
 

 

 

Sponsorship: how to enhance the role within 

the project profession - Thursday 9 July 2020 

 

Questions and answers                                                                                                                             

The questions were raised during the first in our webinar series on sponsorship in the project 

profession. Questions are grouped by four themes:  

1. Survey approach and responses 

2. Sponsor model and role 

3. Role of the delegated sponsor 

4. Sponsor competencies and development 

 

Survey approach and responses 

1. Was there a distinction made in the survey between projects, organisational change initiatives 

(e.g. new IT implementation) and transformational change programmes? 

We didn’t ask individuals to differentiate between the initiatives they were sponsoring. To gather 

some background of the organisations, we asked some introductory questions about if the role of 

sponsor exists within their organisation, how it is implemented and the range of role titles relating to 

the governance of change.  This gave us some indication of the organisation and the scale of the 

change that they typically deliver and whether they are predominantly a change delivery organisation 

or whether project delivery forms part of what they do. 

2. Can you characterise the types of organisations represented in the survey (e.g. large or small) 

and if the role of sponsor is carried out by project professionals or other functional 

professionals?  

There was a mix of large organisations delivering a high volume of change initiatives through to 

smaller organisations where projects and programmes are not their mainstay of business. The mix of 

responses indicated that 70% of individuals held roles that included delivery, as well as Board or 

Sponsorship responsibilities. This is thought to be high and although demonstrates that all levels are 

being exposed to delivery, we cannot say based on the results which of those individuals would 

identify themselves as being project professionals versus other professionals (e.g. operations 

managers, finance). We can explore this further in the continuation of our webinar series with 

executive sponsors (Thursday 23 July 2020 at 17:00) and delegated sponsors (Thursday 30 July 2020 at 

17:00). 

3. Was there a way to validate the responses for the self-assessed competencies? The results feel a 

bit optimistic. 

We left it up to the individual to respond to the categories identified. In the absence of a competency 

framework there wasn't anything that we could direct people to as a reference for what might be 

deemed an 'expert' for example. To check the results, we looked for continuity that they didn’t vary 

dramatically across competencies or that there was some consistency overall in how the question was 

answered.  



 

 
 
4. Were you able to form a view on whether project outcomes were correlated to governance 

practices? 

In response to the question, "How well does your governance of change contribute to successful 

project outcomes for your organisation?", we identified that accountable parties responded more 

positively, and that Board Directors were more positive overall than sponsors. We took from this that 

sponsors may have some suggestions to improve the governance of change processes.  We will be 

exploring this further in the continuation of our webinar series with executive sponsors on Thursday 

23 July 2020 at 17:00.  

 

 

Sponsor model and role 

5. Is there any research and good practice guidance to help executive teams appreciate the value 

of sponsors? 

The APM Governance SIG is engaged in improving investment outcomes through better governance of 

change, and promoting effective sponsorship is crucial to achieving this. We have published a variety 

of material on sponsorship including descriptions of the role, recommendations for implementations 

and case studies. You may want to check out the links below:     

▪ Sponsorship: How to enhance the role within the project profession 

▪ Who makes the ideal sponsor – and does it matter? 

▪ The sponsor role and sponsorship – the way forward 

▪ Sponsoring the Thameslink Programme 

▪ APM guide on sponsorship 

 
We have also published guides on good governance that can be found on the APM website and are 

free to download for APM members: 

▪ Sponsoring Change 

▪ Directing Change 

▪ Directing Agile Change 

▪ Governance of Co-Owned Projects 

 
6. How do the definitions of executive and delegated sponsor align with PRINCE2? 

PRINCE2 is designed to be tailored (within reason), so in the case where a project is being managed 

using the PRINCE2 methodology and also requires a Sponsor, the 'Executive' on the Project Board 

would operate as the Executive Sponsor. Where the project being delivered requires an additional 

level of sponsorship, for example because the Executive Sponsor has a high volume of projects to 

sponsor, then a Delegated Sponsor could be appointed to work closely with the Project Manager. In 

any model, the accountabilities and responsibilities need to be clearly defined and communicated.   
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7. How effective is the division between executive and delegated sponsor?  One challenge may be 

maintaining a single point of accountability.  

The model of differentiating between Executive Sponsors and Delegated Sponsor reflects the division 

between the accountable and responsible party, respectively, and reflects  

 

observations on how the role has been implemented in a number of organisations. The reason 

organisations have adopted the executive/delegated sponsor split is to recognise that the accountable 

executive is normally a very senior person with profit and loss accountability and they need help to get 

some of the tasks done.  

It may be that the model is too simple, and we will be discussing this further in the continuation of our 

webinar series with executive sponsors (Thursday 23 July 2020 at 17:00) and delegated sponsors 

(Thursday 30 July 2020 at 17:00). There may be a middle ground between executive and delegated 

sponsors where there is accountability assigned at different levels in the organisation to reflect the 

risk exposure or scale of the investment.  For example, a portfolio sponsor who is accountable for a 

specific portfolio and has a team of sponsors to support individual projects and reports to the 

Executive Sponsor who is accountable for the entire capital investment programme within the 

organisation.  

8. Why do you think we are in this position regarding the lack of support for sponsorship in the 

project profession?  

Lack of commitment may come as a result of lack of understanding. In project and programme 

management, there are clear methodologies, frameworks and competencies available that define and 

support the needs of the profession. Sponsorship is not as mature in its development and we are 

working to identify the support required and how it is best delivered to support the profession – 

whether through the APM or another organisation. Until there is a common understanding of the role 

and consistent support tools (e.g. a recognised competency framework and development approach), it 

will remain for organisations to define it for themselves with varying levels of success and little 

consistency.   

9. Do you consider Change Manager and Project Sponsor the same?  

It depends on the job description and what responsibility or accountability they are given. If a Change 

Manager is accountable for the day to day implementation of the change, maybe not, but if it is more 

about tracking change and linking it to strategic objectives and realising the benefits, then yes. 

 

Role of the Delegated sponsor 

10. Is there an overlap or duplication between a delegated sponsor and established delivery roles, 

such as senior project manager or programme manager? 

There needs to be clear definition of accountability and responsibility at all levels within both the 

sponsor and delivery teams.  In general, the sponsor team will be focussed on realising the outcomes 

of the investment for the business whereas the delivery team will be focussed on delivering the 

outputs of the project with the agreed time/cost/quality parameters. There will be instances where  



 

 

there are common interests for examples in selecting and developing the best option, value for money  

decisions, stakeholder management and holding the delivery team to account. In these instances, it 

may feel that there is overlap or duplication in the roles. Assessing the different interests of the 

parties involved can help overcome this perception of overlap. Embracing this diversity should 

improve the quality of the decision made.   

We will be exploring the role of the delegated sponsor further in the continuation of our webinar 

series on Thursday 30 July 2020 at 17:00. 

11. Does the delegated sponsor add distance between the delivery team and the decision-maker? 

It depends on the structure and scale of the organisation and the change they are delivering. Where 

the scale of the change is significant, and multiple layers of governance exists, a delegated sponsor 

may be more accessible and visible to the delivery team than the executive sponsor.  Because the 

delegated sponsors will report to the executive sponsor, they should have the ability to support the 

delivery team to access decision-makers, escalate issues and improve the delivery conditions within 

the organisation. 

On the other hand, where the organisation and scale of the change is relatively small and there is an 

informed and efficient decision-making forum in place, it may not be of value to have a delegated 

sponsor.  

 

Sponsor competencies and development 

12. How would you embed a competency model in the way that Sponsors are appointed, measured 

and rewarded?  

Where a competency model is developed and recognised by organisations with a sponsor team, the 

competency model can be embedded as part of overall professional development in the same way 

that many organisations review their employees against competencies appropriate to their technical 

experience and level of role. A high percentage of the survey respondents identified that they had 

performance criteria for the change they were sponsoring, so the next step is to ensure these are 

formalised in objectives or targets, and in connection with a competency model to support overall 

professional development. 

13. There is an expectation within most organisations for a Project Manager to have a recognised 

qualification, but this is not the case for Project Sponsors. Do you see this changing?  

We hope so. It would be positive for professionals working in sponsorship to have something to work 

towards and give clarity on how they can develop within their career. It would also benefit employers 

to recognise individuals who have attained a certain level of competence and recruit the best people 

for the available roles.  We will be exploring the support needed for sponsors in the last of our 

webinar series to be scheduled for early this autumn.   

14. Should this competency model apply to all projects not just "change" projects? 

Yes - any project where there is a sponsor level role could adopt the competency model. It should be 

developed in the context of both capital projects and transformational change projects. 

 



 

 

 

15. What key soft skills do you consider integral for a sponsor to have, what should sponsors focus 

on to for their development?  

You may want to check out our blog where we explored the questions of Who makes the ideal 

sponsor – and does it matter? 

Other resources from the PMI and Strategy Execution are also worth checking out.  

We will be exploring this further in the continuation of our webinar series with executive sponsors 

(Thursday 23 July 2020 at 17:00) and delegated sponsors (Thursday 30 July 2020 at 17: 00). We will 

also be exploring the development of a competency model for sponsors in the last of our webinar 

series to be scheduled for early this autumn.   
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