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PROJECT MANAGEMENT GOVERNANCE

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

LargelT projects not only fail morgheyalsodeliver less.According to theMcKinsey/Oxford study
Bloch, Blumberg, and Laartz (October 20580 0f IT, projects with budgets of over $15 million run
45% over budgetAdditionally, theyare 7% behind schedule and deliver 56% fesstionality than
predicted. That meangfor exampleit requiresspendings59 million to achieveat least $15 milliorin
benefits

According to a survey by cloud portfolio management provider, Innotagftelfbusinesses had an
IT project failover the lasyear(Florentine, 2018 The primary reasofor this failure according to
74 percent of respondents, wasekl of resources to meet project demands.

Evidence of Failure

In 2012, only 3% of all projectsincluded it andi sh Gr o u(phé Standsh&mowp, r eport
2013 succeeded by being delivered on time antbudget with the required features and functions.

Although thisis an increase from a year earlidrstill portrays a pretty bleak picture of global IT

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

According to the Chaos reppti8% of these projects failed because they were cancelledgrior
completionor delively.

An Australiancase in point was on 6 August 2013 whRérgin Australia passengers were delayed
andexperiencedlight cancellations after the Sabre booking and chedaystem used by the airline
crashed worldwide. Thsabre syiemoutage also affecteatherairlines worldwide, including
Etihad, American Airlines, Alaskan Airlineand JetBlue.

Sabreds website stated its technology connected
100,000 hotels, 25 car rentaimpanies50 rail providers, 13 cruise lines and other global travel

suppliersln January 2013V/irgin moved to the Sabre booking system aiteeprevious system

Navitaire suffered from meltdownwhich resulted in the system being offline for 11 days Sabre
systemoutage cost the airline an estimated-805million in lost earning (O'Sullivan, 2013

More recently Australia's biggest departmentes 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 purchased)duitl not believe there would be
anynegativeimpact on profitability even thougtMyer hadinvestedens of millions of dollars into
improving its website and online sales functions in previgears to cater for online shopping.

Despiteinvesting so much intiis technology, Myer has suffered problems during busy periods,
including an earlieweb sitecrash in June when heavy customer traffic triggered a website failure half
an hour after thetart of the annual stocktaking séléew, 2013.

While the value of IT in delivering solutions and applications to the business has certainly increased,
the Clevel perception of IT as a cagtntrehas not shifted.
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Connolly (2014)reportedo CIO Australia that adck of governance, bad reporting, constantly
changing specifications, and security breashee responsible f@ome of the most damaging
enterprise IT disasters in Australia and overseascent years

Top 10 IT Disasters

According toConnolly (2014) in ascending order thep 10 enterprise IT disasters tihave taken
place in Australia and abroaurecent yearare

10. BBC Digital Media Initiative

UK broadcaster, the BBGaunched its Digital Media Initiative in 2008 in an attempt to build a digital
production system to change the way workers creased] and shared audio and video contént.

was lalted in mid2012 after the BBC Trust launched internal reviewThe reviewfoundthat the

BBC showed seriousweakness in project management and reporting, and a crippling lack of focus
on business chargin total almost100 millionwas spent on thentireproject.As a result of the

failure and losses, the CT@ohn Linwoodwas firedover the debaclim January of this year

9. Distribute.IT Hack

In June 2011an attack onhe domain registrabDistribute.IToccurredwhich also impactethe
University of SydneyNBN Co retail customeandPlatform Networks Approximately4800
websites and dafaom 4000 customergerelost. The attacky a NSW (Cowra) truck drivaras so
damaging it put Distribute.IT out of busineswd as a result tkmmmpany was subsequentiken over
by Netregistry Group.

8. HealthSMART M odernisation Program

In mid-2008, the VictoriarGovernmenunveiled its HealthSMART program to modernise and
replace IT systems across the Victorian public health s&toording to an AuditeGe ner al 6 s
report by October2013 implementation costs for tHET system rollout hadlown 150% more than

the original budget of $58.3 millioriThe reporialso 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 VictorianG o v e r n Mykimpubbicdransport smart card systevasplagued with delays and
cost blowouts.The systemalong with HealthSMART and the Regional Rail Link contributed to
around $2 billion in cost overruns for the Victori@vernment Myki wasestimatedto have cost
$1.4 billion alone.

6. State of CalDeéploysnerhi adés ERP

Due tohuge delays and cost blowoutse State o€California terminated a contract with SAP

February2014f or t he $371 million rollout of ERP soft we
system.In 2010,SAP was engaged after the original supplier BearingPaititoeen terminated

Later inNovenber2013 Ca |l i SamContiolerfilad suit againsthe SAP. In addition to this,

Deloitte Consulting and SAP were also sued by Marin Go@alifornia in a separate case related to

a software rollout.

5. Healthcare.gov

The Obama administrationés mashopping websitepant bfthg He al t
Obamacare programent livein October2013, however, aly 30% of its users were able to sign up
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for healthcare serviceg'he US governmendid work hardo fix the systembut by December 2013
government officials said 2b of theapplications sent from the site to private insurers contained
errors that were caused by thebsite.

4, Australian Customs Service

An integrated cargo system at Australian Customs Service, which went live in October 2005, was a
hugefailure. The move taheproduction of the Imports module thfe Customs' project was deemed

a failure of corporate governance of The results were catastrophic asgowas left unprocessed,
shipments over a Christmas perigdre delayed, and although individual parts of the system worked,
it failed as a wholelespite customs havingvestedbetweers200-250 million into the project.

3. Queens | an tayidleSgstein h 6 s

TheLATTICE systenresponsible for paying Queensland He&ah 6 s 78, 000 st af f and
salaries every two weekgas planned to havgeenreplacedThis system replacement wesmplex

andcovered 206 individual allowances across 13 award$ amilistrial agreement§rom the outset

of the project, iwas clear that it was in trouble and betwearly 2008 and March 2010, IBM

Australia,the prime contractor, submitéd’ change requests to the gover
provider, CorpTech due to poorly defined business requirements

The Queenslandudtor-Ge n e rreportéstatedhat during October 20@@tailed planning revealed
that the program had been severely underestinsaigcs a consequends revised implementation
cost estimates significantly exceeded the original tender proposal.

Despite he problems from the beginning, in 2013 sigstemwent live,which subsequentlieft
thousands of workers unpaid and underpaicfoumber ofveeks. A total of $120 million was
overpaid to more than 61,000 staffd over a period of just 8 years, thentual costo the Stateof
Queenslands expected to b$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 Statetiasbeen processing the retirement papers of US government empl&jres.1977,

US government administrators have reportgal out more than $100 million ianattempt to
automatehis papetbased procesfiowever, it proved to be fruitless.

Again betwen 1987 and 1996, approximately an additié2d million was speran another failed
systemLaterin 1997,an effortto revamp the system using internal resources before hiring
contractorsvas attemptedHowever,by 2007 the Retirement Systems Moderng@aProgram was

not working with areportedl 8% success rate durindgtress test According to sources thgy/stem
apparently'had troublesynthesigg information from so many sources and calculations based on so
many laws."

Finally in 2008, he system eventually wetllitze beforebreakingdownand being scrappeth total
morethan $106 million was spent and the palpased filing systerstill remairs today.
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1. U.K. National Health ServiceSystem

The number one project disaster determine@daynolly (2014). This projectwasinitially
launched in 2002nly to bescrapped by the UKovernmenin September2011.

This nine-year debacle under the National Programme for IT was wayborgretand years behind
schedule due ta number of different issues includiteghnical issues, issues with vendors and
constantly canging system specifications.

In early 2012, one of the primary suppliers, C8@de a $1.49 billiomrite-off against the botched
project.A year later in 2013reportit wasclaimedthatthe failed project hadost UK taxpayeran
estimatedE10billion to datewith the final bill expected to be "several hundreds of millions of pounds
highe.

Why IT Projects Fail

Based on industry norms, less tha®&@¥ IT projects finish on time and on budget. Discussions with
experienced ClOs, consultants and project managers indicate there are many reasons for the failure of
IT projects;howeveranumber of common conclusions can be drawn

1 Fuzzy goals:Many large pojects fail becaustheir goals are not clear.

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

1 Complexity: Major IT projects have a high degree of complexity due to new technology,
the myriadof interfaceswith other systems, data conversion, or because project teams have
to compete for resources with other projects

1 We a k 6 o w nLarge9tojects 6ften have multiple executives, each with slightly
different agendas as stakeholders

1 Governance:There is dack ofIT governance.

The Standish Group research indicates smaller projects (based on Agile or Waterfall metymds) h
much higher success rdfé6%) than larger projecthathave a averagesuccess rate df0%o.
Additionally, many industryspecialistagreethatdelivering in small doses produces positive results.
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Objective
The focus of this paper is on the role of IT Governance in IT project successes.

Thereportwill specifically examindT governance relating tine acquisition principleof ISO/IEC
38500 (2008 orporate Governance of Information Technolodhe acquisition principle relatés
any IT dedsions for new initiatives, and continuation of existing systems and capabilitiés.
principle relateso the entire lifecycle of an IT investmenAn IT investmen{either maintenance or
new work)is delivered using project management approach.

Theobject is to determine the extent of the alignment between attributes relating to project
management governance and | T governanceO0s acqui s

Five well known and respected project management (PMBOK, 1SO 21500, AS/NZS 8016:2013,
PRINCEZ2 and gile) governance approachedl be compared toheIT governance acquisition
principle.

This research is to investigate the potential relevance of thefget®anagemenapproachesor
governancavith an emphasis on identifying how they carapelied or extended within the context
of IT governance and treibsequerdevelopment of an IT governance maturity model.

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

ThelSO/IEC 38500:200& orporate Governance of Informati@echnologystandarcrovides a
framework vocabulary and sigrinciples forgoodInformation Communication Technology (ICT)
governanceavhich includeghe governancef information technology and communication
technology. The six principles are:

1. Responsibility Establishclearly understood responsibilities for IGhanagement;
2. Strategy PlanICT to best supportther g a n i stratégy on 6 s

3. Acquisition AcquirelCT for valid reasons

4, Performance Ensurethat ICT performs well whenever required

5. Conformance EnsurelCT conformsto legislation and policies

6. Human behaviour EnsurelCT respects human factors.

It is within the Acquisition principle that IT projects are initialised and implemerfteoin an IT
governance perspective the Acquisitiompiple requires that the acquisitiom® tobe evaluated,
provided with direction and continuously monitordgetter application of the Acquisition principle
would result in more IT projects being successfully compleRetently to support ISO/IEC
38500:2008 acquisition principl&S/NZS 8016: 2013 Governance of IT enahbeojects has been
released

AS/NZS 8016:2013 Governance of IT enabled projects

fiMost organizations use IT as a fundamental business tool and féuncaion effectively without it.
IT is also a significant factor in the futupeisiness plans of mamygansationso ((ISO/IEC 38500,
2008.

The objective ofAS/NZS 8016:201B6Gover nance of |(StandardaAudtrelid pr oj ect
Limited/Standards Ne Zealand201pis to improve the business outconoséprojects that involve
i nvestment in new or changed | T capabilities. T
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project s 6 oThis giahdard is relevarg to both édividual Fabled projects and project
programs to achieve business objectives; litased on.

Spendingon IT can represent a significant proportion obagansa t i overéll€ommitment

expenditure of financial and human resourddewever,it is often the case thatreturn on this
investment is ndfully realisedand therefore thadverse effects oorgansationts strategic and

operational succesan be significant.

Governance of IT, including significant investments in IT, is part of d@anporate governance.
Examples of T investments include hardware, software, mobile devices, apps, cloud services, digital
and social media. Thi&andards intendedo be usedby the governing bodies and executive

managers obrganisations, includingwners, board members, directors, partners and senior
executives.Governance in this contextis not IT managenlenit it i s supported
management system.

To achieveanimprovement in busineggojectoutcomes that involve new or chigad IT capabilities,
the standardgproposes a framework comprisiafjdefinitions, principles and a model for effective
governance of IT projects.

Benefits of usingAS/NZS 8016:2013 Governance of IT enabled projects

The application of AS/NZS 8016:2013 assthe governing bodin balancingstrategic value
opportunities and risks arising froifi investments.An organisation needs to establish and maintain
a good governance framework consisting of strategies, policies, detiaking structuresand
accoundbilities to deliver improved return on IT investments.

Good IT project governance includes:

1 Prioritising projecs of greatest value to the organisatioaebjectives ensuringmanagement
ownership of, participation jrand control of organisational change

1 Understandinghe requirementgor change management

1 Applyingthorough management processes througti@uproject lifecycle

1 Conformingdiligently to all obligations.
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The size, complexity and nature of the organisation will dictate the atuainance framework that
needs tdeestabliskkd The main elements of the governance framework should be as shown in
Figure 11 Key Elements of a Governance Framework for IT.

Principles for good governance of IT
Guides the organization’s governance arrangements for IT

~

Strategies
and
policies for
the use of IT

Provides the
basis for the
application of
governance to
management
systems for IT

Business planning for IT
Takes account of capabilities and contemporary use
of IT and ensures that business strategic plans drive
the IT agenda of the organization

Management systems for delivery of IT-enabled projects
QOperates within the policies established by the governance
framework

Realization of investment value
and benefits

Delivery of business capability
(people, process and structure)

> Delivery of IT capability

>

Accountabilities

The application
of agreed
mechanisms
through which
those with
assigned
responsibility
are held to

account.
(. S
e ™\
The organization’s use of IT
Subject to the strategies and policies established
as part of the governance framework
. J N AN
' N
Risk management
Applied across all activities and decision making involving the use of IT

A v

Figurel - 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 retevadividual projects and
programs of projects.

The two most prominent systefiws Project, Program and Portfolio management are Project
Management Body of Knowledge (PMBOK) and Projects in Controlled Environments (PRINCE?2).
Of these, PMBOK is described as a framework and PRINgS&2methodology.

AS/NZS 8016:2013PMBOK and PRINCE2ll advocatea governing bodyeeds tde established
This governing body wilultimatelybe accountable for the success ofta# projects the organisation
undertakes.In addition, thiggoverning body may delegate aspects of the governance to the
orgmi s at i on phewewven ihnugt ee highlighted that aticountabilitywill remainwith the
governing body.

IT project governancemodel

TheGovernancef IT Projects Mode{(AS/NZS 8016:201Buseghe same three main taskstias
ISO/IEC 38500 modebroposes:

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

1 Direct - Use ofplans, strategies and policiesensure IT investments meet business
objectives.

1 Monitor - Routinelyexamineproject performance.
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Figure 2i The Governance Model for IT Projects shows how IT projects should be governed based
on ISO IEC 3850¢2008.

Governing Body
Ensuring alignment
of IT and Business
Strategies

Decisions

o

>

@
: z
) T o
o @ @ = o O
= o 2 [~
o ® £+ < o
o= » o =
3 = = EL.
o 5.0
O D s 5.9
a-)-c:
a3

Management
Realization of investment value
and benefits

Delivery of business capability
(people, process and structure)

Delivery of IT capability

Figure2 - 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
undertakerat all levelscontinuously. The governing body or its delegates should ensure the proposed
project management methodology is appropriate for pemjhct suchmethodologies may include:

PRINCE2
Agile
Scrum
Waterfall
Extreme
V Model.

=8 =4 =8 -8 -8 =9
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Direct

Taking intoconsideratiorthe sizeof the organisatiorthe numberof IT projectsandthe
or g an i appetitefon msk) the governing body should establegskystem of control and oversight
of IT projects.

The system should include:

Policies

Processes

Roles

Project selection criteria
Benefits analysis

Risk management

E R

Many of the methodologigwreviously referred twill alsoinclude 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

E R N

Six principles for good governance

ISO/IEC 38500 sixprinciples express preferred belmui to guide decision making.
The six principles are:

Responsibility - Individuak and groups responsible fachievingbusiness value from IT
Strategy - Capabilityof IT projects to innovate and align with business strategy
Acquisition - Costbenefit analysis to ensure good decision making

Performance- Extentto whichlIT projectservice and quality outcomes meet business
needs

Conformance- Extentof compliancewith legislation, regulations, standards, policesd
procedures

6. Human behaviour - Developnentof organisational culture through motivation and trust

PwdE

o

AS/NZS 8016:2013 refs to theacquisitionprinciple and howit appliesto 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 ofproject governance problems

The ause®f project governancgroblems arall interrelatedThereis generally no single cause of
governance failur€Garland, 200R Governance problems can be categorised as:

1 Unclearprojectgovernance objectives
1 Risk aversiorandOrganisationaktructure issues
1 Stakeholdeand ownership issues.

Other factorsuch as skills, competencies, personalies! political environmerdlsocontribute to
projectproblemstherefore anyroject governance framework magsoaddresshe abovdactors

Project GovernanceObjectives

Efficient and effective projeatecision making should be the primanyjective of project governance
Problems occur when decision making is reduced by an overemphasis on stakeholder involvement
through increasing numiseof forums and committees. This is usually accompabyddcreased

reporting through excessive organisational and project structures, resulting in poor accountability and
timelinesgGarland, 2009

Risk

Different organisationbave individual risk appetites and risk cultures. From a project governance
risk perspectivea culture of riskaversioncan meamrojectdecisionscan be too slovandjustifying
documentation growsesulting inslow and poor quality decisionsn theworst casgthis canresult

ind p ar &)y apadysissvhere continual analystf every possible decisido redwce potential risk
results in no decisions being maateall (Garland, 2009

Organisational versusProject Structure

Project structures are short term and designed to deliver project outcomes. Organisational structure
services the ongoing operations of a businessever, fom a governancgerspectiveproject needs
cannotbe metby organisatioal structures. A project committee, sometimes knowa@sject

steering committee, project board or project control growst be established #hie project initiation

stage. Th@urpose of this committeée to consolidate key project stakeholdansl ensuré&ey
decisionsaffectingstakeholders ammade It is recommended to limit the sipé a project committee

to 6-8 people. In addition to thithe committee mustisohave the necessary authoiiarland,

2009.

Stakeholder andOwnership

Key stakeholder support and project ownership is essential for success. This is abniexgdthe
establishment of projectcommittee Ownershipcan be a fundamental failure unless the project is
bownedi,vemadmpi onedd o rcondnsttpefGarkaredy26006 by t he
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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 thatifferentiate between stakeholder management and pogeision making

Principle 1

For the project to succeedsire the right person is appointecaaingle point of accountability and
responsibility Choosing the right person will also ensure clarity of leadership, clarity of decision
making and timelinessf decision making.

Principle 2

Ownership of the serviaar assetielivered by the project determines who owns the projdet

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 delivecyso

Principle 3

Ensure separation of stakeholder management and project dengsking activitieswhich arewo
separatectivities. This will prevent decisiommaking forums from becoming clogged with
stakeholders, resulting in laboured or ineffectieeision making.

Principle 4

Ensurea divide betweeproject and organisation governance structurbis divide will reduce the
number of project decision layers and will not assume that project decisions will follow organisational
lines of commad.

Project Management Governance Model

The application ofhe four principles proposed Barland (2009)can guide the establishment of an
effectivea project governance model.

1. Appointing the right people (Principle 1)

A decision making board consistsfotir players Senior User, Project Owne3enior Suppligrand
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 SenpieSgpresents those who will deliver
either the services to the project or the asset ifBel§upport the Project Owner, who may not have
the time or the project management expertise,
Figure 3i Project Board, shows the combination of these four roles as the key decision making body.
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Senior User Project Owner Senior Supplier

Project Director

Chair: Project Owner

Project Board (Max 6 people)

Figure3 - Project Board

Source(Garland, 2009

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

3. Separating Stakeholder Management and Project Decision MakingPrinciple 3)

The Project Manager and their project teamaai®nerableo the Project Board. Each of the board
memberdas the responsibilities of stakeholder and relationship manageffisite.the Project

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

Garland (2009jefers to this group as the Investment Decisionu@r®RINCE?2 calls them the
Corporate or Programnianagemen(PRINCE2: Managing Successful Projects with PRINICE2

Investment Decision Group

Senior User Project Owner Senior Supplier

Strategic Advisors’ Group 9 5
roject Director

Chair: Project Owner

Chair: Project Owner

Project Board (Max 6 people)

Stakeholder Working Group |

) ] ] Project Manager
Chair: Project Director

— Decision-making path

Project Team
Advisory and feedback path

Figure4 - Project Governance Model
Source(Garland, 2009
4. Ensure a divide between project and organisational structures (Principle 4)

Figure 3excludes other potentiastakeholdersvho, according taGarland (2009)can be divided into
two groups. The first grou referred to as the Strategic Advisor Groopsistingof senior
stakeholdeswhose support is critical to project succdag who may not be interested in the
technical details of the projecBtakeholders who are interestedhiatechnical details ahe project

are referred to abe Stakeholder Working Groupr'he relationship of these two groups to the Project
Board is shown ifrigure 4i Project Governance Model
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Figure 4 presents the ideal project governance framefeodomplex highrisk projects. This model
canalsobe scaled back for loweisk and less complex projecti order to remain effective when
scaling the model back, roles anerged rather thadiscarded.

The modeproposedby Garland (2009and shown idrigure 4is very similar tahe PRINGE?2
model(Figure 5.

Corporate or programme management
|

Project Board
Senlon'l.lser(s) > Execuﬂve : Senior Supplier(s)

Business, User and Change Authority
Supplier Project  |**sceauc.. ..

Assurance :
Project Manager

=)
. -

Team Manager(s) |

[ Team members

E Within the project management team

From the customer

From the supplier

— Lines of authority
Project Assurance responsibility

...... Lines of support/advice

Figure5 - Project Management Team Structure
Source: AXLEOS 2009, p33
ThePRINCE2modelis more detailed and provides more deyday project management roles

whereasGarlands modelrecogniseshat project management skills may be missing from the Project
Board and compensatbyg the addition ofhe role ofthe Project Director.

Gar | and oiRoléd ardl &eésponsibilities

Gar | an d éssorecognisetle importance of all other stakeholdershwiite addition of two
stakeholders groups.
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TheProject Governanamlesshown inFigures 3 and 4i Project Boardare summarised below:
Project Owner:

1 Representthe business

1 Isfrom theorganisatiod bBusiness unithatwill usethe projectoutcomes
1 Hasa service delivery focus

1 Cannotbe outsourced

Senior User:
1 Representthose who will use the final product or service that the project delivers
1 Representshose who the project may impact in some \(&y. operations or maintenance

activitieg
1 May represent an organisation that is contributing to funding of the project
1 May be split between two persons if necessary
Senior Supplier.

1 Representthe suppliers of services to the project
1 May bedeliveredby an irhouseprovider, arexternal service provet, or both
1 Musthave the ability to commit supplier resources to the project

Project Director:

1 Drivesthe project on behalf of the project owner
1 Providesproject delivery skill set to the business
1 Managesservice delivery outcomes for the project owner

Garland (2009%tates thatmplementinga project governance framework is an exercise in business
change managemertl projects deliver change.

Project, program and portfolio management
The establishment of a sound | T governance proce
of the risks associated with managing IT projects, particularly as they increase in complexity.

Project, program and portfolio management are equallyaritc t o or gani sati ondés su

Every project should be strategically aligned with corporate objectives. However if there are many
projects and corporate layetie benefits of projects may not be realised. The concept of a program
is the interconnectioof related projects so they deliver benefits to the overall organig@emand,
2009.

A project manager manages the phases and key activities of their pfogdsbmanags the
progress of multiple projects and key interdependent pliasies with business guidelines

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

The environment of the program manager can be highly complex anftaargnanaging multiple

projects to managing multiple projeatsaddition to their existingperational responsibilitiefn

addition to this, they also haaccountabilitfor profit or cost targets linked to business strategy. This
contrasts with the pr oj e @singlepeoedc withimbddgetando! e whi c h
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schedule constraints which are usually established at the progranTleslme principles and a
similar modelof governance can k#soused forproject andprogram governanc@&owever most
programs are generally more financially focussed.

An overarching program structure suppd@sta r | doortth prigciple which deals witkeparating
project governance fromorporateor organisation governanc&hefundamental differenckeetween
the twois thata project has a discrete start and fivigtereagprograms may continue for many years
with no defined end date.g. providing halth services or road maintenahce

O0A programme i s omanisaiorsruturecreatedd coaedinatdy direct and oversee
the implementation of a set of related projectsatilitiesin order todeliveroutcomes and benefits
rel ati ng t o swaegobedgiees. iApm@dgrammeaniayg have a life that spans several
y e a (PRINGEZ2: Managing Successful Projects with PRINCEZ2, p) 309

Programmanagemenis the aggregation of specific projects within a portfolio to achieve common
business objectives higher thidnoseof individual projectsbut lower than busirss strategic
objectives. Programs may be created because they contribute to a single business atijecivese
of client, technical or resource synergiesa@ombination of these drivers

Program managers in most cases O0directo6é the acti
the program. Use of the word o6directdé implies t
projects thamake upthe program.

Portfolio managemenis 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 visibpitgjects in an

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

Figure6 illustrates the hierarchy @foject program andportfolio managementlt is at theportfolio
andprogramlevels that governance of projects is mpsévalent

Figure6 also illustrates that portfolio and program managerbelangwithin the operations
management stream of the organisatidhis means that policy generated at fhortfolio and
programmdevel will have an impaabn operationsboth strategially and tacticdy (Brown, 2008.
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Delivers

enterprise value
enhances

business objectives

Portfolio
management

creates

a defined capability

Managers

strategic objectives,
economic cost and
corporate risk

Operations
Management

benefits realisation,
project interdependencies
and structured change

time, cost and resources

Figure6 - Portfolio, Programme and Project Management

The increasing use of projects and programs by csgioms to achieve business strategy and goals
has led to the need for understanding portfolio management. Portfolio managenpov/ckn
governance structure to minimise overall project cgsbdh & Crawford, 2012 Howevet to really
understandhe concept of pgram andportfolio managemenfprojectmanagement must first be
understood.

Governance Templates

Garland (2009provides three useful documents:

1

Project Governanciolicy (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 Bad@endix 2)
These documents can be used as a basis to develop a projesagogdramework.

Role Description$or project board positiong\ppendix 3)

**+*% These documents are provided in full and with the approval of their author, Ross Garland
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PRINCEZ2

There are limited project management systems that include a govecoampenent, but PRINCE2
does.

PRINCE?2 is a controlled project management methodology that can be applied to any project
regardless ofheproject scale, type, organisation, geograinyculture.

The Office of Government Commerce (OGC) contthteedevelopand improve PRINCERntil 1
January 2014Murray et al., 200pwhen AXELOS became the official accreditor for the Global Best
Practice, which includes PRINCEZ2 and ITHepworth, 201%

On 1 July 2013AXELOS was announced as the ngyint venturecompany that the Cabinet Office
formed to deliver and commercialise tBetish Government's portfolio of Best Management Practice
accreditation and publishing services including ITMRINCEZ2 and other PPM products.

PRINCE2 is part of a suite gliidancesystemsleveloped by OGC to assist organisations and
individualsto manage their projects, programs and services consistentipane@ffectively. Figure
7 outlines the structure of tt@GC bespractice guidancset.

's ™
' N
Management Management Portfolio,
Portfolio, of Risk of Value Programme ITIL®
Programme (M_o_R®) (MoV™™) and Project
and Project Offices
Management (P30®)
Maturity
Maodel
(P3M3®)
( Portfolio management (MoP™) J
PRINCE2® |_I |_I |_I
Maturity ( Programme management (MSP®) ]
Model
(P2MM) [ [ [
Project management (PRINCE2®) ]
. J1 J1 JL J
b P —
" J
Figure7 - OGC bespractice guidance
PRINCE?2 defines project as:
6é temporary organisation that is created fo
according to an (RRINCE2eManaBingsSucoesstulsProgcsswith@RINCE2, p.
3).

Project managements defined as:

6é the planning, del eg altaspeds,ofthaprojact and the mgnitaaing d
and motivation of those involved, to achieve the project objectives within the expected performance
targets for time, cost, quality, scope, bengéitsi d (PRINGESR: dManaging Successful Projects

with PRINCEZ2, p. %
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PRINCE2 Elements

PRINCE?2 is a generic project management methodology.

It addresses the foimtegrated elements pfoject managemeiis showr(Figure 8)

1.  Principles

2. Themes

3. Processes

4. Project environment.

PROJECT ENVIROMENT

Progress B“é;'s‘:ss
Organization
Change PRINCE2 PROCESSES
Quality
Risk Plans

S ==t

Figure8 - PRINCE2 Structure

The Principles of PRINCE2

FROIECT ENVEIOMENT The seven principles on which PRINCE?2 is based
pogess Buiness and shown in Figure 8riginatedfrom lessons
P P learned from projects. The principles can be
Qualiy summarised as:
Risk Plans
. 1. Continued business justification
2. Learn from experience
3. Defined roles andesponsibilities
4. Manage by stages
5. Manage byexception
6. Focus on products
7. Tailor to suit the project environment

Figure9 - PRINCE?2 Principles
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The Themes ofPRINCE?2

PRINCEZ2 themegFigure 10)describe aspects of project management that must be addressed
continually and in an integrated approach. s&ven

themes must be appliéda projectbut they can and PROJECT ENVIROMENT
should be tailored according to the scale, nature and pogress Businss
complexity of the projects. The themes can be S organzation
. Change PRINCE2 PROCESSES
summarised as Qualty
Risk Plans
1. Business Casé ldeato investment proposal
2. Organisationi Structure roles and < PRINCE2 THEMES >

responsibilities

Quality 7 Quality attributes understood and
delivered

Plansi Seriesof approved plans

Risk T Manageuncertainties in plans
Changei Managechange requests
Progressi Determineviability of plans

w

No o s

Figurel0- PRINCE2 Themes

Many existingandprovenproject managemeiméchniquesind tools such ascritical path ankysis
and earned value analysssipportthe application of the PRINCEBemes

The Processes d?PRINCE2

PRINCE?2 is a procedsased approach f@roject managemenfThere are seven processes in
PRINCE2(Figure 11)which provide the set of activities required to direct, manage and deliver a
successful project.

Starting up a project
Directing a project
Initiating a project
Controlling astage
Managing productielivery.
Managing astage boundary
Closing a project

PROJECT ENVIROMENT

Progress . O
Change PRINCE2 PROCESSES

Risk Plans

NoohkwhE

PRINCE2 THEMES

Figurell- PRINCE2Processes
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The PRINCEZrocesses (Figure 12 hows how each process i s

"”"'@'““Imﬂ >> delvery stage(s) >> Mstage

]
Directing a Project
“ Controlling a Stage Controlling a Stage
Delivering Managing Product Delivery Pr u:::tagl;‘lﬂary

Key Based on QGC PRINCEZE matenal, Reproduced under ficence from OGC,
SU = Starting up a Project

IF = Initiating a Project

5B = Managing a Stage Boundary *These processes oritppen ONCE in a

CP = Closing a Project project

Directing

Managing

Figurel2- The PRINCE2 Processes

Research undertaken by Quskamd University of Technologibargeant, Hatcher, Trigunarsyah,

Coffey, & Kraatz, 201Pfoundthe major strengths ¢fRINCE?2 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
Productbased planning and prodtfcicused deliver
Delegation of responsibilities to the appropriate level

Ability to tailor and embeéh an oganisation

=A =4 =4 =8 -8 -8 -9

used
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PRINCEZ2 Maturity Model (P2ZMM)

Overview of P2MM

Project Management Maturity Model (P2MM) is designed to aboganistions to gauge, by
assessment, their maturity in the use of theNEH32 project management methods i.e. how well
PRINCE?Z2 isembedded in an organisation.

P2MM assesment allows orgarations that deliver internal projects to identity their strengths, areas
for improvement and build an action plan to improve their effectiveness ted#éie full benefits of
using thestructuredproject managemeiipproach of PRINCE2.

A possible marketing advantage for orgatins 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 oheir level of maturity in the use of PRINCE2.

TheP2MM (UK, 2010 uses the same structure as the PortfmidProgramme and Project
ManagemenMaturity Model (P3M3) from which it is derived using:

1 A five-level maturity framework teharacteris the levels obrgansationalmaturity

1 Sevenprocess perspectives covering key aspectsgeEnsationwide project management

1 Specificand generic attributes for each levehwdturity within each of the proces
perspectives

The fivematurity levelsare:

Level 17 Awarenes®f process
Level 21 Repeatablgrocess

Level 37
Level 47

Definedprocess
Managedrocess

Level 57 Optimisedprocess

Theabovelevelsmake uphe structural components both P3M3 andP2MM; they can be seén
Figurel3i Maturity Levelswhich compares theharacteristics of the P2MM with those of the
ProjectManagement Maturity Model (PjMM).

Maturity PRINCE2 Project Management

Level

Level 17 Does theorgangationrecognge projects and | Does theorganigation recogrse projects and

Awarenesg run them differently from its ongoing run them differently from its ongoing

of process | business? (Projects may be run informally | business? (Projects mhg run informally
with no standard process or tracking sysjen| with no standard process or tracking sysjen

Level 21 Has theorgangationadopted PRINCEDut Does theorgangationensurehat each project

Repeatablg allowed the method to be applied is run with its own processes and procedurg

process inconsistently across projects within the to a minimum specified standard? (There m
organgatiorn? be limited consistency or coordination

between projects.)

Level 3i Has theorgansationadopted PRINCE2 and | Does theorgansationhave its own centrally

Defined embedded it to aligwith otherorgangational | controlled project processes and can individ

process processeaCanPRINCE?2 be tailored to suit | projects flex within these processes to suit t

individual projects?

particular project?
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Level 41 Does theorgangationobtain and retain Does theorgangationobtain and retain

Managed | specific measurements on its PRINCE2 specific measurements on its project

process project management performance and run § management performance and run a quality
quality managememgrocesdo better predict | managemerprocesso better predict future
future performance? performance?

Level 51 Does theorgansationundertake continuous | Does theorgangationundertake continuous

Optimised | process improvement with proactive problel process impro#ment with proactive problem

process and technology management for PRINCEZ2 | and technology management for projects in

projects in order to improve its ability to
depict performance over time aogtimise
processes?

order to improve its ability to depict
performance over time argbtimise
processes?

Figurel3- Maturity Levels

Sevenprocessperspective®f P2MM that arederived from P3MMocus on

=4 =4 =8 =8 -8 -4 A

Management Control
Benefits Management
Financial Management
Stakeholder Engagement
Risk Management
OrgangationalGovernance
Resource Management

The above listegrocesses can be assessed at all five maturity levels.

Attributes

Embedded within thprocesserspectivesire a number of attributes.

Specificattributes relate only to a particulgrocesserspective

Genericattributes are common to afprocesperspectivest a givermaturity level this includes
planning, information management, and training and development.
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Most organgationshave strengths in some arglagt not inall of them P2MM is designed to
acknowledge these strengths as well as highlighting weaknesses. HBiglustrhtes how an
organgationmight be viewed from thprocessperspectivdWilliams, 2010.

Level 4 Level 4

Level 3 Level 3 Level 3 Level 3 Level 3

Management Benefits Financial Stakeholder Risk Organizational Resource

Control Management | Management | Engagement | Management | Governance ] Management

Figurel4 - Example assessment of Process Perspective
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Project Management Body of Knowledge (PMBOK)

A major publicationonthe subjecbf ProjectManagemenknowledge and methods entitled the
Project Management Body of Knowled@MBOK) 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 requiteétamework allows the project team to choose
their own processes, and roles for example.

A methodologyis a set of principles, tools and practices which can be used to guide processes to
achieve a particular goaPRINCE2 for examplés prescriptive providingletailed practices, roles
andproductgo 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 completionThis particuladifecycle can be demonstrated graphically as shown below in
Figure 15 Project Life Cycle.

Executing
- /
$ ? o
- Planning /
5]
°
® | Initiating
—
Initiating Planning Executing Closing
1. Definition of 1. Development 1. Change management 1. Financial closure
project scope of the project 2. Quality control 2. Final project
2. High-level budgets management plan 3. Project reporting reporting
3. Indicative time-frame 2. Detailed schedules 4. Delivery of outcomes 3. Final handover to
4. Project organisation 3. Detailed budgets and outputs customer
5. Establish project 4. Resourcing 5. Contract management 4. Lessons learned
charter 5. Risk analysis 6. Team management 5. Release of
6. Quality definition 7. Stakeholder resources
7. Communication management
planning
8. Planning procurement

Copyright © 2013 McGraw-Hill Education (Australia) Pty Ltd

Figurel5- Project Life Cycle (PMBOK)
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Project management knowledge areas

Throughout the lifegcle of the project there afi® coreknowledge areasvhicharealso referred to
as competencied o attain success, those involved in projects must gnipdse knowledge areas

which include:

Integration

Scope

Time

Cost

Quality

Human Resources

Communications

Stakeholders

Risk

Procurement

Thisarea covers the complex interactions between all the stages ar
functions within the project. Integration is usually a key role of the
project manager dheprogram director.

This area isconnected taefining the boundaries of the project and
product specification. Thigreadefines what work will be done to
achieve the project objectives (inclusions) and what work will not be
done (exclusions).

Time relates to the planning anthnagement of project time from star
to end, i.e. what is done when, and in what order to compléte n
ti meo.

This deals with estimating the costs for the project, forecasting and
developing a proje6t budget.

Acceptance criteria, specifications as well as standards, procedures
regulation compliance alall within the quality knowledge area

This area looks at the skills required to deliver the project and how t
team will be developednd managedt alsoincludes defining roleand
responsibilities for the project team members.

Communications covers identifying the stakeholderthet

information needs within the projedt also refers tohe distribution of
information and altheaspects of project reporting, record keeping ar
knowledge management.

Stakeholders refers to anyone with a vested interest in the project w
may or may not be directly involved in the projedrivor are in any
way impacted by the project activities and outcomes.

Risks within the project are identified, analysedd actions are taken &
agreed. Risk monitoring is an ongoing requirement throughout the
project life cycle.

The Procurement area identifies what goods and services are to be
provided so that the project work can be completézttively.
Procurement can cover simple purchasing through to complex conti
management activities.
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The below matriXFigure 1§ identifies where each knowledge area is most actively utilisedglari
typical project lifecycle.

IMPLEMENTATION

MONITORING
INITIATION | PLANNING | EXECUTION | & CONTROL | CLOSURE

Integration

Scope

Time

Cost

Quality

Human Resources

Communications
Stakeholders
Risk

Procurement

Figurel6 - Project Management Knowledge Areas used during Project Life Cycle

The scope area for exampile which the boundaries of the project are defined, is dealtduiting
the planning staget is also active during the monitoring and control stageere therés pressur¢o

A

change oramendther oj ect 6s scope that. has already been a

In PMBOK a project management office (PMO) is created that provides a management structure that
standardizes the projealated governance processes alsofacilitates the sharing of resources,
methodologies, tools, and techniques. The PMO integrateamtdiaformation from corporate

strategic projects and evaluates how higher level strategic objectives are being fulfilled. The PMO is
the natural liaison between the organizadoportfolios, programs, projects, and the corporate
measurement syems for example a balanced scorecérill, 2013.

InawayP MO oper ates as a afd@é organistionsfwithBufficient réeseurcese 0
can sustain a PMCOT hese organisations, which are typicaddlyge, would divide their projects into

two areas Programmes and Portfolios. PMBQ@Kes noteally provide any detail on how a PMO
might operate, only that it should.

PRINCE?2 provides valuable guidanegatedto the externalities of projects, namely governance and
benefits, about which the PMBOK sdent An example of such guidanteto learnhow to establish

an effective project governance structure and use the Business Case as the prinohigveoriie

life of the projec{Rankins, 2009
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ISO 21500:2012 Guidance on project management

ISO 21500:201%s a project management framework and vedsasedn September 2012However
quite a bitearlier in 1983yolunteers from th&roject Management Institute (PMiljst gathered to
distil the project management body of knowledgedconsequentlyreatel thefirst PMBOK Guide.

ISO 21500 providea hightlevel description of concepts and processes that are considered to form
good pratice in project management.

ISO started withSO 10006 titledQuality Managemen®ystem®- Guidelines for quality

management in projects. ISO 1000&soriginally published in 1997 artien latemupdated in 2003.

But it has not gained popularityeqialo | SO6s norm of qualityd of the ¢
leading projetmanagement standards like PMBGuide or Prince2More recently the

International Organization for Standardization reledS€21500:201Zuidance on project

management

There & in fact very little differencéetweenSO 21500:2012 and PMBQKThe following
information can be used as a comparison:

Process Management Processes

The PMBOK Guidewas the basis fromvhich ISO 21500nvascreaed The next se@ins contain
comparison oPMBOK Guide and ISO 21500.

ISO 21500 divides project processes into five process grdigide 1 shows the comparison with

PMBOK project processes in a projectds Ilife cyecl
Project Management Process Group
ISO 21500 PMBOK Guide
Initiating Initiating
Planning Planning
Implementing Executing
Controlling Monitoring and Controlling
Closing Closing

Tablel-1SO 21500 and PMBOK Guide Process Groups comparison

The differences between these two standgasesseare minimalinf act t he only O6r eal
is the name change.
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Subject Groupsor Knowledge Areas

PMBOKGui deds knowl edge
comparisoris foundbelowin Table 2.

anrliree avish sufbjects & IS €1600. Ther n a me d

Project ManagementSubject Group Knowledge Areas
ISO 21500- Subjects PMBOK Guide i Knowledge Areas
Integration Integration
Stakeholder StakeholdefAdded in HElition 5- 2013
Scope Scope
Resource Human Resources
Time Time
Cost Cost
Risk Risk
Quality Quality
Procurement Procurement
Communication Communication

Table2 - 1SO 21500 Subjects and PMBOK Knowledge Areas

The only reahoticeabldifference is thathe Human Resourcdsnowledgearea has been renamed to
Resource to cover both typekresources human and other project resources.

When investigahg the subject or knowledge arettse main differencdoundis that ISO 21500 does
not providea description of tools and techniques. The description of each process in ISO 21500
consistf ageneral description and a table containing primary inputs and primary outpQxs.
21500 descriptions are substantially shorter than those of0MMBuide (Rehacek, @14).

The PMBOK Guide and the ISO 21500 standards are very afaj@esent a set girocesses that

have been similarly orgamidinto aproject management stage angroject management topic. The
ISO standard imore than 4@pagedongand isonly limited to the introduction of the processes, their
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inputs and their outputgVith more than 500 pages, tARMBOK Guide describethe project
management processes, their inputs, their outputs and also the associated tools and techniques.

From a projectnanagement governance perspecfRMBOK provides a far more detailed direction
for managing projects than ISO 215@8spite both having a very similar structure.

Agile Project Management

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

Agile software development is a groupsofitware development metholased oriterative and
incremental development/here requirements and solutions evolve through collaboration between
selforganging, crossfunctional teamslt stimulates adaptive planning, evolutionary development and
delivery, atime-boxediterative approach, aritlalsoencouragesa quickand flexible response to
change. It is a conceptual framework that promotes foreseen tight iterations throughout the
development cycle.

Non-Agile

Waterfall (Traditional)

V-Model

Rapid Applicaion Development (RAD)

Joint Application Development/ Design (JAD)
Critical Path Method (CPM)

Critical Chain Project Management (CCPM)

Event Chain Methodology (ECM)

Benefits Reakiation Management

EVO (Evolutionary) Project Management

10. Spiral

11. Processhasedmprovement Models (CMMI, SPICE)
12. Unified Process (UP)/ Rational Unified Process (RUP)

CoNoUR~®WNE

Agile Software Development

13.  Scrum

14. Scrumban

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

Theproject management approachisied aboveareexplained in more detail in Appendix 4.

IT Project Management Approaches

There are manframeworks and methodologies to support the management of IT projects.
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PMBOK and PRINCE?2 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 profR&CE2

is more focussed on projects of an administrative ofpihysical 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 NofAgile project management approacloesliinedpreviously aressentially

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.

Project Governanc|_ . ) : Benefits Stakeholder ’ Organisational Resource Business to Project
A Project Structure |Financial Control Risk Management )
Attributes Management Management Governance Management Alignment
IT Governance Responsibility Performance Performance Human Behaviour |Conformance Responsibility Responsibility Performance
Attributes Acquisition Risk Acquisition Risk Human Behaviour |Acquisition Acquisition
Process Strategy Process Human Behaviour |Strategy
Strategy Strategy Process
PMBOKX 3 4 2 4 5 1 4 2
1SO 21500 2 3 3 3 4 1 3 2
AS/NZS 8016:2018 2 3 B8 3 3 2 & 2
PRINCE2 4 4 5 4 3 4 2 4
Agile 2 4 2 4 2 2 2 3
Median Score 2 4 & 4 3 2 3 2
Rating
1 Very Low
2 Low
3 Medium
4 High
5 Very High

Table3 - Project Management Frameworks vs Project Governance Attribute

The IT Governance Maturity attributes are derived ft6@/IEC 38500:200& orporate Governance
of Information Technology

The top two rows of Table 3 show an alignment between attributes gdlatmoject management
governance and IT governance.

Table31 Project Managemem{pproachews. Project Governance Attributésenprovides a

comparison between eight attributes of good project governandvaimd the most common project
managemerframeworks/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)
experience as a project manager.

The following paragraphs provide a brief summary of the comparison between Project Management
Governance attributes and Project Management approaches.
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ISO 21500, AS/NZS 8016 arebile are aslow for the project governanadtributes ofroject
structure. PMBOK is only slightly better in itsnpject structure However, PRINCE2 haswell-
developed structure for managing projects. The project governance attribute of project structure
corresponds to four IT governaneturity dimensions of responsibility, acquisition, procassl
strategy.

The project governance attribute of financial control is han@lasonably welby all five project
management approaches.

PMBOK andAgile are ratedow for the project governanedtribute of benefits managemengO
21500 and AS/NZS 801#&re ratednedium. In contrast PRINCE2 manages benefits management
extremely well.

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

PMBOK manaes its project risk veryell; similarly ISO 21500 has a high rating for risk
managementAS/NZS 8016 and PRINCE2 are rated as having a medium rating, whilehagile
low risk management approach to projects.

From an organisationglovernancgerspectre, PMBOK andISO 21500 are rategerylow while
AS/NZS 8016 and Agilare ratedow for organisational governanc@n the contraryPRINCEZ2is
rated significantly highewhen it comes tits approach to organisational governance.

PMBOK has a high rating for resource managem®@mRINCE2 and Agile are radl low for resource
management and ISO 21500 and AS/NZS 8016 are marginally higher performance in resource
management.

Except for PRINCE2 thas ratedhigh for business to projeatignment the other four project
management approaches are townedium.

Project Governance Attributes Median Score

A reviewof the Median Scomeshown on Table fdr the project managemegbvernancettributes
are displayed below in Table 4. The medsgores 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 Rreject StructureQrganisational
Governancand Business to Projeatignment Similarly attributes that rated medium were Benefits
Management, Risk Management and Resource Management.

Corresponding the IT Governance attributes that aligned with lomgrptbject 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 ratingd their alignment between project management governance
and IT governance.
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Project Governance Attributes

Rating - Low

Rating - Medium

IT Governance Maturity

Project Structure

Responsibility

Organisational Governance Acquisition

Business to Project Alignment Process
Strategy
Human Behaviour

Performance

Benefits Management Conformance
Risk Management Risk

Resource Managemer

Table4 - IT Governance Maturity focus areas

Table 4i IT Governance Maturity areas indicate that the areas the IT governance maturity model
should focus offor i A ¢ g u iPsnicipled amen

Responsibility
Acquisition
Process
Strategy
Humanbehaviour
Performance

I G R G e e

Of secondary concern is:

M Conformance
T Risk
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Conclusion
Acquisition principleis a term used in the standd&D/IEC 38500:200&€ orporate Governance of
Information Technology

The Acquisition principle involvesvaluating, 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 acpropnagement approach. Thus
focusingon project management governance directly reflects the déeglplication of the IT
governance Acquisition Principle.

Existing governance approaches available to suppg
inadequate.

A very high percentage of IT projects faResearch indicatesdthigher the project cost the higher
the potential for failure. IT projects whethfor new or maintenance activities are the main delivery
mechanism of the Acquisition principle

Causes of project governance problemd therefore project failuage interrelatedthere is generally
no single cause of governance failutdowevergovernance problems cayenerallybe attributedto:

unclear pojectgovernance objectives
aversiorto risk
organisationastructure issues
stakeholderand ownership issues.

=A =4 =4 =9

Other factors such as skills, competencies, personalities and political enviraomigitute to
project problems&ndany project governance framework matoaddress thesesues

Expenditure on IT can represent a significant proportion of an @egani expediditure of financial
and human resourced o improve the delivery succesf IT projectsAS/NZS 8016:2018as
recently been released.

Governance of IT, including significant investments in IT, is part of sound corporate goverfiance.
investments includprojects forhardware, software, mobile devices, apps, cloud sendil and
social media. AS/NZS 8016:20%dich supports and is based on ISO/IEC 38500:2(388$ the
governing bodiegto balance strategic value opportunities and risks arising from the investments in
IT.

The two most prominent systems for Proj&thgram and Portfolio management are Project
Management Body of Knowledge (PMBOK) and Projects in Controlled Environments (PRINCE?2).
Of these, PMBOK is described as a framework and PRINCE2 a methodology. PRINCE?2 is far more
advanced in project governanoempared to PMBOKBased on an evaluation PRINCE2 rates most
highly in project management governance and therefore supports IT governance the best.

33| Page



The rating of théT Governancattributesindicates that the areas the IT governance maturity model
shawrl d focus on for aAcquisition Principlebo

Responsibility
Acquisition
Process

Strategy

Human Behaviour
Performance

—a - —a —a _a —2a
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Appendices

Appendix 11 Project Governance Policy
**** This document is provided in full and with the approval of their author, Réesdand.

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
organi sati onds name-jiskprdiettsas geteimmed oy (thd ooganisaionisteoulch i g h
have critter or possibly a higkvel project risk assessment model that determines the risk of any

particular project) and the governance framewodessigned to support such projects. The policy also
addresses lowaisk 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 gwopriate for the organisation: asset and-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 notiapple to norcapital 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 apjretrs 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 mayd&rkas a budget committe@he investment
decision group makes the major investment decisions on a project.

Key project documentation The key project documentation {gdjust to suit, naming
conventions and needs of the organisation. Each organisdimudidentify 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.)

=A =4 =8 =4 - 9
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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 respible for directing the projeclthough a

number of smaller projects could come untther 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 mayoe invited to attend by the project owner.

Project director The person who manages the project own
day-to-day basis.
Project manager The nominated person who leads the project team and is assigned the

authority and rgzonsibility 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  Theperson(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 supgs the project owner in directing the project.

Strategi c adyviAgoupsoinpriged of semior 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 projectwi h t heir organi sationdés 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 highrisk projects

( Or gani s a twill manége higiresknpeojects in accordance with the following framework.
Further detail on the operation of the project governance framework and policy is contained within the
project gwernance procedur@ document that provides greater detail around the operation of the
project governance arrangement$he project governance structure shall generally be in accordance
with that shown in Figure 16 The project governance structure.
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Investment Decision Group

Senior User Project Owner Senior Supplier

Strategic Advisors’ Group
Project Director

Chair: Project Owner

Chair: Project Owner i
Project Board (Max 6 people)

Stakeholder Working Group .
: . . = Project Manager
Chair: Project Director
== Decision-making path Project Team
Advisory and feedback path

Hgure 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 praj@ater and should ideally contain no more than
six people, to maintain decisibmaking efficiency.

The project board is responsible for directing the project. In discharging this responsibility it will
approve the key project documentation and work to vesekues escalated by the project manager
and project director.

Role of the investment decision group
The investment decision group has the following responsibilities:

1 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;

1 approve major variations to funding;

1 address and resolve issues raised by the project board

1

0]

=

address and resolve matters of policy raised by the project board

Rol e of strategic advisorso6é group

The strategic advisorsd group represents key
chaired by the project owner. The strategic amhgigiroup 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 depantsapprisedf project developments.

= =4 =8 A
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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 stakehaldéngvgroup 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 projet 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 proyeetr. The project owner has the following
responsibilities:

1 determines the composition of and chairs the project board;
1 chairs the strategic advisors group;

1 owns the project budget;

1 appoints the project director;

1 provides direction to the project directond project manager.

Project director

The project director supports the project owner and ensures the praject ebusinass 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 projeam;

assisting the project owner on stakeholder management;

acting as the main point of contact between the project managésrgadisations name)
establishing client reporting arrangements;

1 managing business resources.

= =4 =4 =4 4

Senior supplier

Theseniorsppl i er is the senior representative of t
perspective and expertise. The senior supplier is responsible for:

1 ensuring the necessary supplier resources are committed to the project;
1 advising and informing the projelabard of supplier issues;
1 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 documeatadion;
identifying and committing user resources for the project.

= =4 =4 A
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Project manager

The project maager 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:

1 planning and managing the necegsactivities to enable the project to be delivered with the
above constraints;

1 appointing project team members and is supported in this by the project owner and project
director.

Project governance framework for mediumrisk and low-risk projects
This section describes project governance arrangements for meidikuand lowrisk 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 tharomee. 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 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 mediurrisk and lowrisk projects there may be no need for a projecttiireand 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 deppodehe

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 gréarmthe management of stakeholder needs where the
project owner can fulfil that role on an ad hoc basis.

Policy approval

This policy was approved kinsert name of approving bodgh (date)and becomes official policy
on(date)

Policy owner

(Insert nameand 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 paedures are related to this policy:

1 (Add as required.)
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Appendix 217 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 higtevel 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 decisimaking bodyof 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 projelabard 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 ownewns 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 thé¢ getijer's 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 representatofea 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 delievery of
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
owner 6s needs ar e metb-day niahagenent and reakexidichean behdife s day
of the project owner.

Size of the project board

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

1 The project owner role cannot be shared because accountability for the success of the project
cannot be split.

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

1 There may be more than one senior user, although it is recommended there be no more than
two.

1 There may be more than one senior supplier, especially when therametérnal and
external suppliers or providers involved in the project. It is recommended there be no more
than two.

1 Business representatives should always be in the majority on the project board to ensure a
service delivery focus in maintained.
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1 The progct manager is not a member of the project board but reports into it.

1 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.

1 Once the projedioard exceeds around six persons, decision making becomes less effective.

All project board members should attend all project board meetings.

Decision making

1 The project owner is the chair of the project board and appoints project board members.
1 The projet 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:

=A =4 =8 =4

project board;

=A =4 =4 4 -4 =4
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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 issudhat cannot be resolved to the investment decision group;

Approve any material changes to scope, budget, schedule or quality;
Ratify any critical design decision.

= =4 =4 =4

Concept design;

Output specifications;

Options analyses;

The procurement strategy;

Approve the project manager;
Provide direction to the project manager;
Approve the responsibilities of the prdjesanager;
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 managemeplan;

Feasibility studies;

Approve the terms of reference of the project board,;
Approve the responsibilities of project boangmbers;
Support the project owner;

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

The project completion report and lessons learned

Ensure project stakeholder engagement is being adequately addressed;
Confirm

t h eating parametarstaddgolemmeces with programme management,

Meetings of the project board

The project board should be convene at the commencementpbijbet (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 isdependento a large extend on the issues to be addressed. In certain circumstances the project

boar d

many

need

t o

me et

weekl vy,

but

at | ess
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may be sufficient. If a project board meets too infrequently it runs thefriscoming 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 | understood. This avoids revisiting decisions. Project board members can also use
understudi esd t o e n saffisleptappraigediofthe projeatrdnethe of t hei r
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 documerg presented for approval, the project board decision should be one of the
following:

1 Approved;
1 Approved subject to (list the changes that must be made for the document to be considered
approved);

1 Not approved rework required in the following areas: (Jist

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:

1 Theissue is resolved and the outcome recorded;

1 Further information is requested of the project manager or project director to assist in
resolving the issue;

1 The project board considers the issue is a matter for resolution by the project manager and
requestshe project manager to advise;

1 The issue is unable to be resolved by the project board and is escalated to the investment
decision group for resolution;

1 The issue is taken ofine by a project board member.

Investment decision group

Membership

The investmat decision group is normally a pexisting 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:

1 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 progeener;
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