project manager adhered to the processes of 
the project life cycle. During the project life cycle, various project deliverables 
are created. Th e purpose of the audit at level two is to determine whether these 
various deliverables are adhering to requirements, specifi cations and quality. 

Level three is where project deliverables are audited based on the project 
life cycle. Th ese audit phases examine the project deliverables from each phase 
of the project life cycle. Th e pre-audit phase examines the project deliverables 
from the feasibility phase of the project life cycle. Th e basic project deliverables 
include the business case and the project feasibility study report. Th e mid-audit 
phase examines project deliverables from the initiation, planning, execution, 
monitoring and controlling, and closing phases of the project life cycle. Th e 
post-audit examines project deliverables from the benefi ts sustainment phase of 
the project life cycle.

Th e results from these audits are used at the various gate reviews to deter-
mine whether the project is still viable and whether the project should continue 
to the next phase. Th e gate reviews should also be used to highlight defi ciencies 
that can be rectifi ed during the next phase. Th e aim should be to encourage the 
project manager to rectify concerns or issues where possible and not to termi-
nate the project.

10.8 The Executive’s Role in Project Governance

Ideally, a positive relationship exists between corporate governance and project 
success. In order for the governance of projects and project governance to be 
embedded into project management, executives should ensure that they abide 
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and adhere to the principles of corporate governance. Project governance should 
then become a way of working within the organisation. With regard to projects 
and project management specifi cally, executives can push the project gover-
nance agenda in various ways.

10.8.1 Establishment of Formal Roles and Responsibilities

Project management continues to be a challenging concept to get people to take 
seriously, as highlighted earlier in the chapter. When the various stakeholders 
are not even sure what their roles and responsibilities are within project gover-
nance, then this becomes an even more confusing topic. Stakeholders might 
have a slight idea of what their roles and responsibilities are, but it is the duty 
of the executives to establish and clarify the various project governance roles 
and the associated responsibilities. Th is serves two purposes. Th e fi rst purpose 
is that it creates clarity, and every stakeholder knows his o r her role and respon-
sibilities. Th e second purpose is that it creates a platform for accountability. 
Accountability goes hand in hand with the various roles and responsibilities, 
and executives can enforce corrective action when a stakeholder is neglecting 
his or her responsibilities.

10.8.2 Walk the Governance Talk

Executives are directly involved in corporate but not project governance. Project 
governance is a subset of corporate governance, and the behaviour and attitude 
of executives toward corporate governance directly infl uences the behaviour and 
attitude of project managers toward project governance. When the impression 
is created that executives do not take corporate governance seriously, then proj-
ect managers will also not take project governance seriously. Th e adage that 
behaviour creates behaviour is relevant when it comes to corporate and project 
governance. When executives walk the corporate governance talk, then project 
managers will also walk the project governance talk.

10.8.3 Importance of Governmentality

Governmentality is the foundation of project governance. Executives should 
implement various training and education programmes, highlighting the impor-
tance of governmentality as a potential success factor (Müller et al., 2017). Th e 
focus of these training and education programmes should be to educate the 
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various project stakeholders (i) on the project governance roles and responsi-
bilities; and (ii) on the importance of walking the project governance talk. Th e 
establishment of training and education programmes increases governmental-
ity. Th is increases the importance of project governance as a factor that contrib-
utes to project success.

10.8.4 Training

Th e notion of governmentality is noble, but it will not be eff ective when the 
project manager does not understand the various standards, legislation, and 
reports. Th e purpose of the training should be to make project managers aware 
of corporate governance, in general, as well as the environment (organisation or 
country) in which the project is implemented, in particular. Th e training should 
also focus on project governance and how the principles of corporate gover-
nance should be incorporated within the project itself. Knowledge is power, and 
project managers can be empowered by executives if there is a strong emphasis 
on the training of project governance.

10.8.5 Enforce Continuous Auditing

Th e auditing of projects strengthens governmentality, which enhances project 
governance. Executives should address two concerns with regard to project 
auditing. Th e fi rst concern is that project auditing is not a nice-to-have but that 
it is compulsory. Th e type and depth of the project audit are dependent on the 
project itself and the strategic importance of the project. Th e more important 
a project is, the more emphasis should be placed on auditing the project in all 
its facets. Th e second concern is that project auditing is actually a continuous 
process and should be done throughout the project life cycle. Th e emphasis is 
more on project assurance rather than project auditing. Th is implies that when 
certain decisions and/or recommendations are done at the gate reviews, as indi-
cated in Figure 10-2, then the executives should abide by these decisions, even 
when it means that a project must be cancelled.

10.9 Conclusion

Th is chapter focused on two important aspects, namely, project governance and 
project auditing. Th e notion of project governance was unpacked, and the diff er-
ence between governance of projects, project governance, and governmentality 
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was illustrated. Th e most important roles and responsibilities were discussed in 
relation to the project governance framework. Project auditing focused on the 
importance of continuous auditing or assurance. Various types of project audits 
were highlighted, indicating that the project manager in consultation with the 
stakeholders should decide which type of audit is relevant.

Organisational leaders should realise that projects are not implemented in 
isolation and that they are part and parcel of the larger organisation. Just as 
corporate governance is important to steer and direct the organisation, project 
governance is important to steer and direct the project. Project governance pro-
vides the framework and rules that a project must abide by, and project auditing 
determines whether project managers and executives played by the rules. Th is is 
the important concept highlighted in this chapter.

Executives should realise that project governance and auditing are impor-
tant to the overall success of a project. Organisational strategies run the risk 
of not being implemented properly when too many projects are failing. When 
project failure is ascribed to the lack of project governance and auditing, then 
executives should be accountable because they are the ones who should enforce 
governance, in general.
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Chapter 11

Executive Sponsor

~ Ask not what your country can do for you, ask what you can do for your country. ~

— John F. Kennedy*

Th e previous chapters focus exclusively on the discipline of project management. 
Th e purpose was to position project management within the organisation and 
demonstrate the value that project management brings to the organisation. Each 
chapter concludes with a section on what executives can do in an indirect way 
to assist project managers in ensuring that projects are a success. Th e focus of 
this chapter is on organisational leaders and, specifi cally, the role they play as 
executive sponsors for projects. Th e executive sponsor is part and parcel of the 
project and contributes directly to the success of the project, rather than merely a 
bystander off ering advice. It was found that an actively engaged executive spon-
sor is a top driver for project success (Project Management Institute, 2014b). 

Th e fi rst section of this chapter defi nes the executive sponsor and distin-
guishes between the concepts of executive sponsor and project champion. Th e 
second section focuses on the characteristics that an executive sponsor must 
display. Th is is followed, in the third section, by a discussion on the governance 
role as well as the control and support functions that the executive sponsor 
fulfi ls. Th e fourth section determines the positive relationship between project 
success and an involved executive sponsor. Section fi ve briefl y investigates the 
challenges that an executive sponsor faces. And the sixth section focuses on how 
executive sponsors can be empowered.

* Retrieved from https://www.brainyquote.com/quotes/quotes/j/johnfkenn109213.html

https://www.brainyquote.com/quotes/quotes/j/johnfkenn109213.html
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11.1 Defi ning the Executive Sponsor

Th e executive sponsor provides resources and support for a specifi c project and is 
accountable for the ultimate success of the project (PMI, 2013). Th e Association 
for Project Management (2006) shares this view but emphasises that the execu-
tive sponsor is also responsible for the identifi cation of the business need or 
problem. If this view relates back to Chapter 6 in which project management 
was discussed, then it implies that the executive sponsor is involved in the proj-
ect from the conceptualisation phase right through to benefi ts realisation and 
sustainment. Lechtman (2005) is also of the opinion that the executive sponsor 
should have political and fi nancial power as well. 

A distinction must be made between the executive sponsor and the proj-
ect champion. Th ese two roles are distinct from each other and should not be 
used interchangeably. Th e executive sponsor can be seen as the owner of the 
project, whereas the project champion is perceived as someone who advocates 
the benefi ts of the project (Crawford & Brett, 2001). Any stakeholder in the 
project should thus be a champion of the project, but only one individual can 
be the executive sponsor. Th e executive sponsor can, however, be a champion 
as well. Cooke-Davies (2005) is of the opinion that being an executive sponsor 

Figure 11-1 Executive Sponsor
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incorporates the role of the project champion. Th e role of the executive sponsor 
is formalised, whereas the role of the champion is more of an informal nature.

Th e composition of an executive sponsor is fairly complex, and three major 
components or aspects of the executive sponsor can be derived from extant lit-
erature. Th ese three components, as illustrated in Figure 11-1, comprise (i) the 
governance role that the executive sponsor fulfi ls; (ii) the control and support 
function the executive sponsor fulfi ls; and (iii) the characteristics that the execu-
tive sponsor must own.

Th e fi rst component or aspect that needs to be unpacked is the executive 
sponsor’s characteristics. Th e executive sponsor should demonstrate certain 
characteristics to be successful in this role as well as to ensure project success.

11.2 Characteristics of the Executive Sponsor

Various characteristics are assigned to the executive sponsor, the most impor-
tant of which are discussed in this section (Crawford et al., 2009; Kloppenborg, 
Manolis, & Tesch, 2009). Figure 11-2 provides a synopsis of the characteristics 
an executive sponsor should display.

Figure 11-2 Characteristics of the Executive Sponsor

• Appropriate seniority and power: Th e title of executive sponsor implies 
a certain level of seniority and associated power. Seniority provides the 
executive sponsor with certain knowledge and wisdom about the organi-
sation itself, peers and the environment within which the organisation 
is functioning. Having the appropriate seniority without the associated 
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power is not worth much to the executive sponsor. Seniority must be asso-
ciated with the capability to direct or infl uence the behaviour of other 
senior executives and the project’s stakeholders. Th is power or infl uence 
should be used to persuade others of the benefi ts of the project and to 
remove certain obstacles that might have a negative impact on the success 
of a project.

• Political knowledge: Schwalbe (2016) describes political knowledge as 
the knowledge that the executive sponsor should have about competition 
among divisions, groups, and individuals. Th is competition is centered 
around power, resources, and leadership. Political knowledge empowers 
the executive sponsor, who predetermines the actions and responses of 
individuals based on their own quest for power, resources, and leadership.

• Ability or willingness to make connections: One of the most important 
characteristics that the executive must display is the ability to network. 
Without a network that can support and infl uence decisions, the executive 
sponsor will have a diffi  cult time pushing the project’s agenda. Th is ability 
or willingness is not necessarily associated with seniority and power. Th e 
executive sponsor should determine whether this is a personal weakness 
and undergo the necessary mentoring to strengthen this characteristic.

• Courage to battle on behalf of the project: An organisation can some-
times be perceived as a war zone, in which each and everyone is fi ghting 
for his or her own interest. In this war zone, the executive sponsor must be 
prepared to fi ght for the good of the project. Th is battle on behalf of the 
project should not be just another battle, but it should be based on what 
is best for the organisation at large. Emphasis should be on the realisation 
of the organisation’s vision and strategies, benefi ts realisation, and adding 
value. All of this should be happening within the culture of corporate and 
project governance.

• Ability to motivate the team: Th is ability focuses on the short as well 
as the long term. Th e focus of motivating the team in the short term is 
to encourage them to continue doing their job through issues and set-
backs. In the long term, the focus is more on keeping them focused on the 
project’s objectives and the role they play in fulfi lling the organisational 
strate gies. Th is is especially important when a project stretches over a 
couple of years.

• Excellent communication skills: Communication skills are the most 
sought after qualities that organisational leaders look for in individuals. 
Th is is even more applicable to the executive sponsor, for whom both ver-
tical and horizontal communication are essential. Reading, writing, and 
listening carefully are the three most important communication skills. 
Communication skills can be perceived as the foundation for the other 
characteristics.
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• Provide objectivity: Th e executive sponsor should always be level-headed. 
Th e project manager and team members are involved in the management 
of the projec t and do not always see the bigger picture when it comes to 
certain decisions or options. Th e executive sponsor should provide objec-
tivity on the basis of what is best—fi rst for the organisation and second for 
the project.

• Handle ambiguity: Projects by nature include ambiguity and uncer-
tainty. Th e executive sponsor should provide direction and make deci-
sions in the face of ambiguity. Th e project might experience challenges 
when the executive sponsor does not have the ability to handle ambiguity. 
Not everything is always crystal clear in a project, and this characteristic 
provides the executive sponsor with the ability to draw on previous experi-
ence and knowledge in order to address ambiguity.

• Self-management: Th e executive sponsor has a part-time role. Th e execu-
tive sponsor is already performing another full-time offi  cial role. Th e abil-
ity to self-manage time between a full-time role and the part-time role of 
executive sponsor is important. Time management plays a major role in 
self-management. Crawford et al. (2009) believe that the executive spon-
sor must realise the importance of the executive sponsor role, and only 
then can effi  cient self-management take place.

Th e characteristics of the executive sponsor aid him or her in performing this 
role in an effi  cient and eff ective manner.

11.3 Role of the Executive Sponsor

Th e executive sponsor has various roles and responsibilities to fulfi l. Extant lit-
erature describes a wide variety of roles and responsibilities, which are divided 
into two groups—governance and control (Cooke-Davies, 2005; Crawford 
et  al., 2009)—with an external or internal focus (Bryde, 2008; Crawford & 
Brett, 2001). Given all the various roles that the executive sponsor must fulfi l, it 
is imperative that these roles are clearly defi ned and that there is no confusion 
as to who does what between the executive sponsor and the project manager 
(Bryde, 2008).

11.3.1 Governance Roles

Th e governance role focuses on providing guidance on doing the right thing, 
as per Chapter 10. Specifi c governance roles that the executive sponsor fulfi ls 
include the following:
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• Serves as the business case owner: A business case is a formal docu-
ment that sets out the rationale and justifi cation for a project investment 
with the goal of obtaining management commitment and authorisation 
to proceed (Marnewick, 2014; Ward & Daniel, 2012). Th e business case 
is subject to review and ongoing viability testing, throughout the project’s 
lifetime. Th e executive sponsor is the owner of the business case and is 
therefore the person who provides the rationale and commitment for any 
investments.

• Provides project objectives: Th e executive sponsor, as the owner of the 
business case, also provides the project objectives. Th ese project objectives 
are aligned to the various organisational strategies. Th e executive sponsor 
is generally accountable for the realisation of the organisational strategies 
and is in the best position (i) to provide the project objectives; and (ii) to 
ensure that the project objectives are achieved.

• Harvests benefi ts: Th e business case promises benefi ts to the organisa-
tion at large and, as such, the executive sponsor is the direct benefi ciary of 
any benefi ts that are realised and sustained. It is therefore important that 
the executive sponsor is involved in the benefi ts realisation management 
(BRM) process, as described in Chapter 8.

• Serves as a key governor of the project: Chapter 10 explains the impor-
tance of project governance and the various roles people play in it. Th e 
executive sponsor is one of the important role players who has a positive 
impact on project governance. Please refer to Section 10.4.2 for additional 
information.

• Is a “ friend in high places” to the project manager: One of the charac-
teristics is that the executive sponsor should be able to make connections. 
According to Cooke-Davies (2005, p. 3), the executive sponsor is “ ideally 
situated to assist with the management of high-ranking stakeholders.” 
Th is implies that the executive sponsor should use his or her clout and 
infl uence to the benefi t of the project and the realisation of the benefi ts.

• Supports the project politically: Projects require various resources and 
are sometimes met with resistance from other project managers, execu-
tive sponsors, and organisational leaders. Th is resistance can only be dealt 
with by the project’s own executive sponsor, which implies that the proj-
ect must be politically supported as well. Th is political support implies 
that the executive sponsor must defend the project against those of other 
organisational leaders and senior executives and convince them of the 
importance of the project’s deliverable to the organisation at large.

• Responsible for project’s scope: As the owner of the business case, the 
executive sponsor knows what needs to be delivered by the project team 
to ensure the realisation of the benefi ts. Th erefore, the executive sponsor 
is directly involved in determining the project’s scope and any deviation 
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from the scope must be authorised by the executive sponsor because a 
deviation implies fewer benefi ts.

Apart from the governance roles, the executive sponsor also has control and 
support functions.

11.3.2 Control and Support Functions

Th e focus of the governance role is to ensure that the right things are done. Th e 
control and support functions focus on doing things right. Th e executive spon-
sor fulfi ls the following functions within these functions:

• Provides leadership: Leadership means many things to many stake-
holders, but one aspect of leadership is that the executive sponsor should 
direct the project manager and team in the right direction—that is, linked 
to the strategies and project objectives. And when the project manager 
deviates from this course, the executive sponsor should provide leadership 
and guide the team back in the right direction.

• Is available: Being available is a supportive rather than a control func-
tion. Th e executive sponsor should be available to the project manager. 
Being available implies that the executive sponsor is committed to the 
project, and it creates a positive feeling among the project team and stake-
holders if the executive sponsor is available during scheduled as well as 
unscheduled times. Availability also ensures the quick resolution of issues 
and timely decision making.

• Provides budget allocation: Th e budget for the project is the responsibil-
ity of the executive sponsor. Th e resources needed to implement the project 
are in the business case. A specifi c resource is money, and a budget will be 
allocated to the project. Th e project manager is responsible to manage the 
project within the budget (PMI, 2013), but the executive sponsor is respon-
sible for sourcing the money and allocating the money to the project.

• Makes major decisions for the project: Project managers do not neces-
sarily have the bigger picture of how a project contributes to the organi-
sational strategies. Major decisions that impact the realisation of benefi ts 
and the implementation of organisational strategies should be made by the 
executive sponsor. Th e rationale is that the executive sponsor is ultimately 
the owner of the project deliverables as well as the realised benefi ts. It 
therefore makes sense that the executive sponsor is then accountable for 
making major decisions.

• Finds resources for the project: Resources are a scarce commodity, 
especially when one is referring to human resources. Project Resource 
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Management is a knowledge area in the PMBOK ® Guide (PMI, 2017), 
and the project manager is responsible for the management of resources. 
Th e problem arises when there are no resources to manage. Th is is where 
the executive sponsor plays an important role in fi nding the necessary 
skilled resources, internal or external to the organisation. Th e executive 
sponsor makes use of his or her seniority and various networks to secure 
the necessary resources.

• Approves the project schedule: Benefi ts realisation and the implementation 
of organisational strategies are directly linked to the time that the project 
deliverable is delivered. Th e project manager creates the project schedule, 
but the executive sponsor fi nally approves the schedule based on when 
bene fi ts should be realised. Th e approval should be based on a realistic and 
achievable project schedule, and the executive sponsor should not use his or 
her power to bully the project manager into unrealistic time frames.

• Ratifi es decisions made by the project manager or team: Th is function 
ties in with the availability function wherein the project manager and team 
use the executive sponsor to ratify decisions. Th e ratifi cation of decisions 
is not possible if the executive sponsor is not available. Th e purpose of this 
function is to ratify decisions, with the success of the project as the goal. 

It is evident that the role of the executive sponsor is complicated and requires 
daily involvement. Th e executive sponsor must have a hands-on attitude and 
cannot keep a distance. Th e continuous involvement of the executive sponsor 
contributes to project success, as indicated in the next section.

11.4 Project Success and the Executive Sponsor

A positive relationship exists between the success of a project and the level 
of involvement of the executive sponsor (Kloppenborg et al., 2009). Various 
studies highlight that the support of top management contributes to success-
ful projects (Bryde, 2008; Marnewick, 2013). Few studies actually emphasise 
what the executive sponsor must do to improve the success of a project. Apart 
from performing the roles and functions as stipulated earlier, Labuschagne and 
Lechtman (2006) identify control objectives that the executive sponsor should 
adhere to for project success. Many of these control objectives are linked with 
the roles and functions, as described below. 

Th ese control objectives can be summarised as follows: First, the executive 
sponsor should understand what it implies to be an executive sponsor, what 
the role entails, and perform the role to the best of his or her abilities. Second, 
the executive sponsor should set time aside to be a dedicated sponsor. Th is 
ties in with the role of being available to the project manager and team. Th e 
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executive sponsor will be extremely involved during the initiation and benefi ts 
realisation phases but less so during the execution phase. Th e executive spon-
sor must also be up to date with the project status. Th is implies continuous 
communication between the executive sponsor and the project manager. One 
of the roles of the executive sponsor is to make major decisions and determine 
the direction of the project. Determining and setting the project direction is 
a contributor to project success. Project managers often require resources and 
skills beyond those of the project team that they are managing. Should the 
project manager not be able to access resources and skills from within the 
organisation, then the executive sponsor may be called upon to assist the mana-
ger in obtaining them. Th e project must be closed properly before the executive 
sponsor can take ownership of the deliverables and the associated benefi ts. Th e 
closure should also be used to determine the success of the project. Th e project 
success criteria discussed in Chapter 6 can be used to determine the success of 
the project at closeout. Th e executive sponsor should continuously appraise the 
project. Th is should happen throughout the project life cycle. Th e purpose of 
this appraisal is to determine the viability of the project and if there is still value 
in executing the project. Th is links with project auditing and assurance as dis-
cussed in Section 10.7.3. Th e executive sponsor is accountable for the business 
case, and should the project fail, the sponsor would be held personally liable 
for any losses incurred. Th e same rationale applies where the executive sponsor 
is then also accountable for the realisation of the benefi ts. Th e business case 
and benefi ts realisation go hand in hand, and the executive sponsor promised 
that certain benefi ts will be realised if the project is a success. Th e executive 
sponsor is seen as the chairperson of the steering committee and, as such, has 
the power to appoint the steering committee members. Th e executive sponsor 
represents the project on the steering committee. Th e executive sponsor should 
look after the interests of all the stakeholders. He or she must also ensure 
that all stakeholder interests are aligned with the project objectives. Th e execu-
tive sponsor is particularly interested in business risks and issues that may arise 
should the project fail to deliver according to the business case. As such, the 
executive sponsor should ensure that the project has appropriate risk manage-
ment processes in place.

Th e role of the executive sponsor is not always plain sailing. Certain challenges 
face the executive sponsor, which can have a negative impact on project success.

11.5 Challenges Facing the Executive Sponsor

Th ree major challenges face the executive sponsor on a day-to-day basis: over-
extension, ineffi  cient communication, and a lack of professional development 
(PMI, 2014b).
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 1. Overextension: Th e fi rst challenge that an executive sponsor faces is 
overextension. Th is implies that apart from performing his or her day-
to-day roles, the executive sponsor must also perform executive sponsor 
roles. When the executive sponsor becomes too involved in too many 
projects, then he or she becomes overextended. Th e result is that suffi  cient 
attention cannot be given to either the day-to-day functional role or the 
executive sponsor role. Research done by PMI highlights that executive 
sponsors are overextended most of the time (PMI, 2014b).

 2. Ineffi  cient communication: It is important for an executive sponsor 
to have excellent communication skills. However, an executive spon-
sor might display excellent communication skills, but if these skills are 
applied ineff ectively in the project environment, then there is the possibil-
ity that he or she cannot adequately fulfi l this role. Th e role of executive 
sponsor is best performed when he or she communicates eff ectively with 
all of the stakeholders. In addition, it is more important for the executive 
sponsor to communicate eff ectively with the project manager and other 
senior executives than with the project team.

 3. Lack of professional development: Research highlights that executive 
sponsors do not necessarily understand the role that they need to perform 
and that they are performing this role by accident. Executive sponsors 
must have knowledge of portfolio, programme, and project management 
(Crawford & Brett, 2001). Executive sponsors who have this knowledge 
tend to have better project outcomes (PMI, 2014a). Apart from having P3 
knowledge, additional skills and training are needed, as well as experi-
ence. Th is can be obtained through external and internal training as well 
as through mentoring from experienced executive sponsors. It is impera-
tive that executive sponsors undergo training in the role itself. 

Overcoming these three challenges will make executive sponsors more eff ective 
and effi  cient, which will result in more projects with positive outcomes. Th e 
following section focuses on the role of organisational leaders in empowering 
executive sponsors.

11.6 Empowering the Executive Sponsor

By default, in most instances organisational leaders will assume the role of 
execu tive sponsor for most of the projects that form part of the larger project 
portfolio. Th e challenges described previously highlight that everything is not 
plain sailing and that a concerted eff ort is needed to ensure the successful fulfi l-
ment of the role of executive sponsor. 
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11.6.1 Recognise and Defi ne the Executive Sponsor Role

Th e role of the executive sponsor is not an accidental one. Th e mere fact that 
organisational leaders implement projects implies that there will be executive 
sponsors. Th e fi rst step in empowering executive sponsors is to recognise the role 
they play and the importance of this role in realising organisation strategies. Th is 
role is not a formal role that slots in the organisational hierarchy, but it is one of 
those roles that needs to be recognised. It might be best suited that this role forms 
part of the project management offi  ce (PMO). Th e PMO should also defi ne the 
role of the executive sponsor based on the governance and control aspects of 
the role. Defi ning the role of the executive sponsor immediately formalises and 
empowers it. Th is, in turn, provides structure and accountability to this role. At 
the end of the day, executive sponsors should be accountable for the projects that 
they sponsor; they will either cheer the successes or weep for the losses.

11.6.2 Provide Guidance and Training for Executive Sponsors

One of the challenges that face an executive sponsor is a lack of project manage-
ment knowledge (PMI, 2014b). Guidance and training to address this knowl-
edge gap hinges on two aspects. Th e fi rst aspect of the training should be on 
portfolio, programme, and project management. Th e focus should be gener-
alised in order for the executive sponsor to understand what these roles entail 
and how portfolios, programme, and projects are generally managed. Th e sec-
ond aspect of the training should address the role of executive sponsor and what 
is expected from its incumbent. Th e training should focus on the characteristics 
as well as the governance and control dimensions of this role.

11.6.3 Acceptance of the Role

Understanding the role of the executive sponsor is not enough. Executive spon-
sors should also accept this role. By accepting this role, the executive sponsor 
acknowledges that he or she accepts the responsibilities as well as the account-
ability associated with it. Th e acceptance of the role of executive sponsor should 
be formalised and facilitated by the PMO. Acceptance of the role is implied 
when a person sponsors a project, but this is not suffi  cient. An implied accep-
tance is not enough because it will be easier for the executive sponsor to neglect 
the responsibilities inherent in this role if it is not formalised. Th erefore, no 
formal accountability is associated with this implied acceptance. Th e role must 
therefore be offi  cially accepted because this creates a formal structure.
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11.6.4 Change of Project Sponsor

It might happen that the executive sponsor of a project is changed. Th is change 
can be attributed to various reasons, including the resignation of the execu-
tive sponsor. Whatever the reason, the change of an executive sponsor creates 
challenges for the project. Th e new executive sponsor might not have the same 
dedication to the project because he or she was not the one championing the 
project from the start and might not feel the same about the project as the 
original incumbent. Th e new executive sponsor must really make an eff ort to 
understand the rationale behind the implementation of the project, and the 
contribution and benefi ts the project’s deliverable will have for the organisation 
at large. Organisational leaders should anticipate that executive sponsors might 
change and have contingency plans in place to consider and address potential 
diffi  culties (Crawford & Brett, 2001).

11.7 Conclusion

Th is chapter investigated the roles that organisational leaders play as executive 
sponsors for projects. Th e role of executive sponsor was defi ned with a focus 
on the characteristics of an executive sponsor as well as the governance roles 
and control functions that an executive sponsor must perform on a daily basis. 
Various roles and functions were attributed to the executive sponsor, and it is 
evident that fulfi lling this duty can be quite daunting and challenging. A posi-
tive relationship between project success and executive sponsor involvement was 
established, with control objectives that can be used to determine whether the 
executive sponsor is diligently performing the duties inherent in this role.

Th e executive sponsor plays an important role in the portfolio, programme, 
and project management environment. Th is is not a position that needs to be 
fi lled quickly. On the contrary, eff ort and thought should be given as to who 
should fulfi l this duty. Th is person’s contribution to project success and the ulti-
mate realisation of the benefi ts should not be underestimated. Th is person plays 
a vital role in the bigger picture, and without an eff ective and effi  cient executive 
sponsor, the project is going to face serious challenges. It is also evident that the 
executive sponsor must be serious about this position and that serious thought 
should be given before taking on this responsibility.

Th e focus of the executive sponsor should be on what can be done for the 
project at large, thus ensuring that the project is successful. Focusing on what is 
best for the project will result in benefi ts for the executive sponsor, the project 
manager, the project team, and the organisation at large.
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Chapter 12

Comprehensive Overview 
of Project Management

~ What we call the beginning is often the end. And to make an end is to 
make a beginning. Th e end is where we start from. ~

— T.S. Elliot*

Th e purpose of this chapter is not to provide a summary of the previous chap-
ters, but to provide a comprehensive overview of what constitutes project 
manage ment and how organisational leaders can derive value from it. In the 
creation of a comprehensive overview, one realises that project management 
itself is complex and that various concepts play a positive role in the creation of 
value. Th e rationale for a comprehensive overview is that the various concepts 
discussed in the previous chapters are discussed in isolation, with limited refer-
ence to the other concepts. Once all the various concepts are collated into one 
comprehensive overview, one starts to appreciate the complexity surrounding 
project manage ment, and the impact project management has on the organisa-
tion at large.

Th e various concepts discussed in the earlier chapters do not necessarily fi t 
easily together like LEGO® blocks. Th is comprehensive overview provides a 
best-fi t scenario and fi ts these concepts together logically. Th is logical fi t might 
not be applicable to all organisations all of the time but it provides a rational 
connection between various concepts. It is also possible that some concepts are 

* Retrieved from https://www.brainyquote.com/quotes/quotes/t/tseliot101421.html

https://www.brainyquote.com/quotes/quotes/t/tseliot101421.html
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not applicable to all organisations. Some smaller organisations might not see the 
purpose of having programmes and programme management. In these cases, 
they can then just discard these concepts from the comprehensive overview.

12.1 Comprehensive 3PM Framework

A graphical representation of the comprehensive framework is presented in 
Figure 12-1.

It is evident that the concept of project management cannot be dealt with 
in isolation. Project management—that is, the management of projects—is 
infl uenced by other concepts and, in turn, infl uences these concepts as well. 
Th ere is a symbiotic relationship between all the diff erent concepts, and when 
something is going wrong within one concept, it might negatively infl uence 
other concepts.

12.2 Symbiotic Relationships

Th e concept that gives life to every other concept in this framework com-
prises the vision and strategies of the organisation. Th e vision and strategies 
are acting as the rudder of a boat and provide the direction of the portfolio, 
programmes, and projects. Executives and organisational leaders should ensure 
that the vision and strategies are continuously communicated, as discussed 
in Section 3.8.1. Portfolios, programmes, and projects should be strategically 
aligned to the organisational vision and strategies. Th e V2P framework can 
aid organisational leaders to derive possible programmes and projects from the 
vision and strategies.

As the rudder of a ship provides direction, the sails provide the additional 
means to manoeuvre. Manoeuvring implies that the ship can go in various direc-
tions at diff erent speeds. Th e same applies to 3PM. Portfolio, programmes, and 
projects are perceived as the means to implement the strategies and ultimately 
the vision. Portfolio management provides the optimum way to implement pro-
grammes and projects. Programmes and projects can be changed as the needs 
of the portfolio change. Th is is all dependent on the vision and strategies. When 
the strategies are changed, then the portfolio needs to be adjusted, which has an 
impact on the programmes and projects within the portfolio.

Organisational leaders must be skilled and aware of the various generic 
concepts that form part of portfolio, programme, and project management. 
Th ese concepts include but are not limited to (i) success; (ii) competencies; and 
(iii) standards.
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• Success: Th e success of a portfolio, programme, and project is determined 
and measured diff erently. Organisational leaders must be aware of the fol-
lowing: (i) the role that they themselves play to ensure success at all three 
levels; (ii) how to determine success up front; and (iii) how to accurately 
measure success in an unbiased fashion. Th is implies that organisational 
leaders should be able to determine success at a strategic as well as opera-
tional level.

• Competencies: Various competencies are needed to manage a portfolio, 
programme, or project. A competent project manager does not imply a 
competent programme manager. Various skill sets are needed for these 
three levels, and organisational leaders must ensure that the correct edu-
cation and training are provided to portfolio, programme, and project 
managers. Having the wrong person with the wrong competencies can be 
disastrous for the organisation.

• Standards and best practices: Th e third concept focuses on standards 
and best practices. Standards and best practices provide the foundation 
for how portfolios, programmes, and projects should be managed. Using 
the analogy of a ship again, there are certain ways that knots are tied and 
instruments are used. Th is is universal to all ships, and everyone manning 
a ship recognises it. Th e same applies to 3P management. When standards 
and best practices are in place, then everyone realises what needs to be 
done and by whom it must be done.

An underlying principle that needs to be factored in during portfolio, pro-
gramme, and project management is the notion of governmentality. Chapter 10 
discussed the notion of governmentality in detail. When the correct percep-
tions, attitudes, values, and culture are in place, then doing the right thing 
becomes second nature. People involved in portfolios, programmes, and proj-
ects will, by default, know and understand what needs to be done, and what the 
correct way is to perform their duties and obligations.

Governmentality itself is unfortunately not the answer, and governance 
structures need to be in place. Th e fi rst concept is the governance of projects. 
Th is plays a role at the portfolio and programme levels, and the focus is to 
ensure that the vision and strategies are implemented through an optimum 
portfolio. Project governance ensures that the projects are implemented within 
the guidelines and structures created by the project management offi  ce (PMO). 
Th e comprehensive 3PM framework cannot function properly without incorpo-
rating the notion of governance. Organisational leaders should promote gover-
nance through active engagement, as stipulated in Section 10.8.

Th e successful management of a portfolio, programmes, and projects culmi-
nates in the realisation of benefi ts, which is the ultimate goal of implementing 
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projects. Benefi ts are identifi ed during the inception of a project. Benefi ts act as 
the compass, and any deviations should be addressed through the adjustment 
of the sails—that is, the portfolio, programmes, and projects. Managing bene-
fi ts and ultimately delivering benefi ts to the organisation ensure the success of 
the organisation.

Th e implication is quite obvious. Th e vision and strategies can be well 
formu lated, but when the 3P management and benefi ts realisation are not in 
place, then all the work is done in vain. Th e implication is that the ship will go 
in circles and not reach the fi nal destination. Or, even worse, the ship might 
sink somewhere along the line.

Two other concepts that need to be considered are that of project manage-
ment sustainability and maturity. Sustainability should be part and parcel of 
the comprehensive 3PM framework, not just an addition to it. Th e ultimate 
goal is that organisational leaders ensure that the principles of sustainability are 
incorporated within the portfolio at large. As with governance, sustainability 
should be a culture within the organisation that is entrenched in the day-to-day 
management of a project.

A goal that organisational leaders strive toward is that of excellence. Th is is 
also applicable within the 3P environment in which excellence can be related 
to the achievement of project management maturity. Project management 
 maturity is achieved when organisational leaders have all the enablers in place 
to aid 3P managers to achieve maturity.

When all the concepts of the framework are in place and performing opti-
mally, then the loop can be closed where value is achieved through project 
manage ment. Th e question that is raised is why organisational leaders should 
support project management, and the answer lies in the value that is created. 
Project management value is created when projects ensure organisational success.

12.3 Chief Project Offi cer

Organisational leaders should seriously start thinking of introducing the role of 
a Chief Project Offi  cer (CPO). Th is individual can oversee the entire compre-
hensive 3PM framework. Th e CPO will be part of the C-suite and report on 
the progress of strategy realisation through the implementation of the portfolio, 
programmes, and projects. Th e role of the CPO will fl uctuate between account-
ability and strategy execution.

Th e CPO will be ultimately responsible for the entire value chain, as depicted 
in Figure 12-1. Th is implies that as the guardian of the value chain, the CPO is 
accountable for the portfolio and how programmes and projects are selected and 
implemented. Th is accountability will stop the debate as to who is ultimately 
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responsible and accountable for the realisation of benefi ts. Th e CPO will also 
take responsibility for the improvement of organisational project management 
maturity (PMM).

Although every person within the C-suite is accountable for strategy imple-
mentation, the CPO can take a leading role in this regard. Since projects are 
perceived as the vehicles to implement strategy, the CPO can be the owner and 
report on the progress with regard to realising the organisational strategies and 
vision on a frequent basis.

At the end of the day, the CPO will be the one-stop person for all project 
management–related issues, concerns, and victories.

12.4 Conclusion

Th is book took us on a journey to discover why project management is impor-
tant and why organisational leaders should embark on and support project 
management. It is evident from the framework that project management itself 
is complex and that it becomes even more complex when it is placed within the 
context of an organisation.

It is evident that when organisational leaders want to deliver the vision and 
strategies of the organisation, the only vehicle is that of project management. 
Project management per se cannot be seen in isolation but needs to be seen 
in relation to portfolio management and the internal workings of the project 
itself. Organisational leaders need to be aware of this complexity, and the 3PM 
framework tries to simplify this complex integration. Recognising the complex-
ity of project management empowers organisational leaders to make the right 
decisions as well as choices for the organisation.

Th is framework also makes organisational leaders aware of the various 
individual concepts that contribute to project management and that a holistic 
approach is required to manage projects, reap benefi ts from projects, and ensure 
the success of the organisation.

Some fi nal advice is that familiarity breeds comfort. When organisational 
leaders are familiar with project management and eveything that it entails, 
then the sense of “I don’t understand, I’m nervous, I’m out of control” disap-
pears. Th is comfort allows them to embrace project management as a vehicle for 
organisational success. 
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