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Chapter 1  
 
Introduction 
This chapter comprises of the brief description of background of the problem, description of 
the problem and scope of the project. 

The degree project is part of the curriculum of the Master Degree program (60 ECTS/ 1 Year) 
in Project Management and Operational Development. This work has been carried out for 
fulfilling the requirement of the program. This report covers an important area of Project 
management. This report also reflects the ability to use the knowledge and information 
acquired at the program. 

1.1 Introduction 
 

Project management is an established discipline of studies and getting its importance day by 
day. Fierce competition and changes in market conditions demand equal response and quick 
strategic repositioning. Organizations are utilizing the power of projects and Project 
management models to become more flexible and responsive towards these modern demands. 
Strategic changes trigger changes in the organization which also equally relevant for changes 
in projects. Projects have to be implemented in such a way that it is aligned with the 
organizational strategies to reach its objectives. Organizations are becoming aware of this and 
adopting project management techniques increasingly.  

Project sponsorship is one of the project management areas. My research is to clarify the 
generally agreed project sponsor role among project management practitioners and to seek 
insights on the importance of this on project success, and explore the challenges and 
difficulties faces by an organization where an appropriate sponsor role is missing or less 
understood. 
 
In the Subject organization of this study has two social projects running and they are facing 
different problems and issues. Our investigation is to explore the project sponsor role in the 
context of these two projects. Theoretical framework is based on the findings of the literature 
investigation. 
  

1.2 Background 
 

It is not enough to put the sole responsibilities to the project managers for running the 
projects. It is extremely difficult for the project manager to come out with desired outcome on 
time and in budget without required support and resources [Crawford, L. Cooke-Davis, T.  et 
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al, 2008]. These days, the role of the sponsor becomes very crucial for the success of the 
project. Often project sponsors have clear authority to influence different actors for supporting 
the project to move in the right direction. Lack of clear roles and responsibilities of a project 
sponsor in a project can cause that project lacks direction and necessary supports it requires to 
be successful.[ Crawford, L., & Brett, C.(2001)] This pose the question of who does what in 
terms of responsibilities and how does that affect the project. 

Sometimes organizations failed to understand the importance of the role of a project sponsor 
for running successful projects. There are studies which revealed the importance of top 
management support as the one of the most critical success factors (CSF) which can influence 
project success [ Bryde, D (2008)].Importance of a project sponsors role in a project is 
sometimes an underestimated topic among the project management practitioners. I have found 
this after an investigative literature study which is presented in following sections. As a result, 
lack of support from upper management or lack of appropriate project sponsor role may create 
problems in projects. In the literature [Crawford,L. Cooke-Davies,T. et al(2008)], visibility 
and control over the project get importance as a behaviour of a sponsor. This behaviour comes 
from strong sense of ownership. That emphasizes on generally agreed project sponsor role 
among project management practitioners and also the importance of that to a successful 
project.  

Everybody wishes to run successful projects. But not all projects are equally successful. 
Upper management support or role of a project sponsor is one of the important factors and 
that has not been addressed much in project management literature or in practice [Helm & 
Remington, 2005]. In this research project a case study is conducted to explore the project 
sponsor role in a public organization which is also preceded by a literature investigation 
where generally agreed project sponsor roles identified and described. 

Our studied organization is a municipality near Stockholm in Sweden. They have several 
national and international on-going projects. The department that we have studied in that 
Municipality is working with adult education, introduction of refugees and other immigrants 
to the labour market through innovation, matching, coaching and development of 
competencies. This department has experience of running several projects and they are going 
to start new projects in these areas soon. For managing their projects, they are not following 
any established project management methodologies/models in those projects. Their project 
management processes are enmeshed with mainstream processes. 

 

1.3 Problem/research Question 
 

Successful projects give today's organizations edge to a fierce competition. But when look 
into a project's success, instead of the team itself, there are several other contextual factors 
those come into play.  
 



7 
 

In this context, important questions are 'what are those factors?', 'Which is the most important 
among those?', and 'why?'. Project sponsorship which is also synonymously used as top 
management support emerged as key theme among contextual issues for influencing the 
progress and outcomes of projects in many studies. [Crawford, L. Cookes-Davis, T. et al ( 
2008)]. 
 
Project sponsor recognized as one of the key stakeholders by most of the today’s project 
management literature. But then also come the questions like 'why it is important?', 'How can 
they play an important role?'. 
 
In this study, first I will explore the literature studies to find the answers of these questions. 
Secondly, I will conduct a case study in an organization to see 'How project sponsor role is 
applied in that particular organization?' and 'How this role is affecting the success of the 
project?', 'Is there any role that is missing?' 'What are the difficulties they are facing because 
of that?' 
 

1.4 Scope 
 

The scope of this degree project is limited to the solution of the presented problem in context 
but it might also be useful for similar projects and contexts. The working methodology and 
the literature reviews are not comprehensive due to the scope of the project. This degree 
project depends on existing literature for finding characteristics of project sponsor role and 
responsibilities in a project rather than conducting its own study. 

 

1.5 Method 
 

A qualitative approach was adopted for conducting a case study. This helps describing the as-
is situation for gaining understanding of the context. Literature investigation has been done 
for finding ‘role and responsibilities of project sponsor’. Through case study, I focused on 
exploration of the project sponsors existence in the subject organization and possible 
problems related with lack of understanding the appropriate sponsor role in the context of that 
organization. Methodology followed in this project is described more detail in the next 
chapter. 

 

1.6 Structure of the Report 
 

This report consists of total six chapters. 

Chapter 1 comprises of the brief description of background of the problem, description of the 
problem and scope of the project. 
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Chapter 2 describes the research methodology chosen and different tools and techniques 
applied for coming up with a credible result of the research through ensuring validity and 
reliability of the data collected. 

Chapter 3 is mainly findings of theoretical literature investigation for exploring the project 
sponsor role. There are number of roles played by a project sponsor in different projects and 
these described in different studies.  

Chapter 4 describes the field work and the findings of the field work. This describes the as-is 
situation and problem in context. 

Chapter 5 is the analysis of data and information presented in earlier chapters and relating the 
problems with the literature investigation for coming up with a probable solution of the 
problem. 

Chapter 6 presents the results and conclusion of the degree project. 
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Chapter 2  
 
Research Methodologies 
This chapter describes the research methodology chosen and different tools and techniques 
applied for coming up with a credible result of the research through ensuring validity and 
reliability of the data collected. 

 

Finding suitable research methodology is very important part of the research. Relevant 
literature study and consultation with experienced researcher helped to choose the right 
strategy and approach to follow. There are two prominent paradigms exist among researchers, 
they are Positivistic and Phenomenological philosophy [Collis & Hussey, 2003]. I choose the 
phenomenological paradigm as this study is subjective and it is hard to separate the researcher 
and the unit of research [Collis & Hussey, (2003)]. 

    

2.1 Research Approach 
 

The approach I have taken in this project is inductive in nature. This research problem is also 
approached for a qualitative analysis to get an in-depth understanding of the context of the 
subject organization. Theoretical findings from literature also have taken into consideration 
while designing the research methodology.  

This type of research problem cannot be approached as an experimental research as this is 
about observing a group of individuals in their context. “The phenomenon is not isolated from 
its context (as in, say laboratory research) but is of interest precisely because the aim is to 
understand how behavioral and/ or processes are influenced by, and influence context” 
[Hartley, J. (2004), p-323]. 
 
On the other hand, it is not possible to conduct an experimental study in this issue due to its 
nature and own limitations. Conducting an experiment on several organizations in a controlled 
way for coming up with large enough data to make an analysis is out of the scope of this 
degree pr1oject. On the other hand it is obviously difficult to conduct such studies in large 
scale because of difficulties of setting up the environment. Socio-technical nature of the 
problem also makes it less suitable to go for an experimental study. In this context it is more 
appropriate to approach this as exploratory research [Collis and Hussey, (2003)]. 
 
Time for this degree project is very limited and it is out of the scope to conduct a longitudinal 
study over a long period of time. This is why it is a cross sectional study and the researcher is 
interested in diverse answers. “.. cross sectional design obtains information from single group 
of respondents at a single point in time without any attempt to follow-up over time” [Ruane, J. 
M.  (2005), p-93].  
 



10 
 

 

2.2 Research Methodology 
 
Case study has been chosen as the method of investigation for understanding the as-is 
situation in the subject organization. The obvious reason is because of the socio technical 
nature of the problem and it can be understood better in its context. ”The case study is 
particularly suited to research questions which require detail understanding of social or 
organizational processes because of the rich data collected in context” [Hartley, J. (2004), p-
323]. It allows us to understand the as-is situation of the phenomenon.  
 
But the context and situation is not a static thing that we can make a picture of. In that case, 
we also have to consider the point of time we are conducting the study. Observing a group or 
organization in a point of time indicates that it is a cross sectional study [Ruane, J.M. (2005)].   
 
In relation with our research question, it is also important to find if the project stakeholders 
are aware of the concepts of project sponsor and the implication of project sponsor role in 
project success. As my research questions requires a solid understanding of project sponsor 
role and importance in general first, literature investigation is the first step to follow before 
focusing on the subject organization. This is described in the next chapter.  
 
For my exploratory case study to conduct, the following steps are followed: 

• Design the case study with an insight of theoretical investigation 
• Conduct case study based on designed data collection techniques 
• Analyze and describe the findings by relating with theory 
• Develop conclusion based on findings and recommendation to the subject organization 

 

 
Fig: 1 case study working process 
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2.3 Data collection Tools Techniques 
 

There are many data collection methods in observational research. Choosing a right data 
collection tools and techniques depends on the nature of the project as well as the scope of the 
project. As non-participant observation method has been applied, it is suitable to collect the 
data from the participants of the project. Conducting interviews and collecting relevant 
documents/artefacts have been considered as the data collection tools and techniques. Within 
the limited scope of the project and nature of the project, it is not suitable for using techniques 
like audio visual recording of activities or applying other techniques.  

For understanding the context of the problem, it is required to understand the underlying 
project organization, communication pattern, authority of resource etc. For understanding 
those, several interviews have been conducted for collecting data. Relevant documents and 
artefacts collected during the interviews.  

 

2.3.1 Interviews 
 

Interview is chosen as the method of data gathering in this research project due to the 
qualitative nature of the project. ”The interview remains the most common method of data 
gathering in qualitative research” [King, N. 2004]. Due to the higher acceptance among 
research participants and its suitability to study organization and group [King, N. 2004], help 
me to decide to go for this technique. Four steps [King, N. 2004, p-14] followed to construct 
and carry out the interview and they are- 

1. Defining the research question 
2. Creating the interview guide 
3. Recruiting participants 
4. Carrying out the interviews 

2.3.2 Documents and Artefacts 
 

Complementary documents and artefacts used in their project helps to get more latent relevant 
information which may otherwise be overlooked during the interview. This also ensures the 
quality of the data as information in those documents reinforces the information provided by 
the interviewee. Relevant documents have been collected from key persons for understanding 
the communication pattern, stakeholders and organizational structure. These documents were 
useful for data analysis and results in later stages.  

 

 

2.4 Quality  
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Quality of the research findings depends on the quality of the data collected. There are several 
ways to maintain the quality of the data. Maintaining validity and reliability of the data and 
applying the triangulation method to ensure the correctness of information approached in this 
study. A rough quality plan has been followed. Few steps have been taken according to that 
plan. 

• Meeting minutes are recorded and sent as email after meetings 
• Validation of the data by sending the summary of  information collected from the 

interview 
• Digital Research log maintained for writing reflection of the researcher after the 

interview and for future use. 
• Collecting complementary and relevant documents for applying triangulation method 

for validating the data collected during the interview  

The use of validity and reliability of research is more common in quantitative research and in 
positivist paradigm. It can be also applied in qualitative research and in phenomenological 
paradigm but may not be in the same way [Golafshani, N. (2003)]. The validity and reliability 
of a research indicates the trustworthiness of the work conducted. Credibility of the research 
depends on reliable and valid output from the study. The findings should reflect the picture 
we are seeking to explore in the context of the study. On the other hand it is extremely 
important to validate the data and ensure reliability for getting a credible result out of the 
study. A clear validity and reliability strategy has been maintained in this project for credible 
results. 

2.4.1 Validity 
 

Validity of the qualitative data is not easy to maintain because of its inherent nature of the 
complexity and richness. But it also provides opportunity for applying triangulation 
technique, a popular technique used by the researchers. Data triangulation has been applied to 
some extent in this project for validating collected data. 

Certain steps were followed to maintain the validity or trustworthiness of data in the project 
data gathering. The approach taken can be listed as follows- 

• Similar data collected from at least more than one persons 

• Validate data with documents and artefacts provided 

• Summarizing the interview notes just afterwards and send as email for validation 

• Confusing data has been consulted with key informant 

•   All the notes recorded in a reflective research log 
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2.4.2 Reliability/Dependability 
 

Some researchers used the term ‘dependability’ in qualitative research instead of the using 
same term ‘reliability’ borrowed from quantitative research. [Lincoln & Guba, (1985)]. But 
these terms broadly means the consistency and quality of the collected data. Reliable result 
based on the reliable method of data collection. This is also important that the source of data 
is not biased. It is the researcher’s responsibility to carry out the data collection method so 
that it ensures the quality of the data and free from bias as much as possible.  

For maintaining quality of the data it is very important to create the right environment and 
choose the right people for interview. For maintaining the reliability of the data quite similar 
steps followed like it is stated in validity section "Since there can be no validity without 
reliability, a demonstration of the former [validity] is sufficient to establish the latter 
[reliability;]" [Lincoln& Guba, (1985) p. 316]. 

 

2.5 Case  
 

Choosing an appropriate case can be considered as the first and one of the most important 
steps for conducting a case study. We need to make sure that the case chosen is qualified as a 
case to study. We approached a public organization and communicate our wish to find a case 
that qualifies.  

 The phenomena we are going to study can be attributed as a case if we try to look into 
available definition of ‘case’. Even if the difficulty of defining the word ‘case’ is admitted by 
the author Gillham, we found a definition in his book [Gillham,B. 2000]  and we are going to 
look at it to see whether we can attribute our research phenomena as a case. 

- A unit of human activity embedded in the real world 
- Which can only be studied and understood in context 
- Which exists here and now 
- That merges in with its context so that precise boundaries are difficult to draw 

 
To argue the phenomenon we have chosen as a case, we need to look at the phenomena 
according to the definition above. This is a ‘unit of human activity’ which is a part of the 
public organization where people interact with each other in a ‘real world’. This socio-
technical phenomenon is tightly couple with its context and positioned in the overall 
organizational context. So it cannot be separated from its reality for the purpose of study. 
Which means it ‘can only be studied in context’. We have already mentioned in chapter 2 that 
it is a cross sectional study which means it only exist at the point of time when we conducted 
the study. The phenomenon is tightly coupled with its context and there are number of social 
issues those constitutes the context and it is hard make a clear conclusion out of the context 
because of the difficulties of making clear boundaries between the case and its context.  
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In this case, if we want to understand the context of the phenomena we need to understand the 
unit we are studying and their position in the organization. We also need to understand the 
interaction between the people in the organization relevant with this phenomenon.  
 
As our case is qualified for the study, we have to also consider the design of the study before 
conducting the case study. The following section describes the design strategy. 
 

2.6 Designing the Study 
 

At first we designed the case study with the insight of the findings of the theoretical 
investigation which we have presented in Chapter 3. Designing means making some decisions 
on the execution process of the study.  The following design decisions are few of the design 
decisions made while conducting the data collection.   

• Choosing the data collection methods and techniques 
• Choosing and finding right people to interview 
• Creating the right environment for the interview 
• Storing the collected data 
• Choosing the validation and reliability technique 

 

2.7 Choice of the Organization 
 

Our studied organization is a municipality near Stockholm in Sweden. They have several 
national and international on-going projects. We have studied part of a department called Job 
market and Introduction (Arbetsmarknad and introduktion enheten) which is under 
Working life (Arbetsliv kontoret) in that Municipality. They are working with adult 
education, introduction of refugees and other immigrants to the labour market through 
innovation, matching, coaching and development of competencies. This department has 
experience of running several projects and they are going to start new projects in these areas 
soon. There are government agencies which these projects require to collaborate.   

The project sponsor term is more appropriate for an organization where projects are initiated 
internally. Public organization like municipality is suitable for this case study as they run the 
projects initiated internally and project outcome contributes to the organizational objectives 
rather than serving any external customers. The department of interest runs projects in public 
sector. The company allowed me to explore and investigate the research question as the 
management also believes it is worth looking from an external perspective. 
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2.8 Choice of interviewee   
Since this is a case study it is required to interview people in the context which made it 
obvious I have chosen people who are in the organization and have stake to the project. Five 
semi structured interviews conducted with five different persons in the organization. Two of 
them are member of steering committee, two of them are project leaders and one of them is 
from the organization. Out of those five four of them are women and one man and four of 
them are older than 40.  
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Chapter 3  
 
Exploring Project Sponsor role  
This chapter is mainly the findings of theoretical literature investigation for exploring the 
project sponsor role. There are number of roles played by a project sponsor in different 
projects and these are described in different studies. 

 

Project sponsor is a relatively new term in the relatively modern project management 
discipline [Kerzner, H. (2003)]. Project sponsors are usually mid-level executives. They hold 
the primary responsibility of maintaining executive-client contact. But there are many views 
on the project sponsors role. In this investigation, we are going to make an attempt to explore 
the project sponsor role in the literature.  

3.1 Historical background of the role 
 

The project sponsor role has not been discussed much in project management discipline until 
recently. In early days of project management, project managers had higher authority in the 
organization and often had to manage larger project organization than today’s smaller 
projects. Project based organization and total projects are growing in number than ever, so it 
is also increasing the complexity in today’s organization. Due to the number of projects and 
their complexities, it is no longer possible to give project managers higher positions in the 
organization as they used to get it in early days of project management. So it becomes a 
growing concern to have project managers enough authority to deliver the desired outcome. 
[Morris, P.W.G. (1994)]. 

This growing concern leads to articulation of the need for upper management support and 
management commitment for the project and project manager [Harrison, F. L. (1993)].  
During the past several years, more and more companies have accepted the project 
sponsorship approach so as to maintain the proper umbilical cord between projects and 
line/senior management [Kerzner, H. (2003)]. As soon as the approach is adopted by the 
companies, the term ‘project sponsor’ appeared in the scene in various forms. Commonly it is 
known to be emerged at the end of 1980s. Some mentioned project sponsor is the ‘project 
manager’s boss. Some other discussed the sponsor as the ‘owner’ of the project, the person 
who paid for the work and controlled the flow of the money [Turner, R. J., (1993)]. 

A very widely accepted attempt in this century to explore the definition of ‘project sponsor’ is 
done by Crawford & Brett in 2001. Our attempt to find the definition of ‘project sponsor’ is 
inspired by their work and also based on other existing literatures which are described in the 
following sections. 
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3.2 Project sponsor 
 

Usually project sponsor term is used in projects which run inside the organization. There are 
other terms like customers, client etc. used in cases where project outcomes are defined 
according to the contractual agreement with external parties. One way to find definitions of 
roles and responsibilities of a profession or position might be looking at the available 
standards for that discipline and which has already been attempted and documented 
[Crawford, L. Cookes-Davis, T. et al ( 2008)]. There are four major PMI standards- 

• A Guide to the Project Management Body of Knowledge (PMBOK® Guide)–Fourth 
Edition (Project Management Institute (PMI), 2008) 

• The standard for Organizational Project Management OPM3® (PMI, 2003) 

• The Standard for Program Management (PMI, 2006a) 

• The Standard for Portfolio Management (PMI, 2006b) 

These documents do not give a clear definition of project sponsor even if they have mentioned 
the importance of this role in project success several times. Referring to these four standards, 
Crawford, Cookes-Davis, et al. found that “ .. individually and collectively, do not provide a 
clear and consistent treatment of sponsorship as a topic. However, project sponsorship is 
mentioned several times throughout the documents” [Crawford, L. Cookes-Davis, T. et al ( 
2008)].   

PMBOK® which is more focused on the project management issues from project manager’s 
perspective and within the scope of a single project. We hardly get any detail description of 
Project Sponsor role in PMBOK®. Rather describes the sponsor as “The person or group 
within or external to the performing organization that provides the financial resources, in cash 
or in kind, for the project” [Project Management Institute (PMI), (2008), p.25].  

“No particular section of OPM3 is devoted specifically to the sponsor role. OPM3® addresses 
organizational project management but makes very few specific references to the project 
sponsor role. No specific reference to this role was found in the Knowledge Foundation; 
however, some references were found within Appendix I, Program and Portfolio Management 
Process Models. No section of The Standard for Program Management is devoted specifically 
to the sponsor role. [Crawford, L. Cooke-Davis, T.  et al, 2008]”  

There are no section devoted to project sponsor in The Standard for Program Management 
except  in section 17.2 where project sponsor role described as “The individual or group who 
champions the program initiative, and is responsible for providing project resources and often 
ultimately for delivering the benefits.” [Project Management Institute. (2006a)] 
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The Standard for Portfolio Management (PMI 2006b) seems to take project sponsorship as a 
given, with neither a definition nor any substantial discussion. The most important reference 
to the project sponsor is found in the section on stakeholder roles and responsibilities (section 
2.2.4, Sponsors, p. 17). The Association for Project Management Professional (APMP) 
syllabus describes the project sponsor as the individual “who is the primary risk taker” for the 
project [Association for Project Management, (2000)]. 

It is found that major standards of Project Management have not paid great attention into this 
matter. Even if it is recognized and mentioned in many Project management literatures, they 
do not have much representation either. This has been mentioned and agreed by the scholars 
in their journal papers by saying, ”Nevertheless, with few exceptions [Crawford & Brett, 
(2001); Hall et al., (2003); Helm & Remington, (2005a), (2005b)], very little research has 
examined the sponsor role in any depth” [Crawford, L. Cooke-Davis, T.  et al, (2008)]. and  
”Given this recognized correlation between the role of the project sponsor and the ultimate 
success of the project, surprisingly little has been written about the characteristics of the role” 
[Helm and Remington, (2005)]. These studies have missed the governance perspective of 
projects where contextual issues might be crucial and thus to transfer those issues to the 
project members to put the project in context of the main organization are also missed by the 
sponsors.  

 We can try to pay our attention to those exceptional attempts where Project sponsor role has 
examined in depth. In those examination, they also agreed at the beginning of their 
investigation that ”The precise job of the sponsor, however, remains relatively poorly defined, 
with very significant variation between organizations both in the way the term ‘sponsor’ is 
used, and in the different terms that are used to describe the sponsor’s role” [Crawford & 
Brett, (2001)]. They also argue that by labeling project sponsor as ‘Champion’ which refers as 
“A senior user, who argues the case for the investment, and wins priority for it over other 
demands for available funds.” [Turner, (1995) P-xvii], or ‘an advocate’ which is  stated by 
Morris as ”The project sponsor will generally be expected to act, at a senior management 
level, as an advocate for the project; to ensure that the project delivers the desired business 
outcomes.“ [Morris, (1994): P-257]. Project sponsor have similar informal role requires no 
clear definition in the context of a project. According to study, “the research literature reveals 
that the role is largely unexplored.” [Crawford, L. Cooke-Davis, T.et al, (2008)]. The 
characteristics that comprises the role of a project sponsor is contextual and need to be 
addressed at the organizational level where all or some of those characteristics may turn out to 
be relevant in a particular context of the project. 

The general characteristics of a project sponsor is mentioned in Fig:2, which is based on the 
findings by above mentioned literature studies,  which is used as guidelines for finding a 
description of roles and responsibilities for project sponsor in subject organization. It is also 
agreed in literature that “The role is played out quite differently in different organizational 
settings, on different projects and programs, and by different people interacting with their 
contexts.” [Crawford, L. Cooke-Davis, T.  et al, (2008)].  



19 
 

 

Fig: 2 Role of a Project Sponsor 

 

If we look into the Fig: 2 we can see the four roles stated on the left are more informal and 
hard to define and specify in an organization. On the other hand the four on the right can be 
attributed formally. Though it is always difficult to draw such distinct line between these and 
they highly complement each other. We tried to look into these characteristics in more detail 
in chapter 5 where we also tried to look into the subject organization to relate our findings 
with these characteristics.  

 

3.3 Importance of the Role 
 

In our previous section, we have mentioned the roles and responsibilities of project sponsors 
for a successful completion of the project. But we can have a closer look at the importance of 
these roles to find the contributing factors. The following section is the attempt to find the 
reason why the sponsor role is so vital for the success of a project.  

 

3.4.1 Critical Success Factor 
 

There are thousands of fully or partially unsuccessful projects in organizations. There are lot 
of reasons behind the failures. Project failures are often seen as the failure of the project 
teams. From this perspective, it has been attempted for many years to improve the success 
rates by focusing on improving project management competence. But this perspective often 
misses the contextual factors and the positioning of the project in the overall context of the 
project.  

There are studies which revealed the importance of top management support as the one of the 
most critical success factors (CSF) which can influence project success [ Bryde, D 
(2008)].The findings of the study conducted by David Bryde on 238 UK-based project 
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management practitioners confirms that project sponsorship is a multi-dimensional construct 
and sponsorship as critical success factor. Project sponsorship which is also synonymously 
used as top management support emerged as key theme among contextual issues for 
influencing the progress and outcomes of projects in many studies. [Crawford, L. Cookes-
Davis, T. et al ( 2008)]. Some researcher even argued   that “..top management support is the 
most important critical success factor for project success and is not simply one of many 
factors.”[Young, R. and Jordan, E., (2008)].  If we consider the studies and accept 
sponsorship role as a critical success factor for a project we cannot deny the importance of 
project sponsor role in project.  

 

3.4.2 Clarity and Accountability 
 

Project sponsor can bring in the clarity and accountability required for a project to move 
forward and earn respect throughout the organization by ensuring accountability. It is the 
sponsor who takes the responsibilities for making a clear image of expectation from the 
project team by defining and communicating the project objectives. Project objectives may 
evolve over time but it has to be communicated both externally and internally so that project 
outcomes conforms the expectation. This brings clarity in project objectives on the other hand 
brings the accountability for the project team. Project managers often have an inward focus to 
the team and the processes and may not have access to different stakeholders so often. This is 
why a project sponsor can play an important role to bring in the external expectations and 
communicate with the project manager in case where project objectives evolve over time. On 
the other hand it may not be possible to accommodate all the requirements or expectations on 
the fly which is also required to communicate externally by project sponsor to the forum 
where a project manager may not have access. All these require, a close collaboration and 
communication between project manager and project sponsor.    

Project sponsor is also responsible for approving the project charter and project plan which 
makes her accountable for the success of the project. Clarity in the support which a project 
sponsor may get during the project also helps to make a realistic time and resource plan. If the 
role of the sponsor in defining project scope, objectives, approving the time plan is generally 
agreed the accountability comes in automatically for a project sponsor. This brings more 
support for the project manager. 

 

3.4.3 Avoiding Overlapping Responsibilities 
 

It is important to understand the role of the sponsor and role of the project manager in context 
of the project and organization where it lives. Overlapping these two roles and their 
responsibilities creates confusion and conflicts. If the role of a sponsor is generally agreed and 
well- practised, it helps avoiding the overlapping responsibilities. In cases where a project 



21 
 

manager plays many of those sponsor responsibilities, may feel helpless while negotiating for 
resources, handling risks and other issues because of not having enough authority and power. 
On the other hand, a sponsor without clear understanding of the role may leave many of the 
responsibilities to the project manager. It creates more pressure on the project manager. In 
that case project manager might lose the focus in the project. In many cases it may be difficult 
to draw a clear line between two roles and some overlap may exist. In that case both the 
manager and sponsor should complement each other rather than creating confusion and 
conflict. 

In these contexts organizational culture plays important role. If organization lives within a 
culture of collaboration and cooperation, it creates an environment where both sponsor and 
manager complements each other’s work by supporting each other. One recommendation to 
the companies is to be sensitive in paring project sponsor and project manager and provide 
time and resources needed for successful relationship. [Saak, M. 2007].  

 

3.4.4 Sense of Ownership 
 

Sense of ownership of a project contributes to a number of positive behaviour of a project 
sponsor. In the literature [Crawford,L. Cooke-Davies,T. et al(2008)], visibility and control 
over the project get importance as a behaviour of a sponsor. This behaviour comes from 
strong sense of ownership. If the project sponsor is visible in the scene, it brings the political 
power and authority to the project because of the association with the senior manager 
(sponsor). It also makes that manager accountable for the outcomes and promises she made in 
different forums. It also helps the project to get enough support when it is required. This sense 
of ownership defuses into the project members. It creates motivational environment for 
working harder for the cause of the projects success. In ideal case, it is the sponsor who 
initiates the project and fight for funding by communicating a clear motivation to the top 
management for realizing a business opportunity or solving a problem. If the sponsor is self-
appointed, it creates the sense of ownership most. But in reality, this may differ and project 
sponsor may change during course of the project. It is recommended to identify and lobby for 
the appropriate sponsor by the project manager in such situations. In any situation, it is highly 
important that project sponsor feels the sense of ownership to support the project in all 
possible ways. 

 

3.4.5 Strategy Alignment 
 

Projects are temporary endeavour for taking advantage of an opportunity or solving a 
problem. But project objectives are required to align with the overall strategy of the main 
organization. There are risks that project fail to contribute to the achievement of the overall 
objective of the main organization where it lives. To avoid these risks project objectives has 
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to be in line with the main organizations strategy. Keeping this alignment is one of the major 
responsibilities of the project sponsor. It is a challenging task to define the project objectives 
that actually moves the main organization forward which means main organization can be 
benefited from the successful completion of the project. These require communicating the 
project ambition to the management and convince them how this project is aligned with the 
corporate strategy. On the other hand, communicating the importance of the alignment to the 
project team so that it can be a motivational factor for team performance and dedication. 
Ultimately it is the main organizations benefit that matters. Even if the project is successful in 
every aspect of project management and fulfilling the objectives set by the sponsor but it fails 
to contribute to the objective of the main organization, it fails to achieve the credibility. 
Finally main organization may not accept it as successful project. Here project manager plays 
a very crucial role. One of the major characteristics of a project sponsor identified in the 
review of literature is providing the vision, strategy and policy to the project team. 
[Crawford,L. Brett,C.(2001)]. If the project is undertaken as a strategic partnership the 
sponsor should ensure the coordination and it can be defined by contract. 

 

3.4 Committee Sponsorship 
 

The discussion and findings above mostly applicable from an individual project sponsor 
perspective. But these roles can be played by a committee comprised of a number of members 
who represents different stakeholders. This is perceived as committee sponsorship. This 
concept emerged because of the risk associated with that: “the sponsor would show favoritism 
to his line group and sub-optimal decision-making may occur” [ Kerzner, H. (2009), p-390]. 
This approach has its limitations as well. The commitment and involvement which is an 
essential ingredient of leadership is not as visible as it is in the case of individual project 
sponsor. It also consumes time to take decisions and adds unnecessary bureaucracy in smaller 
projects. On the other hand, it is found that: “Committee sponsorship has been shown to work 
well if one, and only one, member of the committee acts as prime sponsor for a given 
project.” [ Kerzner, H. (2009), p-390]. In that case it might be useful to have clear delegation 
of responsibilities to the committee members.     
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Chapter 4 
  
Description of the field work  
A case study on Working Life Department (Arbetslivkontoret) of a Municipality 

This chapter describes the field work and the findings of the field work. This describes the as-
is situation and problem in context. 

In the course of this project, decision of conducting a case study on as-is situation for finding 
the roles played by project sponsors has been made.  This chapter pre-ceded by the literature 
investigation chapter where an attempt to find a project sponsor role from the existing 
literature was made. This case study is an attempt to understand existing roles playing by the 
project sponsor in the subject organization. This chapter and the following chapter cover the 
case study conducted and core part in terms of execution. It has its own methodology which 
we followed to conduct the study. The following steps are followed to conduct the case study. 
First two steps are described in this chapter along with the presentation of the collected data. 
In the following chapter, this data is analyzed and relate with the theory presented in chapter 
3. In the chapter 5 the fourth steps is described before presenting result and coclusion. 

• Design the case study with an insight of theoretical investigation 
• Conduct case study based on designed data collection techniques 
• Analyze and describe the findings by relating with theory 
• Develop conclusion based on findings and recommendation to the subject organization 

 

4.4 Data collection 
The data collection method described in chapter 2 has been applied in the project. Two main 
techniques have been applied. There are well practiced way to apply those techniques and I 
tried to follow those. There are also things to consider while collecting the data for getting the 
best quality of data. 

 

4.4.1 Interview  
Interviewees are chosen from the context of the case and they are two project managers, two 
project steering group members and one from the organization. Two meetings held to identify 
the right person for the interview before choosing them.   

Face to face interviews were conducted in working environment with different stakeholders of 
the projects run by the subject organization. Interviews were semi-structured in nature and 
with number of open ended questions. But it was also followed up by related and prompt 
questions in place. Hand written notes were taken in time and immediately afterwards. 
Considering the actor and her role in the project, goals of the project, individual goals and the 
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emotions expressed were the basis of the questions. All the data organized and recorded in a 
research log. For maintaining the quality of the data, summary of the information recorded in 
reflection/research log sent to the interviewees just after the interviews. 

4.4.2 Artefacts/Documents 
 

Most of the artefacts and documents have been collected during the interview and some of 
them before or later. The documents which are related with the information collected are 
asked for. It implies that they are complementary to the information provided during the 
interview. They are preserved and analysed with the interview data. 

4.5 Organization 
One of many departments in this municipality is Arbetslivkontoret (AK). Organizational map 
of this department is presented in Fig: 3. We can see that Arbetslivkontoret has two major 
programs which are called arbetsmarknad och introduktion program and Vuxenutbildining 
(Adult Education). In these two programs run several subprograms. All these subprograms 
has its own responsible and reports to their respective Managers. Managers of the two 
programs reports to the Director of Arbetslivkontoret.  We can also see that there are 
administrative positions directly under the Director and altogether they are called 
Management team(Staben). This management team works as Board administrator and 
Arbetslivkontoret is under the Board. People from the Management team (Staben) are in 
steering group of the projects run under the Arbetsmarknad and introduktion program 
manager.  
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Fig 3: Organization map of Arbetslivkontoret 

There are two projects which run under the manager of Arbetsmarknad and introduktion 
program. These two projects are temporary organization and project leaders report to the 
manager of Arbetsmarknad and introduktion. Project ‘SVEA’ and ‘Väger till Sverige’ have 
their own organization which is described in the next section. From the organization map 
presented in Fig 3, we can have a picture of the position of the projects in the overall 
organizational context. They reside in the department where their project objectives are 
relevant and related with objective of the department. 

 

 

 



26 
 

4. 5 Project organization 
In the subject organization, projects are temporary organization with its objectives, budget 
and time frame like any other projects. There is a steering group, working group, reference 
group and the project team. In Fig 2, we can see the project organization and different 
stakeholders. Project leader maintains communication with all the stakeholders. Though the 
projects are belong to the Introduction department, but projects are owned and directly 
monitored by Arbetslivkontoret and Migrationsverket(The Migration Board) through steering 
group. There are many other government agencies involved in the project in the form of those 
groups mentioned. In the next section, we have a description of these stakeholders and who 
these groups are comprises of. List of people representatives from one of the projects are 
added in Appendix II. 

 

 

Fig 2: Project organization of project SVEA 

 

4.5.1 Steering Group 
 

Steering group comprises of the owner of the project. Two persons from ‘Arbetlivskontoret’ 
management team represent in this group. One of them is the Chairman and other person 
responsible for financial planning of the project. From the list in Appendix II, we can see a 
person from ‘Migrationsverket’ and another is from ‘Svenska Röda Korset’ who represents 
the steering group. Steering group approves the project and funding. Project Managers reports 
about the project to the steering group. They make the important decisions of the project. In a 
sense they own the project and approve the result of the project. They also approve the 
funding and funding comes from part of the European Union project and from the 
Migrationsverket. 
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4.5.2 Working Group 
 

There are different working groups depending on working direction. At the beginning of the 
project working direction is decided. For example, in one of the projects they have two 
working groups based on the direction and there are representatives from partner 
organizations in this working group. Project Leader call for meeting and they discuss and 
decide the tasks in working group to move forward with tasks. Working group members 
works closely to come up with the specific working tasks. But one of the members from a 
very important partner never showed up in any of those meetings. 

4.5.3 Reference group 
 

The reference group is mostly for getting expert opinion and support needed from the 
participated partner organization. This group of people does not meet rather a list of people 
with consent who helps and supports the project under their authority and when they are 
requested to. In the reference group we can see that most of the members are mid-level 
managers of their organization and in some cases in charge of their section/department. Here 
they work as facilitator when are needed in the project. 

 

4.5.4 Project Team 
 

Team members of the projects in ‘SVEA’ and ‘Väger till Sverige’ are from other programs 
and organizations. Team members have expertise in various field in which they have been 
working in Arbetslivkontoret and in their respective organization. According to the project 
leaders, team members are not directly under the authority of the Project Leader/Manager and 
many resources are shared in most cases. They also added that a clear line between project 
and program is hard to draw which ends up in an enmeshed structure of programs and 
projects. Resources used by the project are hard to identify.  

 

4.6 Stakeholders 
 

Participating organizations are the stakeholders in these projects. ”Stakeholders have varying 
levels of responsibility and authority when participating on a project and these can change 
over the course of the project life cycle. Their responsibility and authority may range from 
occasional contributions in surveys and focus groups to full project sponsorship, which 
includes providing political support.” [Project Management Institute (PMI), (2008), p.24] 
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Fig 3: The Relationship between stakeholders and the Project [Project Management Institute 
(PMI), (2008), p.24] 

Due to the nature of the project, there are number of Government agencies and organizations 
have their representatives involved in the projects in many ways. Other than representative 
from different departments in the municipality, the involved organizations are- 

• Migrationsverket (The Migration Board) Represents in Steering group 
• Svenska Röda Korset Stockholm (Swedish Red Cross, Stockholm) Represents in 

Steering group 
• Rädda Barnen (Save the Children) 
• Arbetsförmedlingen ( Swedish Public Employment Service) 
• Svenska Kyrkan (The Church of Sweden ) 
• Länsstyrelsen Stockholm Län (County administrative Board, Stockholm county) 
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Fig 4: Project partners and their roles in the project  

These agencies and organizations are partner of this project. These agencies other than 
‘Migrationsverket’ contribute to the project by providing man hours in the project. Project 
leaders of these projects also have to work with few groups other than the most common 
stakeholders inside the organization. In these groups, there are representatives from the above 
organizations and they have a role to play.   

4.7 Interview  Results 

To find out the structure of the organization I asked about the structure of the organization to 
all interviewee. Organization structure has been presented in earlier sections of this chapter. 

Asked JK and FD regarding about the customer of the project and got similar answer like 
there is a Steering group for the projects and project leaders reports to that steering group as 
well as to chief and to the board. J K, I B  from Staben represents the group along with two 
other people. 

According to two project leaders and steering committee members there are three main 
programs by AK and they are Vuxen Utbildning(Adult education), Arbets Marknads 
Enheten(Job market) and Introduktion Enheten( Introduction). This project belongs to 
Introduktion Enheten and financial budget and expenditure is approved by Introduktion 
Enheten which is going to be changed soon and will be done by Project Leader in the future.  
JK and IB who sits in the steering committee confirmed that most of the fund has came from  
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migrationsverket and European Union through AK/Staben and also partners are involved 
giving man hours to the project.  

According all interviewee is not clear who  is acting as project sponsor they also think that it 
is played by different people and not so clear who does what. Hypothesis is it is not optimal 
and it is also not clear whether there are certain roles are missing which are important. Some 
roles might not be part of their responsibilities and they are doing it. 

According to two project managers  We have found different stakeholders involved in the 
SVEA project. But it was not quite clear at the beginning who is playing what role. For 
example, it took time to understand whom shall the project leader talk to regarding 
requirement issues, is it to AK or steering group.   
 
Project Leader reports to the steering group regarding the progress of the project. But usually 
they do it to the chairman of the steering group more often than to the whole group. Project 
Leader is responsible for calling for steering group meeting and arrange the meeting. Steering 
group consists of 4 members and 2 of them from Staben of AK including chairman and other 
two from Migrationsverket and RödaKorset. Other member of Staben is mainly responsible 
for financial part.  

 
Project leader also maintains communication with partners by maintaining working group and 
reference group. Project leader reported once or twice directly to the chief of AK or Nambden 
but usually is done through Steering group Chairman. 
 



31 
 

 

Chapter 5  
 
Data Analysis 
This chapter is the analysis of data and information presented in earlier chapters and relating 
the problems with the literature investigation for coming up with a probable solution of the 
problem. 

Data analysis is the reflection of the researcher’s insight into the research question. This is an 
attempt to find the answer through analysis. In the last chapter we described the way data has 
been gathered and what data we have found. In this chapter it is more of the researcher’s 
insight into the problem with relation to the literature findings and data findings. We already 
mentioned in chapter 2 that Phenomenological paradigm does not exclude the researcher from 
the context of the study which implies that the insight of the researcher is relevant. 

 

5.1 Project sponsor role in Arbetslivkontoret 
 

In chapter 3 we mentioned the generally agreed project sponsor role in the literature. Those 
roles can be played by an individual senior manager or it can be performed by a steering 
committee. In the subject organization, a steering group plays many of these roles and we 
tried to explore it in our following analysis. Though these are not the comprehensive roles and 
not to mention as of any standards, we tried to come up with the most commonly discussed 
roles. In this section we are going to make an attempt to dig deeper about those sponsor roles 
and see how they are relevant and practised in our subject organization projects. 

5.1.1 Project Champion 
 

As we know, projects are temporary endeavor run for a cause or business objectives to 
achieve and project champion fights for that cause and lead the project team to be champion. 
Championing a cause requires to defend the team in obstacles like in ancient time where 
warriors fight for the cause of the people in any adverse situation. Project champion is more 
like an informal role and lacks clear definition. According to Turner, Project sponsor is “A 
senior user or any other person who can use their influence for the benefit of the project” 
[Turner, R. J. (1995)]. It may emerge over time during the project life that some senior 
executive is working as project champion who is willing to fight for the cause of the project 
objectives and have enough authority to support politically, provide resources and unify the 
team to work together. Crawford & Brett (2001) provided the distinction between project 
sponsor and project champion and said “Although others blur the distinctions between the 
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roles of champion and sponsor, there is a general agreement that the role of the project 
sponsor will have within it that of the project champion”[Crawford & Brett, 2001]. This we 
see when Helm & Remington (2005a) pointed that “courage and willingness to battle with 
others in the organization on behalf of the project” [Helm & Remington, 2001] as one of the 
themes they found in their studies that is expected from a project sponsor by project 
managers. 

In the subject organization there are several projects runnning in different department. There 
are funding from EU and other external bodies. Projects future, from its infancy to the full 
bloom, depends on getting fund for the project. This competitive task is done by two persons 
from the Arbetslivkontoret management who eventually represent the two imprtant positions 
in steering group including chairman. Project champion role is not only relevant during the 
initiation of the project as well as later stage of the project. There is a strong relation between 
the sense of ownership and project champion advocacy. Project ideation to win the funding 
from EU and migrationsverket is done by those two persons in the management. As these two 
persons represent steering group it is obvious that project champion role is within that of 
steering groups sponsorship role. 

During the interview with the chairman of the steering group she mentioned that, "These are 
my brain child" and she was emotional while saying so. This says how much she feel the 
sense of ownership of the project. She also described how she prepared the project description 
to win the funding from European Union. She worked together with the other member of the 
steering group(works under Arbetslivkontoret management) who prepared the budget part. 

 

5.1.2 Leader 
 

Project sponsor should play a role of a leader where it is recommended to lead the project 
from front as model the way for rest of the project team. This requires commitment and 
engagement. “Modeling the way was identified as the most important leadership behavior that 
can be found in the sponsor” [Mathew, Saak, M (2007)].  

As project is a temporal organization it requires to be aligned with the vision of the 
organization and project sponsor is responsible for set and maintains that vision. Otherwise it 
may produce outcome which may not be in the interest of the organization.  “The project 
sponsor must promote and maintain the vision for the project throughout it’s life cycle” 
[Curry, H. (1995): p-8].   

Project sponsor should work as coach or mentor for the project manager by providing clear 
guidelines to follow and understanding organizational culture. “Sponsor should function as 
coaches to the project manager, to help the manager navigate the corporation on a broader 
scale”. [Saak, M. (2007)] Motivating the project team by providing the clear indication of the 
importance of the cause and the value the project is going to add to the organization. Guiding 
the team towards the unified goals, support them when necessary and defend them in adverse 
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situation as a true leader is the expectation of a project sponsor. Brereton and Temple (1999) 
suggested that the project sponsor role required individuals to become ‘critical leaders’ within 
projects. 

Leadership quality is very crucial if the project sponsor is to lead the project from the front. In 
the subject organization, this leadership role is not so visible. In one stage of the interview one 
project manager said, "Clarification of issues was  not easy to resolve as it is not clear who 
has the authority to do that." Project Leaders are not using any project management 
methodologies in their project. They felt the importance of getting guidance in that direction. 
That is complemented by providing training on that at the later stage of the project. But a 
leader to stand out from the context and lead the project through mentorship is not present. 
We also get an impression that there are less engagement and commitment from the newly 
appointed line manager who is the manager of the project leaders. But this is not a formal role 
and it may emerge too little extent that this investigation method might not be adequate.    

When asked about methodologies and project management tools during the interview both the 
chairman of the steering group and Project managers mentioned that they need to have this in 
place. They also agreed that they don't have very clear idea about different roles played in a 
project organization. One project manager also mentioned that," We did a short course on 
project management methodologies when we found lot of difficulties at the beginning." But 
only the project managers participated on that course.  

 

5.1.3 Communicator 
 

Project sponsor is expected to play a role of a great communicator. This position requires lot 
of communication both with project team, line organization and other stakeholders. Usually 
projects initiated by the senior management or by the sponsors for realizing business cases. In 
this context it requires lot of communication both upwards and downwards to the project 
team. “The sponsor role conceptualized as a pivotal role between the parent organization and 
the project…” [Crawford, L. Cooke-Davis, T.et al, (2008)]. It works as the interface between 
the project and the other stakeholders with higher authority than project manager. In this 
context using communication skills, she can maintain the relationship with internal and 
external parties which may not be in the scope of the project manager. On the other hand 
maintaining political savvy demands great communication skills. Project objectives have to be 
in alignment with corporate strategy and that is what project sponsor does by setting 
objectives of the project. Project sponsor ensures that the whole team has a shared vision to 
make things happen by communicating the vision of the project as leader. Conveying project 
progress and supporting the team at higher level of management and translating corporate 
strategy to project objectives demands the same. 

Communication is one of the major acitivities demands from a project sponsor. From the 
planning stage to project realization, a projecr sponsor has to communicate both inwards and 
outwards information. Project sponsor works as an interface between project team and line 
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organization. In these projects we can see that this role is largley palyed by the 
Arbetslivkontoret management representatives. It also required to compete for the resources 
with line department (Introduktion). It was difficult to asses the skill of them regarding 
communication skill with internal and external parties. But it is important to communicate the 
contribution to Introduktion department from this project as this project is using the 
line/program resource.To find the extent of that demands more extensive study and it is hard 
to make any conclusion from this one.  

There are many stakeholders and they are from diverse organization which creates the 
requirement of communicating even higher. In many cases it’s the project leader who 
maintains lot of communication among partners. While answering one question during the 
interview one project manager mentioned that, "It is a difficult task to communicate as 
projects has so many stakeholders spans through so many organizations and absence of 
representatives from those organizations made it even more difficult." The chairman of the 
steering group reports the progress of the project to the chief of Arbetslivkontoret as well as to 
the board. But when it requires to approve the expenditure and employ resources it is the chief 
of the Introduktion department who approves. Both steering group chairman and project 
managers mentioned that this part of the communication is not so smooth. One project 
manager also said that, "Changes in requirement was hard to communicate." She also 
mentioned that  

 

5.1.4 Owner or Customer 
 

Usually project sponsor come up with the idea of a business case which eventually turns into 
a project. Project realizes that case into a desired outcome in the context of the organization. 
Turning the business case into a project requires project descriptions and requirements to be 
specified. Project managers come into the scene more or less after that point. It is the project 
sponsor who represents the project in the upper management and acts as the owner of the 
project. Setting the right objectives is very crucial for the success of the project because that is 
what a project manager is going to fight for with his team. Formal acceptance of the outcome 
of the project and declaring the closing of the project is also the owner’s decision. Either the 
sponsor acts as the customer in the organization or she represents the customer internally and 
works as the interface between project members and customers. The sense of ownership by 
the sponsor is very crucial and affects the engagement requires for a sponsor in a successful 
project. It is very important to have self-interest for a sponsor in the outcome of the project as 
that determines her priority and involvement in the project. The organization also requires 
fostering the culture of letting people self-appoint as project sponsor so that they are highly 
motivated to feel the sense of ownership and lead for the cause they ideate. 

This is the formal role of the project sponsor and chairman of the steering groups is the owner 
of the project. The owner or customer of this project is Arbetslivkontoret and the employees 
feel that sense of ownership. We see that even if the migration board is funding, they don’t 
feel the same as they are not much involved and committed. The chairman of the steering 
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group (Arbetslivkontoret Management team representative) feels this sense strongly. This is 
because of her role as initiator of the project, wining fund for the projects from external 
sources like EU. She also accepts the outcome through steering group and reports to the upper 
management about the progress. Steering group is also accountable for the success of the 
project to the upper management. But they have very little authority over the resource 
allocation and expenditure. Chairman of the steering group mentioned in her interview that, 
"We want to rather delegate the economic responsibilities to project manager. " 

 

5.1.5 Senior Manager 
 

One of the most important requirements for any successful project is the required support 
from senior managers. Project managers often lacks the required higher authority for 
allocating resources, negotiate for an approval or change of project objectives which may 
adversely affect the project outcome. But this is what a project sponsor can play a greater role 
as they usually are senior managers in the organizations. They can do advocacy for their 
project and use their authority to establish the cause of the project. This is very crucial for 
sponsor to be a senior manager. Otherwise it is not at all possible for her to push the causes 
forward.  

Usually senior managers have the business knowledge and political awareness inside the 
organization which allows them to align the objectives of the project with the overall business 
objectives of the organization. Without enough seniority and organizational authority it is 
difficult to break down the vision of the organization to a business case and set objective for a 
project. 

Seniority of a person in the management brings the authority with that position. 
Arbetslivskontoret projects team members are from different departments and organization. 
Project leader is not in high authoritative position. Projects have different groups which has 
representatives from these organizations. Team members are under the authority of line 
managers. In the context of committee sponsorship, we found that sponsor does not have the 
appropriate seniority in the organization to have the right authority. Members of the 
committee have no direct authority over the resources. But in terms of project initiation and 
fighting for the funding they have the knowledge and skill required. As the funding is from 
external sources, position of Management team (Staben) under the Director helps to keep the 
director up to date and use the authority. In Fig 3, we can see where these two employees 
reside in the organization map. 

 

5.1.6 Coordinator 
 

Project sponsors acts as linchpin between project and the organization. Sometimes projects 
require extensive coordination among stakeholders. Coordinating means bringing different 
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parts of the complex project organization into a harmonious relationship. Project is a 
temporary endeavour and often a temporary organization consists of project members from 
different departments. This makes the project managers work difficult and this is where a 
sponsor can play an important role. Project manager may not have the direct coordinating 
authority over the shared resources. Coordinating project with programs as well as keeping 
involved all the parties as it required can largely contribute to the project success. Project 
sponsor is in the focal point between the external and internal focus of the project. They need 
to understand the external (often upper management or client/customer) viewpoint on the 
project and coordinate the internal focus (required support for project manager) accordingly 
and vice versa [Bryde, D. (2008)]. 

 

Bringing in different parts of the organization in harmony is the task of a coordinator. This 
can be a formal role attributed by the organization or it may emerge automatically due to the 
project organization. We found that there are different external organizations involved in 
these projects. It makes it more complex and complexity brings the need of coordination 
mechanisms. The coordination part is done by working group and reference group. Whenever 
it is needed project leaders get direct support from the chairman of the steering group. One of 
the project manager mentioned in her interview," Lot of coordination work is done with the 
help of management team(Staben) personnel."  Project leaders play the role mostly with 
support from others. They tried to create the mechanism by putting collective responsibilities 
to the partner organizations by making a reference group. In this group we find the mid-level 
managers with direct authority to their employees who are working in the project. This make 
it easier for the project manager to ask for any help required from them as a form of support. 
This coordination is done by the project leader. Steering committee members maintains the 
external coordination required by the project team. 

  

5.1.7 Fund Raiser and Risk Taker 
 

As owner of the project, the primary risk taker of the project is the sponsor. The most 
generally agreed and acceptable role played by the project sponsor is being fund raiser and 
risk taker. Even in PMBOK®  where there are very little discussion on this topic, project 
sponsor defined as “The project sponsor works with the project management team, typically 
assisting with matters such as project funding, clarifying scope, monitoring progress, and 
influencing others in order to benefit the project”[PMBOK®, (2008)]. Sponsor fight for the 
budget and resources in the upper management and make sure that project get its budget for 
realizing the business case. By doing so she justifies the cause and takes the primary risk to go 
for the project. In many cases, sponsor may require to make choices between her own 
projects. In these cases, it is very crucial make good effective decisions so that resources are 
not just withdrawn from one project by putting another project in jeopardy.   
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Fund raising and risk taking are more formal role than informal and this has been played by 
the two Management team (Staben) employees who are part of the steering group in the 
subject organization. They work on making project proposals, budgeting and application for 
fund to EU and other places. One of the other employee who represents the steering group 
said in his interview, "I maintain the external links and mainly responsible for financial 
budgeting part. I create the budget for the projects and additional documents for submitting 
the application to EU." On the other hand, steering group is also accountable for the results of 
the projects. They are the primary risk taker for the cause of the project. Chairman of the 
steering groups said, "We act as customer on behalf of Arbetslivkontoret and stand for the 
project in front of the Board (Nambd)." 

  

5.1.8 Supporter 
 

All the roles we have discussed so far are in a way to support the project to be successful. But 
when there are adverse situation most importantly project sponsor should protect the project 
team from politics. She has to be supportive visibly and spreading the awareness of her role so 
that it is easily accepted in the organization widely. Providing necessary contacts with the 
other executives in the organization in the form of a support and sharing clear visions to 
motivate the project team are few of many possibilities. As an owner and supporter of the 
project it is obvious that certain level of advocacy for the project is required to be done. This 
gives a clear message to the external and internal to the project. This helps the project to 
position politically inside organization and project members to feel being part of an important 
mission. 

In some way all the roles played by different people are form of a support to the project. 
There are situations when projects objectives changed in one of the projects which required 
greater support. In that case project steering group approved the changes. When asked about 
the support one project manager mentioned, "The chairman is involved but she does not 
simply have knowledge and tools required." Steering group chairman also keeps her support 
open for the project leader. Sometimes, project leader reports to the chairman directly 
regarding project progress. This is an informal role and various people play their role at the 
success of the project in different ways. But it seems it lacks support from line manager when 
it comes to practical issues in which steering group chairman has little authority. One project 
manager showed her frustration by saying that, "She does not want to be part of the steering 
group but she has the authority to approve the expenditure and people are employed under 
her authority." Lack of participation from the Introduction chief is also implies the lack of 
interest and support from a very important person who has the authority of the resources. 

5.2 Difficulties/Problems faced by team 
 

In our last section we analysed our findings with the light of theoretical findings in chapter 3. 
We tried to find how project sponsor roles described in chapter 3 fit into the subject 
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organizations context. There are several difficulties and issues we have found which are faced 
by the project team and its stakeholders. Participants in the case study expressed their 
thoughts and experience during data collection. Now we are going to elaborate on those 
difficulties and problems that they have faced. 

All of those problems are not because of absence of project sponsor or anything like that. In 
this study we are not trying to make any causal relationship as this is not how we approached 
our research. Rather trying to describe the as-is situation.  

• Due to the lack of project management method and practices, we found that there is a 
lack definition of roles in the project organization. Project leaders felt difficulties on 
what they are supposed to do. On the other hand the concept of project sponsor role is 
absent. Though it has been played in different ways by different people. Formal 
recognition of the role is absent too which leads to lack of clarification on who is 
supposed to do what. When asked during the interview one project manager 
mentioned that ' I felt like this is a project charter and this is budget and do your 
project! so I had to ask for every single thing to make it work and we lost valuable 
time.'  

• The owner of the project and the authority over resources are not the same person. The 
sense of ownership brings more commitment and engagement which we see on the 
Chairman of the steering group. But she does not have much authority on resources as 
those resources are from different organization. This leads to communication in 
different direction and unnecessary bureaucracy. Steering group chairman said, 
"Introduktion department chief does not want to be part of the steering group."   

• Budget and expenditure of the project is approved by introduction chief who is not 
much involved in the project.  

• There are no clear success criteria for the project. Project objectives are not very clear 
and measurable. Project Leaders find it difficult to understand. There were no clear 
introduction on project and expectation.  

• Lack of interest and engagement from the person who has the real authority over the 
people working on the project team. This makes the project leaders work very 
difficult. Project leaders are temporary on the other hand project members are part of 
permanent programs in the organization. 

• Project team members and resources are shared and borrowed from other internal or 
external organization which makes it difficult to coordinate and maintain the cost 
calculation. This also creates issues on availability and priority. 

• Lack of participation from one of the project owner who never participated in any 
meetings of steering group which eventually leads to lack of commitment and 
engagement. 

• One of the major lacking of the projects felt by the project leaders are lack of project 
management methods, tools and techniques. In this respect there are very little know 
how inside the organization. There are no clear guidelines for the project leaders and 
they felt like asking about everything. 
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• Finally, Project sponsor role is not a well understood and established role in the 
organization. There is lack of awareness of the importance of the role and its 
contributing role on projects success. 

 

5.3 Suitable Project Sponsor Role for Arbetslivkontoret 
 
In section 5.1, we tried to match and map the context of Arbetslivkontoret for getting more 
clear idea on how the project sponsor role is playing there and what are the problems and 
issues the project is facing. The roles we have described and mapped are more or less present 
in the organization. But they are not visible and with almost no recognition. In this context it 
is worth to make an attempt to search for suitable project sponsor role for Arbetslivkontoret. 
 
There are obviously formal and informal aspects of those roles but as we have already 
mentioned that they are related and complementary to each other. The following roles are less 
visible in Arbetslivkontoret projects as sponsor. 
 

• Leadership 
• Senior manager or formal authority 
• Communicator 

 
There is lack of visibility on leadership in Arbetslivkontoret regarding leading the project 
from the front as sponsor. This visibility is important aspect as this enforces strength in the 
project team. Leadership is visible in terms of support to the team but not in terms of political 
savvy. If the leadership role is more visible inside the organization it will generate more 
acceptances of the project and its credibility. 
 
There is not enough authority that can be applied by the project sponsor to support the project. 
This may create frustration as consequence. It is difficult to take decision and go forward as 
this involves so many parties. In this context, project sponsor may get more formal authority 
over resources or it can be done by formal recognition of this role. This will enable the 
sponsor to fight for resources on behalf of the project. 
 
This fight is through explaining and motivating the contributing factors to the programs from 
project. Communication requires involvement and time. This is also important factor to 
establish the importance of the project in the context of the larger picture of organizational 
goals.  
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Fig 5: Appropriate project sponsor role by AK 
 
From the analysis we have found that the Chairman of the steering group feels more sense of 
ownership than anybody else. She has been playing other roles very well like- 
 

• Fund raiser and risk taker 
• Supporter 
• Owner or customer 
 

But even if she can maintain external coordination for funding it is more appropriate to 
delegate the coordinator role to the project manager by giving clear guideline and support. 
The other one left is to become project champion role which is probably not much relevant as 
they have to champion the project by winning funding from external sources and which they 
are doing anyway. 

 
But these roles can be discussed and create a common understanding of the role. Steering 
group can authorize the Chairman to play a leadership role by being an active, engaged, 
supportive project sponsor. 

5.4 Recommendation on applying changes 
 

Changes in that direction may require some attention on some very important issues. We can 
bring some recommendations in this context. 

• Most important thing is to admit the issues that are exist and create awareness on the 
importance of project sponsor role in organizational context. 

• Motivate how this change can contribute to the utilisation of resources in a more 
effective way and create more measurable results from the project. 

• It also very important to communicate that this will help to draw a clear line between 
program and project 

• Equip the employees with necessary project management knowledge, tools and 
techniques 

• Make sure projects are in line with the department objectives and they also can 
contribute to the programs  

• Project sponsor should pay a very close attention to setting project objectives and 
make sure to have a common understanding on that. 
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6 Conclusion  
This presents the results and limitations of the study and conclusion of the degree project. 

 The aim of this study is to explore the project sponsor role in the context of Arbetslivkontoret 
projects based on the theoretical findings of the literature investigation. The generally agreed 
project sponsor role is described first. Then we designed a case study to explore this role in 
the context of Arbetslivkontoret which is described in data analysis part. As part of the case 
study I interviewed project managers and steering group members. Findings of those 
interviews are the basis of the analysis I made in Data analysis (Chapter 5). 

  
We have also discussed the challenges and difficulties faces by an organization where an 
appropriate sponsor role is missing or less understood. The fourth stage of our case study is to 
develop the conclusion based on our study.   
 

6.1 Result analysis 
 

Project sponsor role is combination of formal and informal aspect and they complements each 
other. We found from the literature studies and by looking at the organization that most 
important ingredients of this role are leadership and sense of ownership [discussed in section 
5.1.2 and 5.1.7]. Leadership is more informal qualities and other one is embodied and visible 
through actions. While the sense of ownership is very much present but strong leadership is 
one thing which is not visible. It created frustration and confusions for project managers since 
they expected strong leadership for moving projects forward smoothly. 

In the context of the subject organization, there is no clear definition or formal existence of 
Project sponsor role. When we relate our findings of the case study with the findings from the 
literature we find that many of the elements of this role are present and practiced in some 
ways [discussed in section 5.1 and 5.3]. Steering group form of sponsorship is existed in the 
project organization which is not very uncommon. But since this is not clearly visible, for 
example, who does what and who has clear authority, it created a confusing environment 
according to project managers. They faced difficulties on resource planning since many of the 
project employees were not under the authority of the steering group/project sponsor or 
project managers. They lost valuable time and resources. 

They got charters of the project and budget at the beginning without clear project success 
criteria. It made it difficult for them to make conclusion if the projects meet success criteria. 
They also could not involve all the stakeholders who were supposed to take part with their 
resources because of the project structure and lack of enough authority over external 
resources. It made it even more difficult since they lack strong leadership with enough higher 
authority over resources. Eventually that lacked input from them and lack of support for 
reaching goals of the projects.  
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Lack of formal recognition and acceptance of the role make it more difficult to practice them. 
Some of the roles can be strengthen to make a clearer sponsor role which are identified and 
mentioned in earlier sections. There are some proof that there are problems and issues related 
with lack of clear definition of sponsor role but it is difficult to make any final conclusion in 
that direction since there are several other factors which are involved too . 

This also requires of empowering of the sponsor by providing more authority and support. 
Applying changes in this direction requires strong will from the top management and 
admitting the project sponsor role as a very important success factor for a project. We 
observed the feeling in both at the sponsor and project lead level that there are possibilities to 
do something in that direction. The next thing can be to convince the upper management to do 
some necessary change to establish the project sponsor role in the organization. 

 

6.2 Results 
My goal of the degree project is to find the answers of the questions presented in Chapter 1 as 
research questions. Role of project sponsor emerged as one of the crucial success factor of 
projects in the literature. One question was, if this is also the case in the subject organization.  
I found that this is also the case as in subject organization. The reasons are presented and 
analyzed in the earlier sections. 

I have also presented that sponsor role is applied through a steering committee in the subject 
organization where some of those roles are played by different people from that committee. It 
is also found that top management support is not fully applied in the subject organization 
since the resource authority is outside the scope of project steering committee. It affected the 
smooth running of the project.  

Project sponsor role has two dimensions. A Formal one like working as fund raiser, risk taker, 
having enough management authority and informal qualities like leadership, communication 
ability and being supportive. These are applied in the subject organization. Since all of those 
roles are not played the steering committee this is affecting the project in terms of resource 
planning and having clear goals. Lack of clear project sponsor role and lack of awareness of 
understanding the importance of project sponsor role is visible. Project champion role is 
missing due to lack of enough high level authority over resources used in the projects. This 
brings the difficulties of moving the project towards a successful completion. 

  

6.3 Concluding Remarks 
 

Understanding and designing the research was challenging as this is the first attempt by the 
researcher to conduct a case study. Very little experience on case study research by the 
researcher may compromise the quality of the research. There are number of difficulties faced 
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during the study. It was very difficult to narrow down the research and approach the case with 
appropriate method.  

This study is not out of the inherent issues regarding case study widely discussed in research 
field. This is the researcher’s reflection and understanding of the context and the analysis is 
based on the understanding and following the methodology described. One of the major 
pitfalls of this study is the long break between the study and final report writing. Well 
preserved data and reflective log reduces the chance of missing highly important points. 

Case study keeps open some future research questions or research in the same direction. The 
implication for further studies can be as follows- 

• Implement the suggestion of improvements and conduct another study to see the 
improvements. 

•  Attempt to find causal relationship between the project sponsor role and the problems 
and issues creates in the projects. 

• Conduct another study following same methodology and see the result. 
 

6.4 Improvement possibilities 
 

This is the first attempt by the researcher to conduct a case study which leaves it into number 
of improvement possibilities if it is done again. To overcome the difficulties of deciding on 
research methodology requires a clear understanding of different research paradigm, 
approaches, methodologies and available techniques to collect data. A more mature and 
improved strategy can be taken in future research. Documenting and reporting research is 
another aspect of improvement. 

 

6.5 Conclusion 
 

One of the aims of the degree project is to fulfill the requirement of the degree program but 
most importantly, showing the ability to apply the knowledge and information earned in the 
area of project management. In this process of showing the ability, I exposed to a real life case 
and gained a rich insight into the subject matter. The most challenging and interesting part of 
this process is to relate the literature finding with the reality by using a research methodology.  
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Appendix I  
Organizational chart for Introduction department 
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Appendix II 
 
List of participants in different groups in Project SVEA 

 
Styrgruppen 
Utredare Arbetslivskontoret Södertälje kommun I B  tillika projektägare.  
Chef för organiserad sysselsättning Migrationsverket B G. 
Regionchef Svenska Röda Korset Stockholm M C.  
Föredragande: Projektledare F D 
 
Referensgruppen 
Sammankallande: Projektledare FD 
Enhetschef Barn och Ungdom Södertälje kommun A S 
Biträdande rektor Sfi Södertälje kommun J Tl 
Sektionschef Arbetsförmedlingen Södertälje RG  
Svenska Kyrkan Västertälje församling D F 
HSN-förvaltning Stockholms läns landsting M A 
FlyktingMedicinskt centrum Satu Pykönen 
Rädda Barnen Ordförande C E 
Länsstyrelsen Stockholms län C F 
  Migrationsverket M  L  
 
Arbetsgrupp, samordnare 
C  F  Samordnare SVEA Sfi 
T T Samordnare Arbetslinjen  
N  A Samordnare Familjeverksamheten 
F  D  Projektledare 
M  L Migrationsverket 
 
Arbetsgrupp Introenheten 
SVEA: T T , N  A , C  F , C  F  M  
Introduktionsenheten: S A, G A, R H, S B  
 
 
Anställda i projekt SVEA 
 
Övergripande  
Projektledare F D   
Tolk N  Y  
 
Arbetslinjen  
Arbetskonsulent  K  A   
Arbetskonsulent /samordnare T T   
Arbetsförmedlare C  F  M   
 
Familjeverksamheten 
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Handledare/samordnare N A   
Handledare S R   
Barnskötare R  I   
Specialpedagog S C  
 
Sfi 
Studierektor J T , Administratör A  A  
Lärare: S  H , C  F , B L  K  H  
 
 
 
Projektgruppen 
  
Projektledare F  D   
Tolk N  Y   
Arbetslinjen  
Arbetskonsulent  K  A   
Arbetskonsulent /samordnare T  T   
Arbetsförmedlare C  F  M   
Familjeverksamheten 
Handledare/samordnare N   
Handledare S  R Handledare  
Barnskötare R  Iwaz  
Specialpedagog S C   
Sfi 
Studierektor J  T , A  A  A  
Lärare: S  H , C , B  L  K  H  
Migrationsverket 
Kontaktperson M  L  
Barn - G  C , B D  
Sfi – C S , G  B S  
Praktik – C  S  
Svenska Kyrkan  
J F  
Rädda Barnen 
C  E  
Röda Korset 
B  A  
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Appendix III 
 

Interviews 
 
Interviewee: JK, IB, PAE 
 
 It was a semi structured interview where the questions were set by the interviewer and asked 
like discussion. No tape recorder was used and interview summary is written and send to the 
interviewee for validation. 
 
 
Position and Role: He works in Staben part of Arbetslivkontoret. He is also in Steering group 
where Project leaders reports. He maintains external links and mainly responsible for financial 
part. He also helps and supports with the proposals when making a proposal of an idea. 
 
Relevant Artefacts: Organisationskiss Appendix I, Verksamhetsplan  
  
 
Target: Understand the organization of Arbetslivkontoret and position of the projects in that 
organization. 
 
Q 1. What is the structure of the organization? 
  
 
Q 2. Who are the customer of the project? 
 
  
 
Q 3. Who is responsible for the budget? 
 
  
Q 4. Who is the sponsor of the project? 
  
Date: 12th June, 11.00 
 
Interviewee: F  D, HE    
 
Position and role: Project Leader 
 
She is working as project leader of the project SVEA. Her resposibility is to run the project 
and report the progress to the customer as well as maintaining communication with different 
stakeholders. 
 
It was a semi structured interview where the questions were set by the interviewer and asked 
like discussion. No tape recorder was used and interview summary is written and send to the 
interviewee for validation. 
 
Q. Who gives the requirement and who checks the result? Who is the Customer? 
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Q. Where does the project SVEA belong? 
  
Q. Who allocates the budget and resources? 
 
  
Q. what is the communication pattern we see with stakeholders? 
  
Q . Who is the sponsor of the project? 
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