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PROJECT MANAGEMENT GOVERNANCE  

The Need for IT Project Governance  
IT supports the core functions of most organisations. 

Large IT projects not only fail more, they also deliver less.  According to the McKinsey/Oxford study 

Bloch, Blumberg, and Laartz (October 2012) 50% of IT, projects with budgets of over $15 million run 

45% over budget. Additionally, they are 7% behind schedule and deliver 56% less functionality than 

predicted.  That means, for example, it requires spending $59 million to achieve at least $15 million in 

benefits.  

According to a survey by cloud portfolio management provider, Innotas, half of all businesses had an 

IT project fail over the last year (Florentine, 2013). The primary reason for this failure, according to 

74 percent of respondents, was a lack of resources to meet project demands. 

Evidence of Failure  

In 2012, only 39 % of all projects included in Standish Groupôs Chaos report (The Standish Group, 

2013) succeeded by being delivered on time and on budget with the required features and functions. 

Although this is an increase from a year earlier, it still portrays a pretty bleak picture of global IT 

project successes and failures across just under 50,000 global initiatives. 

According to the Chaos report, 18% of these projects failed because they were cancelled prior to 

completion or delivery. 

An Australian case in point was on 6 August 2013 when Virgin Australia passengers were delayed 

and experienced flight cancellations after the Sabre booking and check-in system used by the airline 

crashed worldwide.  The Sabre system outage also affected other airlines worldwide, including 

Etihad, American Airlines, Alaskan Airlines, and JetBlue. 

Sabreôs website stated its technology connected 350,000 travel agents to more than 400 airlines, 

100,000 hotels, 25 car rental companies, 50 rail providers, 13 cruise lines and other global travel 

suppliers. In January 2013, Virgin moved to the Sabre booking system after its previous system 

Navitaire suffered from a meltdown which resulted in the system being offline for 11 days. The Sabre 

system outage cost the airline an estimated $15-20 million in lost earnings (O'Sullivan, 2013). 

More recently Australia's biggest department store group, Myers, web site crashed on Boxing Day 

2013, its busiest shopping day of the year.  Mr Brookes, the outgoing chief of Australia's biggest 

department store group, said the company was ''really disappointed'' and apologised that its website 

suffered technical difficulties and prevented online purchases, but he did not believe there would be 

any negative impact on profitability   even though Myer had invested tens of millions of dollars into 

improving its website and online sales functions in previous years to cater for online shopping. 

Despite investing so much into its technology, Myer has suffered problems during busy periods, 

including an earlier web site crash in June when heavy customer traffic triggered a website failure half 

an hour after the start of the annual stocktaking sale (Liew, 2013). 

While the value of IT in delivering solutions and applications to the business has certainly increased, 

the C-level perception of IT as a cost centre has not shifted. 

http://www.mckinseyquarterly.com/Delivering_large-scale_IT_projects_on_time_on_budget_and_on_value_3026
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Connolly (2014)  reported to CIO Australia that a lack of governance, bad reporting, constantly 

changing specifications, and security breaches were responsible for some of the most damaging 

enterprise IT disasters in Australia and overseas in recent years. 

Top 10 IT Disasters 

According to Connolly (2014), in ascending order the top 10 enterprise IT disasters that have taken 

place in Australia and abroad in recent years are:  

10. BBC Digital Media Initiative  

UK broadcaster, the BBC, launched its Digital Media Initiative in 2008 in an attempt to build a digital 

production system to change the way workers created, used and shared audio and video content.  It 

was halted in mid-2012 after the BBC Trust launched an internal review. The review found that the 

BBC showed serious a weakness in project management and reporting, and a crippling lack of focus 

on business change. In total almost £100 million was spent on the entire project. As a result of the 

failure and losses, the CTO, John Linwood, was fired over the debacle in January of this year. 

9. Distribute.IT Hack 

In June 2011, an attack on the domain registrar Distribute.IT occurred which also impacted the 

University of Sydney, NBN Co retail customer, and Platform Networks.  Approximately 4800 

websites and data from 4000 customers were lost. The attack by a NSW (Cowra) truck driver was so 

damaging it put Distribute.IT out of business and as a result the company was subsequently taken over 

by Netregistry Group. 

8. HealthSMART Modernisation Program 

In mid-2008, the Victorian Government unveiled its HealthSMART program to modernise and 

replace IT systems across the Victorian public health sector. According to an Auditor-Generalôs 

report, by October 2013, implementation costs for the ICT system rollout had blown 150% more than 

the original budget of $58.3 million.  The report also suggested that the absence of appropriate 

controls and effective mitigations at certain sites could pose serious safety risks to patients. 

7. MyKi Smart Card System 

The Victorian Governmentôs Myki public transport smart card system was plagued with delays and 

cost blowouts.  The system, along with HealthSMART and the Regional Rail Link contributed to 

around $2 billion in cost overruns for the Victorian Government. Myki was estimated to have cost 

$1.4 billion alone. 

6. State of Californiaôs ERP Deployment 

Due to huge delays and cost blowouts, the State of California terminated a contract with SAP in 

February 2014 for the $371 million rollout of ERP software intended to overhaul the stateôs payroll 

system.  In 2010, SAP was engaged after the original supplier BearingPoint had been terminated.  

Later in November 2013, Californiaôs State Controller filed suit against the SAP. In addition to this, 

Deloitte Consulting and SAP were also sued by Marin County, California in a separate case related to 

a software rollout. 

5. Healthcare.gov 

The Obama administrationôs malfunctioning Healthcare.gov insurance-shopping website, part of the 

Obamacare program, went live in October 2013, however, only 30% of its users were able to sign up 

http://www.cio.com.au/article/530432/victorian_department_health_slammed_ict_system_audit/
http://www.computerworld.com.au/article/385200/myki_remains_vic_govt_spares_it/
http://www.cio.com.au/article/532664/california_sues_sap_over_failed_payroll_software_project/
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for healthcare services.  The US government did work hard to fix the system, but by December 2013 

government officials said 25% of the applications sent from the site to private insurers contained 

errors that were caused by the website. 

4. Australian Customs Service 

An integrated cargo system at Australian Customs Service, which went live in October 2005, was a 

huge failure.  The move to the production of the Imports module of the Customs' project was deemed 

a failure of corporate governance of IT. The results were catastrophic as cargo was left unprocessed, 

shipments over a Christmas period were delayed, and although individual parts of the system worked, 

it failed as a whole despite customs having invested between $200-250 million into the project. 

3. Queensland Healthôs Payroll System 

The LATTICE system responsible for paying Queensland Healthôs 78,000 staff and $210 million in 

salaries every two weeks was planned to have been replaced. This system replacement was complex 

and covered 206 individual allowances across 13 awards and 5 industrial agreements. From the outset 

of the project, it was clear that it was in trouble and between early 2008 and March 2010, IBM 

Australia, the prime contractor, submitted47 change requests to the governmentôs shared services 

provider, CorpTech, due to poorly defined business requirements. 

The Queensland Auditor-Generalôs report stated that during October 2008detailed planning revealed 

that the program had been severely underestimated and as a consequence, its revised implementation 

cost estimates significantly exceeded the original tender proposal. 

Despite the problems from the beginning, in 2013 the system went live, which subsequently left 

thousands of workers unpaid and underpaid for a number of weeks. A total of $120 million was 

overpaid to more than 61,000 staff and over a period of just 8 years, the eventual cost to the State of 

Queensland is expected to be $1.2 billion. 

2. Office of Personnel Management 

For the past 37 years, around 600 staff employed by the Office of Personnel Management in the 

United States has been processing the retirement papers of US government employees.  Since 1977, 

US government administrators have reportedly paid out more than $100 million in an attempt to 

automate this paper-based process, however, it proved to be fruitless. 

Again between 1987 and 1996, approximately an additional $25 million was spent on another failed 

system. Later in 1997, an effort to revamp the system using internal resources before hiring 

contractors was attempted. However, by 2007 the Retirement Systems Modernization Program was 

not working with a reported 18% success rate during óstress testsô.  According to sources the system 

apparently "had trouble synthesising information from so many sources and calculations based on so 

many laws." 

Finally in 2008, the system eventually went live before breaking down and being scrapped. In total 

more than $106 million was spent and the paper-based filing system still remains today. 

  

http://www.theage.com.au/news/national/new-customs-it-cargo-system-fails-to-deliver/2005/10/20/1129775901865.html
http://www.washingtonpost.com/sf/national/2014/03/22/sinkhole-of-bureaucracy
http://www.washingtonpost.com/sf/national/2014/03/22/sinkhole-of-bureaucracy
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1. U.K. National Health Service System 

The number one project disaster determined by Connolly (2014). . This project was initially 

launched in 2002 only to be scrapped by the UK Government in September, 2011. 

This nine-year debacle under the National Programme for IT was way over budget and years behind 

schedule due to a number of different issues including technical issues, issues with vendors and 

constantly changing system specifications. 

In early 2012, one of the primary suppliers, CSC, made a $1.49 billion write-off against the botched 

project. A year later in a 2013 report it was claimed that the failed project had cost UK taxpayers an 

estimated £10 billion to date with the final bill expected to be "several hundreds of millions of pounds 

higherò.  

Why IT Projects Fail 

Based on industry norms, less than 50% of IT projects finish on time and on budget. Discussions with 

experienced CIOs, consultants and project managers indicate there are many reasons for the failure of 

IT projects; however a number of common conclusions can be drawn: 

¶ Fuzzy goals: Many large projects fail because their goals are not clear. 

¶ Over-optimism: Salespeople and internal project champions both want their proposal to 

succeed. 

¶ Complexity: Major IT projects have a high degree of complexity due to new technology, 

the myriad of interfaces with other systems, data conversion, or because project teams have 

to compete for resources with other projects. 

¶ Weak óownershipô: Large projects often have multiple executives, each with slightly 

different agendas as stakeholders. 

¶ Governance: There is a lack of IT governance. 

The Standish Group research indicates smaller projects (based on Agile or Waterfall methods) have a 

much higher success rate (76%) than larger projects that have an average success rate of 10%. 

Additionally, many industry specialists agree that delivering in small doses produces positive results. 

  

http://www.theguardian.com/society/2013/sep/18/nhs-records-system-10bn
http://www.theguardian.com/society/2013/sep/18/nhs-records-system-10bn
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Objective  
The focus of this paper is on the role of IT Governance in IT project successes. 

The report will specifically examine IT governance relating to the acquisition principle of ISO/IEC 

38500 (2008) Corporate Governance of Information Technology.  The acquisition principle relates to 

any IT decisions for new initiatives, and continuation of existing systems and capabilities.  This 

principle relates to the entire lifecycle of an IT investment.  An IT investment (either maintenance or 

new work) is delivered using a project management approach. 

The object is to determine the extent of the alignment between attributes relating to project 

management governance and IT governanceôs acquisition principle.  

Five well known and respected project management (PMBOK, ISO 21500, AS/NZS 8016:2013, 

PRINCE2 and Agile) governance approaches will be compared to the IT governance acquisition 

principle. 

This research is to investigate the potential relevance of these Project Management approaches for 

governance with an emphasis on identifying how they can be applied or extended within the context 

of IT governance and the subsequent development of an IT governance maturity model. 

What is ISO/IEC 38500:2008 Corporate Governance of Information 

Technology? 

The ISO/IEC 38500:2008 Corporate Governance of Information Technology standard provides a 

framework, vocabulary and six principles for good Information Communication Technology (ICT) 

governance which includes the governance of information technology and communication 

technology. The six principles are: 

1. Responsibility Establish clearly understood responsibilities for ICT. management; 

2. Strategy Plan ICT to best support the organisationôs strategy. 

3. Acquisition Acquire ICT for valid reasons. 

4. Performance Ensure that ICT performs well whenever required. 

5. Conformance Ensure ICT conforms to legislation and policies.  

6. Human behaviour Ensure ICT respects human factors. 

It is within the Acquisition principle that IT projects are initialised and implemented.  From an IT 

governance perspective the Acquisition principle requires that the acquisitions are to be evaluated, 

provided with direction and continuously monitored.  Better application of the Acquisition principle 

would result in more IT projects being successfully completed.  Recently to support ISO/IEC 

38500:2008 acquisition principle, AS/NZS 8016: 2013 Governance of IT enabled projects, has been 

released. 

AS/NZS 8016:2013 Governance of IT enabled projects  
ñMost organizations use IT as a fundamental business tool and few can function effectively without it. 

IT is also a significant factor in the future business plans of many organisations.ò ((ISO/IEC 38500, 

2008). 

The objective of (AS/NZS 8016:2013) óGovernance of IT enabled projectsô (Standards Australia 

Limited/Standards New Zealand2013) is to improve the business outcomes of projects that involve 

investment in new or changed IT capabilities.  These projects are often referred to as óIT enabled 
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projectsô or óIT projectsô.  This standard is relevant to both individual IT enabled projects and project 

programs to achieve business objectives; it is based on. 

Spending on IT can represent a significant proportion of an organisationôs overall commitment 

expenditure of financial and human resources.  However, it is often the case that a return on this 

investment is not fully realised and therefore the adverse effects on organisationôs strategic and 

operational success can be significant. 

Governance of IT, including significant investments in IT, is part of sound corporate governance.  

Examples of IT investments include hardware, software, mobile devices, apps, cloud services, digital 

and social media.  This standard is intended to be used by the governing bodies and executive 

managers of organisations, including owners, board members, directors, partners and senior 

executives.  Governance in this context is not IT management, but it is supported by an organisationôs 

management system. 

To achieve an improvement in business project outcomes that involve new or changed IT capabilities, 

the standard proposes a framework comprising of definitions, principles and a model for effective 

governance of IT projects. 

Benefits of using AS/NZS 8016:2013 Governance of IT enabled projects 

The application of AS/NZS 8016:2013 assists the governing body in balancing strategic value 

opportunities and risks arising from IT investments.  An organisation needs to establish and maintain 

a good governance framework consisting of strategies, policies, decision-making structures, and 

accountabilities to deliver improved return on IT investments. 

Good IT project governance includes: 

¶ Prioritising projects of greatest value to the organisationôs objectives, ensuring management 

ownership of, participation in, and control of organisational change. 

¶ Understanding the requirements for change management. 

¶ Applying thorough management processes throughout the project lifecycle. 

¶ Conforming diligently to all obligations. 
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The size, complexity and nature of the organisation will dictate the actual governance framework that 

needs to be established.  The main elements of the governance framework should be as shown in 

Figure 1 ï Key Elements of a Governance Framework for IT. 

 

Figure 1 - Key Elements of a Governance Framework for IT 

Source: AS/NZS 8016:2013 Governance of IT enabled projects 

The governance framework elements in Figure 1, are equally relevant to individual projects and 

programs of projects. 

The two most prominent systems for Project, Program and Portfolio management are Project 

Management Body of Knowledge (PMBOK) and Projects in Controlled Environments (PRINCE2).  

Of these, PMBOK is described as a framework and PRINCE2 as a methodology. 

AS/NZS 8016:2013, PMBOK and PRINCE2 all advocate a governing body needs to be established. 

This governing body will ultimately be accountable for the success of all the projects the organisation 

undertakes.  In addition, this governing body may delegate aspects of the governance to the 

organisationôs managers, however, it must be highlighted that all accountability will remain with the 

governing body. 

IT project governance model 

The Governance of IT Projects Model (AS/NZS 8016:2013) uses the same three main tasks as the 

ISO/IEC 38500 model proposes: 

¶ Evaluate - Make strategic judgments regarding current and future use of IT. 

¶ Direct - Use of plans, strategies and policies to ensure IT investments meet business 

objectives. 

¶ Monitor  - Routinely examine project performance. 
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 Figure 2 ï The Governance Model for IT Projects shows how IT projects should be governed based 

on ISO IEC 38500-2008. 

 

Figure 2 - Governance Model for IT Projects 

Source: AS/NZS 8016:2013 Governance of IT enabled projects 

Evaluate 

Evaluation of project investments from a strategic and business value perspective should be 

undertaken at all levels continuously.  The governing body or its delegates should ensure the proposed 

project management methodology is appropriate for each project, such methodologies may include: 

¶ PRINCE2 

¶ Agile 

¶ Scrum 

¶ Waterfall 

¶ Extreme 

¶ V Model. 
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Direct 

Taking into consideration the size of the organisation, the number of IT projects and the 

organisationôs appetite for risk, the governing body should establish a system of control and oversight 

of IT projects. 

The system should include: 

¶ Policies 

¶ Processes 

¶ Roles 

¶ Project selection criteria 

¶ Benefits analysis 

¶ Risk management. 

Many of the methodologies previously referred to will  also include aspects of direction. 

Monitor  

The governing body should measure the performance of the processes for governance of IT projects.  

The key considerations of the monitoring task should include: 

¶ Milestones 

¶ Issues identification 

¶ Interdependencies between projects 

¶ Change management 

¶ Stakeholder engagement 

¶ Resource management 

¶ Assumptions 

¶ Risk management. 

Six principles for good governance 

ISO/IEC 38500 six principles express preferred behaviour to guide decision making. 

The six principles are: 

1. Responsibility - Individuals and groups responsible for achieving business value from IT  

2. Strategy - Capability of IT projects to innovate and align with business strategy 

3. Acquisition - Cost benefit analysis to ensure good decision making 

4. Performance - Extent to which IT project service and quality outcomes meet business 

needs 

5. Conformance - Extent of compliance with legislation, regulations, standards, policies, and 

procedures 

6. Human behaviour - Development of organisational culture through motivation and trust 

AS/NZS 8016:2013 refers to the acquisition principle and how it applies to the governance of IT 

projects however the standard does not propose how, when or by whom the principles would be 

implemented. 
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Causes of project governance problems  

The causes of project governance problems are all interrelated. There is generally no single cause of 

governance failure (Garland, 2009).  Governance problems can be categorised as: 

¶ Unclear project governance objectives 

¶ Risk aversion and Organisational structure issues 

¶ Stakeholder and ownership issues. 

Other factors such as skills, competencies, personalities, and political environment also contribute to 

project problems; therefore any project governance framework must also address the above factors. 

Project Governance Objectives 

Efficient and effective project decision making should be the primary objective of project governance.  

Problems occur when decision making is reduced by an overemphasis on stakeholder involvement 

through increasing numbers of forums and committees.  This is usually accompanied by increased 

reporting through excessive organisational and project structures, resulting in poor accountability and 

timeliness (Garland, 2009). 

Risk 

Different organisations have individual risk appetites and risk cultures.  From a project governance 

risk perspective, a culture of risk aversion can mean project decisions can be too slow and justifying 

documentation grows, resulting in slow and poor quality decisions.  In the worst case, this can result 

in óparalysis by analysisó where continual analysis of every possible decision to reduce potential risk 

results in no decisions being made at all (Garland, 2009). 

Organisational versus Project Structure  

Project structures are short term and designed to deliver project outcomes.  Organisational structure 

services the ongoing operations of a business, however, from a governance perspective; project needs 

cannot be met by organisational structures.  A project committee, sometimes known as a project 

steering committee, project board or project control group, must be established at the project initiation 

stage.  The purpose of this committee is to consolidate key project stakeholders and ensure key 

decisions affecting stakeholders are made.  It is recommended to limit the size of a project committee 

to 6-8 people. In addition to this, the committee must also have the necessary authority (Garland, 

2009). 

Stakeholder and Ownership 

Key stakeholder support and project ownership is essential for success.  This is achieved through the 

establishment of a project committee. Ownership can be a fundamental failure unless the project is 

óownedô, ódrivenô, óchampionedô or ósponsoredô by the committee (Garland, 2009). 
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Principles of Effective Project Governance  

Garland (2009), suggest that effective project governance can be achieved by the application of four 
principles that differentiate between stakeholder management and project decision making. 

Principle 1 
For the project to succeed ensure the right person is appointed as a single point of accountability and 

responsibility. Choosing the right person will also ensure clarity of leadership, clarity of decision 

making and timeliness of decision making. 

Principle 2 
Ownership of the service or asset delivered by the project determines who owns the project. The 

ownership of the project does not necessarily reside with those delivering the service or asset/project 

output which places the organisation at the centre of project delivery and ensures the project 

governance framework maintains a service delivery focus. 

Principle 3 
Ensure separation of stakeholder management and project decision-making activities, which are two 

separate activities. This will prevent decision-making forums from becoming clogged with 

stakeholders, resulting in laboured or ineffective decision making. 

Principle 4 
Ensure a divide between project and organisation governance structures. This divide will reduce the 

number of project decision layers and will not assume that project decisions will follow organisational 

lines of command. 

Project Management Governance Model  

The application of the four principles proposed by Garland (2009), can guide the establishment of an 

effective a project governance model. 

1. Appointing the right people (Principle 1) 

A decision making board consists of four players: Senior User, Project Owner, Senior Supplier, and 

Project Director.  

2. Ownership (Principle 2) 

The Senior User is a representative of those who will use the asset or service.  The Project Owner 

represents the core business of the organisation. The Senior Supplier represents those who will deliver 

either the services to the project or the asset itself. To support the Project Owner, who may not have 

the time or the project management expertise, is the Project Director (owners/clientôs representative).  

Figure 3 ï Project Board, shows the combination of these four roles as the key decision making body. 
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Figure 3 - Project Board 

Source: (Garland, 2009) 

Figure 3 ï Project Board, shows most of the important project stakeholder positions.  

3. Separating Stakeholder Management and Project Decision Making (Principle 3) 

The Project Manager and their project team are answerable to the Project Board.  Each of the board 

members has the responsibilities of stakeholder and relationship management. While the Project 

Board does have some power, it does not have the authority to make major investment decisions.   

Garland (2009) refers to this group as the Investment Decision Group; PRINCE2 calls them the 

Corporate or Programme Management (PRINCE2: Managing Successful Projects with PRINCE2). 

 

Figure 4 - Project Governance Model 

Source: (Garland, 2009) 

4. Ensure a divide between project and organisational structures (Principle 4) 

Figure 3 excludes other potential stakeholders who, according to Garland (2009), can be divided into 

two groups.  The first group is referred to as the Strategic Advisor Group consisting of senior 

stakeholders whose support is critical to project success, but who may not be interested in the 

technical details of the project.  Stakeholders who are interested in the technical details of the project 

are referred to as the Stakeholder Working Group.  The relationship of these two groups to the Project 

Board is shown in Figure 4 ï Project Governance Model.  
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Figure 4 presents the ideal project governance framework for complex high-risk projects. This model 

can also be scaled back for lower risk and less complex projects.  In order to remain effective when 

scaling the model back, roles are merged rather than discarded. 

The model proposed  by Garland (2009) and shown  in Figure 4 is very similar to the PRINCE2 

model (Figure 5).   

 

 

Figure 5 - Project Management Team Structure 

Source: AXLEOS 2009, p33 

The PRINCE2 model is more detailed and provides more day-to-day project management roles 

whereas Garlandôs model recognises that project management skills may be missing from the Project 

Board and compensates by the addition of the role of the Project Director.   

Garlandôs Model ï Roles and Responsibilities 

Garlandôs model also recognises the importance of all other stakeholders with the addition of two 

stakeholders groups. 
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The Project Governance roles shown in Figures 3 and 4 ï Project Board, are summarised below: 

Project Owner: 

¶ Represents the business 

¶ Is from the organisationôs business unit that will use the project outcomes 

¶ Has a service delivery focus 

¶ Cannot be outsourced.  

Senior User: 

¶ Represents those who will use the final product or service that the project delivers 

¶ Represents those who the project may impact in some way (e.g. operations or maintenance 

activities) 

¶ May represent an organisation that is contributing to funding of the project 

¶ May be split between two persons if necessary 

Senior Supplier: 

¶ Represents the suppliers of services to the project 

¶ May be delivered by an in-house provider, an external service provider, or both 

¶ Must have the ability to commit supplier resources to the project 

Project Director:  

¶ Drives the project on behalf of the project owner 

¶ Provides project delivery skill set to the business 

¶ Manages service delivery outcomes for the project owner 

Garland (2009) states that implementing a project governance framework is an exercise in business 

change management; all projects deliver change. 

Project, program and portfolio management  
The establishment of a sound IT governance process, based on Garlandôs six principles address some 

of the risks associated with managing IT projects, particularly as they increase in complexity.  

Project, program and portfolio management are equally critical to organisationôs success. 

Every project should be strategically aligned with corporate objectives.  However if there are many 

projects and corporate layers, the benefits of projects may not be realised.  The concept of a program 

is the interconnection of related projects so they deliver benefits to the overall organisation (Garland, 

2009). 

A project manager manages the phases and key activities of their project.  It also manages the 

progress of multiple projects and key interdependent phases in line with business guidelines. 

Brown (2008) makes a distinction between the role of the project manager and the program manager.  

The environment of the program manager can be highly complex and vary from managing multiple 

projects to managing multiple projects in addition to their existing operational responsibilities. In 

addition to this, they also have accountability for profit or cost targets linked to business strategy. This 

contrasts with the project managerôs role which is to deliver a single project within budget and 
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schedule constraints which are usually established at the program level. The same principles and a 

similar model of governance can be also used for project and program governance; however, most 

programs are generally more financially focussed. 

An overarching program structure supports Garlandôs fourth principle which deals with separating 

project governance from corporate or organisation governance.  The fundamental difference between 

the two is that a project has a discrete start and finish whereas programs may continue for many years 

with no defined end date (e.g. providing health services or road maintenance). 

óA programme is a temporary flexible organisation structure created to coordinate, direct and oversee 

the implementation of a set of related projects and activities in order to deliver outcomes and benefits 

relating to an organisationôs strategic objectives.  A programme may have a life that spans several 

years.ô (PRINCE2: Managing Successful Projects with PRINCE2, p. 309) 

Program management is the aggregation of specific projects within a portfolio to achieve common 

business objectives higher than those of individual projects, but lower than business strategic 

objectives. Programs may be created because they contribute to a single business objective or because 

of client, technical or resource synergies, or a combination of these drivers. 

Program managers in most cases ódirectô the activities of project managers within the parameters of 

the program.  Use of the word ódirectô implies that the program manager has a strategic view of the 

projects that make up the program. 

Portfolio management is essentially about investment management, whether that investment is 

financially defined as in a private sector enterprise or effort and resource based as in a public sector 

enterprise. Portfolio management involves the aggregation and total visibility of projects in an 

organisation so that the linkage between vision and strategic direction and project objectives and 

deliverables are consistent.  

Figure 6 illustrates the hierarchy of project, program, and portfolio management.  It is at the portfolio 

and program levels that governance of projects is most prevalent.   

Figure 6 also illustrates that portfolio and program management belong within the operations 

management stream of the organisation.  This means that policy generated at the portfolio and 

programme level will have an impact on operations, both strategically and tactically (Brown, 2008). 
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Figure 6 - Portfolio, Programme and Project Management 

The increasing use of projects and programs by organisations to achieve business strategy and goals 

has led to the need for understanding portfolio management.  Portfolio management can provide 

governance structure to minimise overall project costs (Koh & Crawford, 2012). However, to really 

understand the concept of program and portfolio management, project management must first be 

understood. 

Governance Templates  
 

Garland (2009) provides three useful documents: 

¶ Project Governance Policy (Appendix 1) 

This policy can be modified to meet the needs of most organisations or types of projects. 

¶ Terms of Reference and Modus Operandi of Project Governance Bodies (Appendix 2) 

These documents can be used as a basis to develop a project governance framework. 

¶ Role Descriptions for project board positions (Appendix 3) 

 

**** These documents are provided in full and with the approval of their author, Ross Garland.  
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PRINCE2 
There are limited project management systems that include a governance component, but PRINCE2 

does. 

PRINCE2 is a controlled project management methodology that can be applied to any project 

regardless of the project scale, type, organisation, geography, or culture. 

The Office of Government Commerce (OGC) continued to develop and improve PRINCE2 until 1 

January 2014 (Murray et al., 2009) when AXELOS became the official accreditor for the Global Best 

Practice, which includes PRINCE2 and ITIL (Hepworth, 2014). 

On 1 July 2013, AXELOS was announced as the new joint venture company that the Cabinet Office 

formed to deliver and commercialise the British Government's portfolio of Best Management Practice 

accreditation and publishing services including ITIL, PRINCE2 and other PPM products. 

PRINCE2 is part of a suite of guidance systems developed by OGC to assist organisations and 

individuals to manage their projects, programs and services consistently and more effectively.  Figure 

7 outlines the structure of the OGC best practice guidance set. 

 

Figure 7 - OGC best-practice guidance 

PRINCE2 defines a project as:  

óé temporary organisation that is created for the purpose of delivering one or more business products 

according to an agreed Business Caseô(PRINCE2: Managing Successful Projects with PRINCE2, p. 

3). 

Project management is defined as: 

óé the planning, delegating, monitoring and control of all aspects of the project, and the monitoring 

and motivation of those involved, to achieve the project objectives within the expected performance 

targets for time, cost, quality, scope, benefits, and risksô(PRINCE2: Managing Successful Projects 

with PRINCE2, p. 4).  
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PRINCE2 Elements 

PRINCE2 is a generic project management methodology.   

It addresses the four integrated elements of project management as shown (Figure 8). 

1. Principles 

2. Themes 

3. Processes  

4. Project environment. 

 

Figure 8 - PRINCE2 Structure 

 

The Principles of PRINCE2  

The seven principles on which PRINCE2 is based 

and shown in Figure 9 originated from lessons 

learned from projects. The principles can be 

summarised as: 

1. Continued business justification 

2. Learn from experience 

3. Defined roles and responsibilities 

4. Manage by stages 

5. Manage by exception 

6. Focus on products 

7. Tailor to suit the project environment. 

Figure 9 - PRINCE2 Principles 
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The Themes of PRINCE2  

PRINCE2 themes (Figure 10) describe aspects of project management that must be addressed 

continually and in an integrated approach.  All seven 

themes must be applied to a project, but they can and 

should be tailored according to the scale, nature and 

complexity of the projects.  The themes can be 

summarised as: 

1. Business Case ï Idea to investment proposal 

2. Organisation ï Structure, roles and 

responsibilities 

3. Quality  ï Quality attributes understood and 

delivered 

4. Plans ï Series of approved plans 

5. Risk ï Manage uncertainties in plans 

6. Change ï Manage change requests 

7. Progress ï Determine viability of plans 

Figure 10 - PRINCE2 Themes 

Many existing and proven project management techniques and tools, such as, critical path analysis 

and earned value analysis, support the application of the PRINCE2 themes. 

 

The Processes of PRINCE2  

PRINCE2 is a process-based approach for project management.  There are seven processes in 

PRINCE2 (Figure 11) which provide the set of activities required to direct, manage and deliver a 

successful project. 

1. Starting up a project. 

2. Directing a project. 

3. Initiating  a project. 

4. Controlling  a stage. 

5. Managing product delivery. 

6. Managing a stage boundary. 

7. Closing a project. 

 

 

Figure 11 - PRINCE2 - Processes 
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The PRINCE2 processes (Figure 12) shows how each process is used throughout a projectôs life. 

 

Figure 12 - The PRINCE2 Processes 

Research undertaken by Queensland University of Technology (Sargeant, Hatcher, Trigunarsyah, 

Coffey, & Kraatz, 2010) found the major strengths of PRINCE2 to be: 

¶ Assuring continuing project viability 

¶ Extensive guidance offered on project governance 

¶ Expansion of the tolerance concept to encompass six areas 

¶ Comprehensive definition of roles and responsibilities 

¶ Product-based planning and product-focused delivery 

¶ Delegation of responsibilities to the appropriate level 

¶ Ability to tailor and embed in an organisation 

 

  

These processes only happen ONCE in a 

project 
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PRINCE2 Maturity Model (P2MM)  

Overview of P2MM 

Project Management Maturity Model (P2MM) is designed to allow organisations to gauge, by 

assessment, their maturity in the use of the PRINCE2 project management methods i.e. how well 

PRINCE2 is embedded in an organisation. 

P2MM assessment allows organisations that deliver internal projects to identity their strengths, areas 

for improvement and build an action plan to improve their effectiveness to deliver the full benefits of 

using the structured project management approach of PRINCE2. 

A possible marketing advantage for organisations that provide a project management service, in 

addition to the above benefits, they will also be able to provide evidence to their clients and 

prospective clients of their level of maturity in the use of PRINCE2. 

The P2MM (UK, 2010) uses the same structure as the Portfolio and Programme and Project 

Management Maturity Model (P3M3) from which it is derived using: 

¶ A five-level maturity framework to characterise the levels of organisational maturity 

¶ Seven process perspectives covering key aspects of organisation-wide project management 

¶ Specific and generic attributes for each level of maturity within each of the process 

perspectives 

The five maturity levels are: 

Level 1 ï Awareness of process 

Level 2 ï Repeatable process 

Level 3 ï Defined process 

Level 4 ï Managed process 

Level 5 ï Optimised process 

The above levels make up the structural components of both P3M3 and P2MM; they can be seen in 

Figure 13 ï Maturity Levels which compares the characteristics of the P2MM with those of the 

Project Management Maturity Model (PjMM). 

Maturity 

Level 

PRINCE2 Project Management 

Level 1 ï 

Awareness 

of process 

Does the organisation recognise projects and 

run them differently from its ongoing 

business? (Projects may be run informally 

with no standard process or tracking system.) 

Does the organisation recognise projects and 

run them differently from its ongoing 

business? (Projects may be run informally 

with no standard process or tracking system.) 

 

Level 2 ï 

Repeatable 

process 

Has the organisation adopted PRINCE2, but 

allowed the method to be applied 

inconsistently across projects within the 

organisation? 

Does the organisation ensure that each project 

is run with its own processes and procedures 

to a minimum specified standard? (There may 

be limited consistency or coordination 

between projects.) 

 

Level 3 ï 

Defined 

process 

Has the organisation adopted PRINCE2 and 

embedded it to align with other organisational 

processes? Can PRINCE2 be tailored to suit 

individual projects? 

Does the organisation have its own centrally 

controlled project processes and can individual 

projects flex within these processes to suit the 

particular project? 
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Level 4 ï 

Managed 

process 

Does the organisation obtain and retain 

specific measurements on its PRINCE2 

project management performance and run a 

quality management process to better predict 

future performance? 

Does the organisation obtain and retain 

specific measurements on its project 

management performance and run a quality 

management process to better predict future 

performance? 

 

Level 5 ï 

Optimised 

process 

Does the organisation undertake continuous 

process improvement with proactive problem 

and technology management for PRINCE2 

projects in order to improve its ability to 

depict performance over time and optimise 

processes? 

Does the organisation undertake continuous 

process improvement with proactive problem 

and technology management for projects in 

order to improve its ability to depict 

performance over time and optimise 

processes? 

 
 

Figure 13 - Maturity Levels 

Seven process perspectives of P2MM that are derived from P3MM focus on:  

¶ Management Control 

¶ Benefits Management 

¶ Financial Management 

¶ Stakeholder Engagement 

¶ Risk Management 

¶ Organisational Governance 

¶ Resource Management 

The above listed processes can be assessed at all five maturity levels. 

Attributes  

Embedded within the process perspectives are a number of attributes. 

Specific attributes relate only to a particular process perspective.  

Generic attributes are common to all process perspectives at a given maturity level; this includes 

planning, information management, and training and development.   
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Most organisations have strengths in some areas, but not in all of them. P2MM is designed to 

acknowledge these strengths as well as highlighting weaknesses.  Figure 14 illustrates how an 

organisation might be viewed from the process perspective (Williams, 2010). 

 

Figure 14 - Example assessment of Process Perspective 
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Project Management Body of Knowledge (PMBOK)  

A major publication on the subject of Project Management knowledge and methods is entitled the 

Project Management Body of Knowledge (PMBOK) guide, which was published by the Project 

Management Institute (PMI, 2013).  

PMBOK has existed much longer than PRINCE2.  PMBOK is a framework, whereas PRINCE2 is a 

described as a methodology. 

Framework is a loose but incomplete structure which leaves room for other practices and tools to be 

included but provides much of the process required.  A framework allows the project team to choose 

their own processes, and roles for example. 

A methodology is a set of principles, tools and practices which can be used to guide processes to 

achieve a particular goal.  PRINCE2 for example is prescriptive providing detailed practices, roles 

and products to be used to deliver a project. 

The Project Life Cycle 

The project lifecycle describes the stages or process that projects move through from inception 

through to completion. This particular lifecycle can be demonstrated graphically as shown below in 

Figure 15 ï Project Life Cycle. 

 

Figure 15 - Project Life Cycle (PMBOK) 
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Project management knowledge areas 

Throughout the lifecycle of the project there are 10 core knowledge areas, which are also referred to 

as competencies. To attain success, those involved in projects must employ these knowledge areas 

which include:  

Integration  This area covers the complex interactions between all the stages and 

functions within the project. Integration is usually a key role of the 

project manager or the program director.  

 

Scope  This area is connected to defining the boundaries of the project and 

product specification. This area defines what work will be done to 

achieve the project objectives (inclusions) and what work will not be 

done (exclusions).  

 

Time  Time relates to the planning and management of project time from start 

to end, i.e. what is done when, and in what order to complete it óon 

timeô. 

  

Cost  This deals with estimating the costs for the project, forecasting and 

developing a projectôs budget.  

 

Quality  Acceptance criteria, specifications as well as standards, procedures and 

regulation compliance all fall within the quality knowledge area.  

 

Human Resources  This area looks at the skills required to deliver the project and how the 

team will be developed and managed. It also includes defining roles and 

responsibilities for the project team members.  

 

Communications  Communications covers identifying the stakeholder and their 

information needs within the project. It also refers to the distribution of 

information and all the aspects of project reporting, record keeping and 

knowledge management.  

 

Stakeholders  Stakeholders refers to anyone with a vested interest in the project who 

may or may not be directly involved in the project work or are in any 

way impacted by the project activities and outcomes.  

 

Risk  Risks within the project are identified, analysed, and actions are taken as 

agreed. Risk monitoring is an ongoing requirement throughout the 

project life cycle.  

 

Procurement  The Procurement area identifies what goods and services are to be 

provided so that the project work can be completed effectively. 

Procurement can cover simple purchasing through to complex contract 

management activities.  

 

  



26 | P a g e 
 

The below matrix (Figure 16) identifies where each knowledge area is most actively utilised during a 

typical project lifecycle. 

 

Figure 16 - Project Management Knowledge Areas used during Project Life Cycle 

The scope area for example, in which the boundaries of the project are defined, is dealt with during 

the planning stage. It is also active during the monitoring and control stages where there is pressure to 

change or amend the projectôs scope that has already been agreed upon. 

In PMBOK a project management office (PMO) is created that provides a management structure that 

standardizes the project-related governance processes and also facilitates the sharing of resources, 

methodologies, tools, and techniques.  The PMO integrates data and information from corporate 

strategic projects and evaluates how higher level strategic objectives are being fulfilled. The PMO is 

the natural liaison between the organizationôs portfolios, programs, projects, and the corporate 

measurement systems, for example a balanced scorecard (PMI, 2013). 

In a way PMO operates as a ñCentre of Excellenceò and only organisations with sufficient resources 

can sustain a PMO.  These organisations, which are typically larger, would divide their projects into 

two areas - Programmes and Portfolios.  PMBOK does not really provide any detail on how a PMO 

might operate, only that it should. 

PRINCE2 provides valuable guidance related to the externalities of projects, namely governance and 

benefits, about which the PMBOK is silent. An example of such guidance is to learn how to establish 

an effective project governance structure and  use the Business Case as the primary control over the 

life of the project (Rankins, 2009). 
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ISO 21500:2012 Guidance on project management  

ISO 21500:2012 is a project management framework and was released in September 2012.  However, 

quite a bit earlier in 1983, volunteers from the Project Management Institute (PMI) first gathered to 

distil the project management body of knowledge, and consequently created the first PMBOK Guide. 

ISO 21500 provides a high-level description of concepts and processes that are considered to form 

good practice in project management. 

ISO started with ISO 10006 titled óQuality Management Systemsô - Guidelines for quality 

management in projects. ISO 10006 was originally published in 1997 and then later updated in 2003. 

But it has not gained popularity equal to ISOôs norm of quality of the series 9000 nor as the World 

leading project management standards like PMBOK Guide or Prince2.  More recently the 

International Organization for Standardization released ISO 21500:2012 Guidance on project 

management  

There is in fact very little difference between ISO 21500:2012 and PMBOK. .The following 

information can be used as a comparison: 

Process Management Processes 

The PMBOK Guide was the basis from which ISO 21500 was created. The next sections contain 

comparison of PMBOK Guide and ISO 21500.  

ISO 21500 divides project processes into five process groups.  Table 1 shows the comparison with 

PMBOK project processes in a projectôs life cycle. 

Project Management Process Group 

ISO 21500 PMBOK Guide 

Initiating Initiating 

Planning Planning 

Implementing Executing 

Controlling Monitoring and Controlling 

Closing Closing 

Table 1 - ISO 21500 and PMBOK Guide Process Groups comparison 

The differences between these two standardsô processes are minimal. In fact the only órealô difference 

is the name change. 
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Subject Groups or Knowledge Areas 

PMBOK Guideôs knowledge areas have been renamed in line with subjects in ISO 21500. Their 

comparison is found below in Table 2. 

Project Management Subject Group Knowledge Areas 

ISO 21500 - Subjects PMBOK Guide ï Knowledge Areas 

Integration Integration 

Stakeholder Stakeholder (Added in Edition 5 - 2013) 

Scope Scope 

Resource Human Resources 

Time Time 

Cost Cost 

Risk Risk 

Quality Quality 

Procurement Procurement 

Communication Communication 

Table 2 - ISO 21500 Subjects and PMBOK Knowledge Areas 

The only real noticeable difference is that the Human Resources Knowledge area has been renamed to 

Resource to cover both types of resources - human and other project resources. 

When investigating the subject or knowledge areas, the main difference found is that ISO 21500 does 

not provide a description of tools and techniques. The description of each process in ISO 21500 

consists of a general description and a table containing primary inputs and primary outputs.  ISO 

21500 descriptions are substantially shorter than those of PMBOK Guide (Rehacek, 2014). 

The PMBOK Guide and the ISO 21500 standards are very close and present a set of processes that 

have been similarly organised into a project management stage and a project management topic. The 

ISO standard is more than 40 pages long and is only limited to the introduction of the processes, their 
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inputs and their outputs. With more than 500 pages, the PMBOK Guide describes the project 

management processes, their inputs, their outputs and also the associated tools and techniques. 

From a project management governance perspective, PMBOK provides a far more detailed direction 

for managing projects than ISO 21500 despite both having a very similar structure. 

Agile Project Management  

Non-agile development is a straight line approach to software development - Design, build, test, and 

then release. 

Agile software development is a group of software development methods based on iterative and 

incremental development, where requirements and solutions evolve through collaboration between 

self-organising, cross-functional teams. It stimulates adaptive planning, evolutionary development and 

delivery, a time-boxed iterative approach, and it also encourages a quick and flexible response to 

change. It is a conceptual framework that promotes foreseen tight iterations throughout the 

development cycle. 

Non-Agile 
1. Waterfall (Traditional) 

2. V-Model  

3. Rapid Application Development (RAD) 

4. Joint Application Development/ Design (JAD) 

5. Critical Path Method (CPM) 

6. Critical Chain Project Management (CCPM) 

7. Event Chain Methodology (ECM) 

8. Benefits Realisation Management 

9. EVO (Evolutionary) Project Management 

10. Spiral 

11. Process-based Improvement Models (CMMI, SPICE) 

12. Unified Process (UP)/ Rational Unified Process (RUP) 

 

Agile Software Development  
13. Scrum  

14. Scrum-ban  

15. Crystal Methods  

16. Lean Development (LD)/ Six Sigma  

17. DMAIC 

18. Dynamic Systems Development Method (DSDM)  

19. Extreme Programming (XP)  

20. Feature Driven Development (FDD)  

21. Adaptive Project Framework/ Adaptive Software Development  

The project management approaches listed above are explained in more detail in Appendix 4. 

IT Project Management Approaches  

There are many frameworks and methodologies to support the management of IT projects.   

http://en.wikipedia.org/wiki/Software_development_methodologies
http://en.wikipedia.org/wiki/Iterative_and_incremental_development
http://en.wikipedia.org/wiki/Iterative_and_incremental_development
http://en.wikipedia.org/wiki/Cross-functional_team
http://en.wikipedia.org/wiki/Timeboxing
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PMBOK and PRINCE2 are the most popular approaches to project management.  PMBOK is used 

primarily for projects that have a physical product or clear service that is being produced.  PRINCE2 

is more focussed on projects of an administrative or non-physical product, such as a web site or 

database.  However, PRINCE2 can also be used for physical projects such as roads and buildings. 

The Agile and Non-Agile project management approaches outlined previously are essentially 

developed for delivery of IT projects and some of the Agile approaches have similarities to PRINCE2. 

 

Project Management Approaches  vs Project Governance Attributes  
Project Governance Attributes listed below in Table 3 are derived from the Portfolio, Programme and 

Project Management Maturity Model (P3M3) developed by Office of Government Commerce in the 

United Kingdom (OGC, 2010). 

 

Table 3 - Project Management Frameworks vs Project Governance Attribute 

The IT Governance Maturity attributes are derived from ISO/IEC 38500:2008 Corporate Governance 

of Information Technology. 

The top two rows of Table 3 show an alignment between attributes relating to project management 

governance and IT governance. 

Table 3 ï Project Management Approaches vs. Project Governance Attributes then provides a 

comparison between eight attributes of good project governance and five of the most common project 

management frameworks/methodologies.  The eight dimensions that are measured for IT governance 

are also displayed and aligned with the eight project governance attributes. 

The scores shown on the Likert scale (1 to 5) are based on this paper analysis and the authorôs 

experience as a project manager. 

The following paragraphs provide a brief summary of the comparison between Project Management 

Governance attributes and Project Management approaches. 

Project Governance 

Attributes
Project Structure Financial Control

Benefits 

Management

Stakeholder 

Management
Risk Management

Organisational 

Governance

Resource 

Management

Business to Project 

Alignment

IT Governance 

Attributes

Responsibility

Acquisition

Process

Strategy

Performance

Risk

Performance

Acquisition

Strategy

Human Behaviour Conformance

Risk

Responsibility

Human Behaviour

Process

Strategy

Responsibility

Acquisition

Human Behaviour

Performance

Acquisition

Strategy

Process

PMBOK 3 4 2 4 5 1 4 2

ISO 21500 2 3 3 3 4 1 3 2

AS/NZS 8016:2013 2 3 3 3 3 2 3 2

PRINCE2 4 4 5 4 3 4 2 4

Agile 2 4 2 4 2 2 2 3

Median Score 2 4 3 4 3 2 3 2

Rating

1   Very Low

2   Low

3   Medium

4   High

5   Very High
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ISO 21500, AS/NZS 8016 and Agile are as low for the project governance attributes of project 

structure.  PMBOK is only slightly better in its project structure.  However, PRINCE2 has a well- 

developed structure for managing projects.  The project governance attribute of project structure 

corresponds to four IT governance maturity dimensions of responsibility, acquisition, process, and 

strategy. 

The project governance attribute of financial control is handled reasonably well by all five project 

management approaches. 

PMBOK and Agile are rated low for the project governance attribute of benefits management.  ISO 

21500 and AS/NZS 8016 are rated medium.  In contrast, PRINCE2 manages benefits management 

extremely well. 

Stakeholder management for all five project management approaches is either rated as medium or 

high. 

PMBOK manages its project risk very well; similarly ISO 21500 has a high rating for risk 

management.  AS/NZS 8016 and PRINCE2 are rated as having a medium rating, while Agile has a 

low risk management approach to projects. 

From an organisational governance perspective, PMBOK and ISO 21500 are rated very low while 

AS/NZS 8016 and Agile are rated low for organisational governance.  On the contrary, PRINCE2 is 

rated significantly higher when it comes to its approach to organisational governance. 

PMBOK has a high rating for resource management.  PRINCE2 and Agile are rated low for resource 

management and ISO 21500 and AS/NZS 8016 are marginally higher performance in resource 

management. 

Except for PRINCE2 that is rated high for business to project alignment, the other four project 

management approaches are low to medium. 

Project Governance Attributes Median Score 
A review of the Median Scores shown on Table 3 for the project management governance attributes 

are displayed below in Table 4.  The median scores provided either a Low (2), Medium (3) or High 

(4) rating.  The focus of further study should therefore be on Project Management governance 

attributes that had scores of Low and Medium. 

Project management governance attributes that rated low were; Project Structure, Organisational 

Governance and Business to Project Alignment.  Similarly attributes that rated medium were Benefits 

Management, Risk Management and Resource Management. 

Corresponding the IT Governance attributes that aligned with low rating project management 

governance attributes were; Responsibility, Acquisition, Process, Strategy, Human Behaviour and 

Performance.  Also similarly the attributes of Conformance and Risk aligned as a medium rating. 

Table 4 summaries the attributes ratings and their alignment between project management governance 

and IT governance. 
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Project Governance Attributes IT Governance Maturity  

Rating - Low Rating - Medium 

Project Structure 

Organisational Governance 

Business to Project Alignment 

 

 

 

 

-------------------------------------- 

 

 

 

 

 

 

 

-------------------------- 

Benefits Management 

Risk Management 

Resource Management 

Responsibility 

Acquisition 

Process 

Strategy 

Human Behaviour 

Performance 

 

---------------------------------- 

Conformance 

Risk 

Table 4 - IT Governance Maturity focus areas 

Table 4 ï IT Governance Maturity areas indicate that the areas the IT governance maturity model 

should focus on for ñAcquisition Principleò are: 

¶ Responsibility 

¶ Acquisition 

¶ Process 

¶ Strategy 

¶ Human behaviour 

¶ Performance 

 

Of secondary concern is: 

¶ Conformance 

¶ Risk 
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Conclusion 
Acquisition principle is a term used in the standard ISO/IEC 38500:2008 Corporate Governance of 

Information Technology.   

The Acquisition principle involves evaluating, directing, and monitoring proposed IT investments that 

support business operations and ensure organisations capabilities are fulfilled whilst balancing risks 

and value for money. 

IT investments are delivered or should be delivered using a project management approach.  Thus 

focusing on project management governance directly reflects the level of application of the IT 

governance Acquisition Principle. 

Existing governance approaches available to support IT Governanceôs Acquisition principle are 

inadequate.   

A very high percentage of IT projects fail.  Research indicates the higher the project cost the higher 

the potential for failure.  IT projects whether for new or maintenance activities are the main delivery 

mechanism of the Acquisition principle. 

Causes of project governance problems and therefore project failure are interrelated; there is generally 

no single cause of governance failure.  However, governance problems can generally be attributed to: 

¶ unclear project governance objectives  

¶ aversion to risk 

¶ organisational structure issues 

¶ stakeholder and ownership issues. 

Other factors such as skills, competencies, personalities and political environment contribute to 

project problems and any project governance framework must also address these issues.  

Expenditure on IT can represent a significant proportion of an organisationôs expenditure of financial 

and human resources.  To improve the delivery success of IT projects, AS/NZS 8016:2013 has 

recently been released. 

Governance of IT, including significant investments in IT, is part of sound corporate governance.  IT 

investments include projects for hardware, software, mobile devices, apps, cloud services, digital and 

social media.  AS/NZS 8016:2013 which supports and is based on ISO/IEC 38500:2008 assists the 

governing bodies, to balance strategic value opportunities and risks arising from the investments in 

IT. 

The two most prominent systems for Project, Program and Portfolio management are Project 

Management Body of Knowledge (PMBOK) and Projects in Controlled Environments (PRINCE2).  

Of these, PMBOK is described as a framework and PRINCE2 a methodology.  PRINCE2 is far more 

advanced in project governance compared to PMBOK.  Based on an evaluation PRINCE2 rates most 

highly in project management governance and therefore supports IT governance the best. 
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The rating of the IT Governance attributes indicates that the areas the IT governance maturity model 

should focus on for ñAcquisition Principleò are: 

¶ Responsibility 

¶ Acquisition 

¶ Process 

¶ Strategy 

¶ Human Behaviour 

¶ Performance 
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Appendices  
 

Appendix 1 ï Project Governance Policy 

**** This document is provided in full and with the approval of their author, Ross Garland. 

The following is an example of a project governance policy that can readily be modified to meet the 

needs of most organisations. 

Overview 

The policy addresses the project governance arrangements for all projects undertaken by (insert 

organisationôs name). Its primary focus is high-risk projects as determined by (the organisation should 

have critter or possibly a high-level project risk assessment model that determines the risk of any 

particular project) and the governance framework is designed to support such projects. The policy also 

addresses lower-risk projects by enabling flexible governance arrangements. 

Applicability  

This policy is applicable to all projects. Projects that are therefore covered by this policy include 

(select as appropriate for the organisation: asset and non-asset solutions, change management projects 

and ICT and policy projects). It shall be adhered to by all employees, as well as by consultants and 

contractors working for the organisation. This policy is not applicable to non-capital or operational 

activities. It is not applicable to projects that are currently (at the time of approval of this document) 

being implemented or constructed. 

Definitions 

(Add other definitions as necessary. Any role or body that appears in the framework will need to be 

defined.) 

Accountable  Accountable means answerable to your superior. 

Investment decision group  (This group normally already exists within an organisation and often 

does not need to be separately constituted. It may be known as a budget committee.) The investment 

decision group makes the major investment decisions on a project.  

Key project documentation The key project documentation is: (adjust to suit, naming 

conventions and needs of the organisation. Each organisation should identify a family of documents 

that must be produced for each project undertaken. If not, then individual project boards should 

identify these documents. 

¶ Strategic business case; 

¶ Preliminary business case; 

¶ Final business case; 

¶ Procurement strategy; 

¶ Project completion report  

¶ (Add other documentation as necessary.) 
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Project  A project is an undertaking of fixed duration created to deliver a new, enhanced or 

modified service for the organisation.   

Project board  The project board is a committee responsible for directing the project, although a 

number of smaller projects could come under the same umbrella of a single project board. The core 

members of the project board are the project owner, senior supplier, senior user and project director. 

Others may be invited to attend by the project owner.  

Project director  The person who manages the project ownerôs interests in the project on a 

day-to-day basis. 

Project manager  The nominated person who leads the project team and is assigned the 

authority and responsibility for managing the project within the constraints of scope, budget, schedule 

and quality as defined by the project owner. 

Project owner The person accountable for the success of the project and the chair of the project 

board. 

Senior user The person(s) who represents the interests and viewpoint of users on the project board 

and supports the project owner on directing the project. 

Senior supplier   The person(s) who represent the interests and viewpoint of suppliers on the 

project board and supports the project owner in directing the project. 

Strategic advisorsô group  A group comprised of senior advisors whose role is to provide 

advice and support to the project owner and project board and to monitor and report on the alignment 

of the project with their organisationôs needs. 

Stakeholder working group A group comprised of technical advisors whose role is to provide 

advice and support to the project manager and project team on technical matters that have an impact 

on their own organisations. 

Project governance framework for high-risk projects 

(Organisationôs name) will manage high-risk projects in accordance with the following framework. 

Further detail on the operation of the project governance framework and policy is contained within the 

project governance procedure (a document that provides greater detail around the operation of the 

project governance arrangements). The project governance structure shall generally be in accordance 

with that shown in Figure 15 ï The project governance structure. 
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Figure 17 - The project governance structure 

Role of the project board  

All high-risk projects shall have a dedicated project board that shall operate in accordance with this 

framework. The project board is chaired by the project owner and should ideally contain no more than 

six people, to maintain decisionïmaking efficiency. 

The project board is responsible for directing the project. In discharging this responsibility it will 

approve the key project documentation and work to resolve issues escalated by the project manager 

and project director. 

Role of the investment decision group  

The investment decision group has the following responsibilities: 

¶ approve funding of the development of a financial business case for the project; 

¶ approve funding of the project in the project on accordance with the funding requirements of 

the final business case; 

¶ approve major variations to funding; 

¶ address and resolve issues raised by the project board  

¶ address and resolve matters of policy raised by the project board  

Role of strategic advisorsô group 

The strategic advisorsô group represents key stakeholders who have a valid interest in the project. It is 

chaired by the project owner. The strategic advisors group has the following responsibilities: 

¶ review and provide input to project documentation; 

¶ provide advice to the project owner; 

¶ raise issues that have an impact on their organisations involvement in the project; 

¶ keep their host organisations or departments apprised of project developments. 
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Role of stakeholder working group 

The stakeholder working group represents the interests of stakeholders operating at the technical 

level. It is chaired by the project director or project manager. The stakeholder working group is 

responsible for monitoring project technical developments to ensure they remain consistent with their 

own organisations or departments requirements.  

Roles and responsibilities within the project governance framework 

Project owner 

The project owner is the person accountable for the success of the project and owns the service whose 

delivery the project will facilitate and the project business case. All projects, irrespective of their 

assigned risk level, shall have a single nominated project owe r. The project owner has the following 

responsibilities: 

¶ determines the composition of and chairs the project board; 

¶ chairs the strategic advisors group; 

¶ owns the project budget; 

¶ appoints the project director; 

¶ provides direction to the project director and project manager. 

Project director 

The project director supports the project owner and ensures the project ownerôs business needs are 

being met. The responsibilities and delegations of the project director are determined by the project 

owner but will normally encompass the following: 

¶ chairing of the stakeholder working group; 

¶ assisting in establishment t of the project team; 

¶ assisting the project owner on stakeholder management; 

¶ acting as the main point of contact between the project manager and (organisations name); 

¶ establishing client reporting arrangements; 

¶ managing business resources. 

Senior supplier  

The senior supplier is the senior representative of the projectôs suppliers and provides their 

perspective and expertise. The senior supplier is responsible for: 

¶ ensuring the necessary supplier resources are committed to the project; 

¶ advising and informing the project board of supplier issues; 

¶ ensuring the quality of outputs and products provided by suppliers. 

Senior user 

The senior user represents the end users of the delivered service and promotes their concerns and 

interests. The senior user is responsible for: 

¶ representing the interests of users; 

¶ establishing and chairing user groups where required; 

¶ negotiating and developing user requirements and other user documentation; and 

¶ identifying and committing user resources for the project. 
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Project manager  

The project manager is accountable to the project owner for managing the delivery of the project 

within the constraints of scope, budget, schedule and quality that are defined by the project owner. 

The project manager is responsible for: 

¶ planning and managing the necessary activities to enable the project to be delivered with the 

above constraints; 

¶ appointing project team members and is supported in this by the project owner and project 

director. 

Project governance framework for medium-risk and low-risk projects 

This section describes project governance arrangements for medium-risk and low-risk projects. 

All projects are required to have a single nominated project owner. All projects must have a project 

board; however, a single project board can encompass more than one project. In such cases the 

membership of the project board must reflect the needs of the project and, in particular, the project 

owner must be chosen on the basis of representing the business or service needs that the project will 

deliver. The need for a project board, and whether that project board is dedicated to that project, is 

determined by the project owner. A single project director may act as such for a number of projects. 

On medium-risk and low-risk projects there may be no need for a project director and the project 

owner may also fulfil the role of project manager and/or senior user. The decision on combining 

project governance roles is made by the project owner. 

The need for the strategic advisors group and stakeholder working group is dependent upon the 

number of stakeholders and the complexity of stakeholder relationships. Only quite complex projects 

are likely to have the need for a stakeholder working group. Smaller projects with fewer stakeholders 

may not require a stakeholder advisory group for the management of stakeholder needs where the 

project owner can fulfil that role on an ad hoc basis. 

Policy approval 

This policy was approved by (insert name of approving body) on (date) and becomes official policy 

on (date). 

Policy owner 

(Insert name and position of the owner of the policy. The policy owner will normally be a corporate 

level group or perhaps a programme office if such an office sits across all projects in the 

organisation.) 

Related policy and procedures  

The following policies and procedures are related to this policy: 

¶ (Add as required.) 
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Appendix 2 ï Terms of Reference and Modus Operandi of Project 

Governance Bodies 
**** This document is provided in full and with the approval of their author, Ross Garland. 

The following provides high-level terms of reference and modus operandi for the various bodies that 

make up the project governance model. These may prove useful as a basis for organisations 

developing their own project governance framework. 

Project board 

Establishment 

The project board is the key decision-making body of the project and is established at the 

commencement of the project. Members are appointed by the project owner, possibly with the 

assistance of programme management. 

Membership 

The members of the project board are: 

Project owner: the project owner is accountable for the success of the project and chairs the project 

board. The project owner is the owner of the business service, the delivery of which will be facilitated 

by that project. The project owner owns the business case and has project budget responsibility. 

Senior user: The senior user represents the interests of business, operational and maintenance users. 

This role is responsible for the definition of user requirements and for ensuring the project delivers to 

those requirements. The senior user role may also represent senior managers who have a major 

interest in the project ad who activities will be affected by the project. If there are multiple sources of 

funding for the project, a representative of a major funding body may fulfil this role. 

Senior supplier: The senior supplier represents the interests of those supplying services to the project 

and is primarily responsible for the delivery of the projectôs assets. The holder of this role any change 

as the project moves from the business case phase to the construction phase. 

Project director: The project director is accountable to the project owner for ensuring the project 

ownerôs needs are met. This role undertakes day-to-day management and makes decisions on behalf 

of the project owner. 

Size of the project board 

¶ Although there are four roles on the project board, certain roles may be shared or combined. 

¶ The project owner role cannot be shared because accountability for the success of the project 

cannot be split. 

¶ The project director role should not be shared or split on a major project. 

¶ There may be more than one senior user, although it is recommended there be no more than 

two. 

¶ There may be more than one senior supplier, especially when there are both internal and 

external suppliers or providers involved in the project. It is recommended there be no more 

than two. 

¶ Business representatives should always be in the majority on the project board to ensure a 

service delivery focus in maintained. 
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¶ The project manager is not a member of the project board but reports into it. 

¶ Experts can be invited to attend project board meetings; however, their input is normally 

obtained through the strategic advisors group or the stakeholder working group. 

¶ Once the project board exceeds around six persons, decision making becomes less effective. 

All project board members should attend all project board meetings. 

Decision making 

¶ The project owner is the chair of the project board and appoints project board members. 

¶ The project owner is accountable for the success of the project and so all project board 

decisions require the support of the project owner. 

The project board shall: 

¶ Approve the terms of reference of the project board; 

¶ Approve the responsibilities of project board members; 

¶ Support the project owner; 

¶ Work with key stakeholders to meet their needs and ensure their issues are addressed at the 

project board; 

¶ Approve the project manager; 

¶ Provide direction to the project manager; 

¶ Approve the responsibilities of the project manager; 

¶ Approve the project structure as developed by the project manager; 

¶ Approve reporting and communication arrangements; 

¶ Approve project documentation, which may include: 

- The project business case (and material changes to it); 

- The project management plan; 

- Feasibility studies;  

- Concept design; 

- Output specifications; 

- Options analyses; 

- The procurement strategy; 

- The project completion report and lessons learned 

¶ Ensure project stakeholder engagement is being adequately addressed; 

¶ Confirm the projectôs operating parameters and tolerances with programme management, 

including budget and schedule tolerances for project stages and for the project as a whole; 

¶ Address and resolve project issues escalated by the project director or project manager; 

¶ Escalate issues that cannot be resolved to the investment decision group; 

¶ Approve any material changes to scope, budget, schedule or quality; 

¶ Ratify any critical design decision. 

Meetings of the project board 

The project board should be convene at the commencement of the project (i.e. during the strategic 

assessment) and continue meeting until the project completion report has been delivered. The 

frequency of project board meetings should be appropriate to the scale and complexity of the project 

and is dependent to a large extend on the issues to be addressed. In certain circumstances the project 

board many need to meet weekly, but at less critical pints in the projectôs lifecycle monthly meeting 
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may be sufficient. If a project board meets too infrequently it runs the risk of becoming too remote 

from the project. 

Record keeping 

The project board provides direction to the project. Its decisions therefore need to be clear and 

unambiguous. On a long project it is possible that one or more project board roles could change hands 

over the duration and therefore it is important that the status of any document issued to the project 

board for approval I understood. This avoids revisiting decisions. Project board members can also use 

óunderstudiesô to ensure another member of their staff is kept appraised of the project and the 

decisions reached so that in the event the project board member moves form their position, continuity 

can be maintained until a new board member is chosen and briefed by the understudy. 

When a project document is presented for approval, the project board decision should be one of the 

following: 

¶ Approved; 

¶ Approved subject to (list the changes that must be made for the document to be considered 

approved); 

¶ Not approved ï rework required in the following areas: (list). 

A similar approach is beneficial for issues that have been addressed by the project board. Issues need 

to be logged and the outcome reached by the project board on each issue recorded. Issue resolution 

normally takes one of the following forms: 

¶ The issue is resolved and the outcome recorded; 

¶ Further information is requested of the project manager or project director to assist in 

resolving the issue; 

¶ The project board considers the issue is a matter for resolution by the project manager and 

requests the project manager to advise; 

¶ The issue is unable to be resolved by the project board and is escalated to the investment 

decision group for resolution; 

¶ The issue is taken off-line by a project board member. 

Investment decision group 

Membership 

The investment decision group is normally a pre-existing committee within an organisation. It may be 

referred to as the budget committee, budget review committee, expenditure (review) committee, etc. 

As such its membership is normally predetermined. 

Terms of reference 

The investment decision group will: 

¶ Approve, or otherwise, funding the development of a final business case for the project 

based upon the information contained with the preliminary business case and the 

presentation and information provided by the project owner; 












































































