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Abstract—Many IT projects come to failure because of having
technical approach, focusing on the final product and lack of proper
attention to strategic alignment. Project management models quite
often have technical management view [4], [8], [13], [14]. These
models focus greatly on the finalization of the project product and the
delivery of the product to the customer. However, many project
problems are due to lack of attention to the needs and capabilities of
the organizations or disregarding how to deploy and use the product
in the organization. In this regard, in the current research we are
trying to present a solution with the purpose of raising the value of
the project in an organization. This way, the project outputs will be
properly deployed in the organization. Therefore, a comprehensive
model is presented which takes into account the whole processes
from initia step of project definition to the deployment of the final
outputs in the organization and then the definition of all roles and
responsibilities to put the model into practice. Taking into account
the opinions of experts and project managers, to prove the
performance of the model, the project problems were recognized and
based on the model, categorized and analyzed. And at the end it is
made clear that ignoring the proper definition of the project and not
having a proper understanding of the expected value on the one hand
and not supervising the emerged vaue in the process of production
and installment are among the most important factors that bring a
project to failure.

Keywords—IT Governance, Project Model, Roles and
Responsibilities of Project

|. INTRODUCTION

HE initiation and definition of a project depend, to a great

extent, on the roles and responsibilities defined in it.
Defining and assigning functions and default roles, executing
and supervising these roles are necessary factors for the
progress of a project. In the models and strategies proposed for
project management, diverse roles which are necessary to
execute a project are usually highlighted. Most often than not,
these roles are focused on the responsibilities of the project
internal team to produce the project product [1], [3], [15],
[18]. However, using Information Technology, this research
intends to explicate the key roles necessary to deploy the
delivery of the project in an organization. Such roles and
responsibilities are defined to realize the expected value of the
project deliveries. They, also, ensure the success of the
deliveries. The assurance is based on and is formed by the
project value.
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Il.LITERATURE REVIEW

This project makes use of the Integrated Project Governance
Model. Based on this Modél, it is intended to define the roles
and responsibilities necessary to acquire the expected value of
aproject. Based on IT Governance approach, I T projects need
to be in line with the organization. The efficiency of IT
proj ects depends on attention to key aspects of IT Governance
[19]. By efficiency we mean the capability to derive the
desired outcomes from the project while making sure that the
project is align with organization's priorities regarding
business strategies. To find out the problems that may occur
when a project is under deployment, a series of analytical and
statigtical studies have taken place [17]. In this research we
will study key axis of IT Governance as a way to solve such
problems.

I1l1. RESEARCH MODEL DESCRIPTION

A. Research Model

In the following, you can see the Model used in this project.
This Model has been formed and presented in the previous
stages of the research [2]. This model tries to use IT
Governance in project management. And by separating
different stages of a project, this model ensures the
Governance of project deliveries. In this model, project
governance is presented in three processes. These processes
include planning, operating and evaluating. The key concepts
of IT Governance are mapped in these three processes which
areillustrated in Fig.2.
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Fig. 2 Research model- The Integrated I T governance model
necessary for the success of the project
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These three processes are mentioned in the frarkesfor 1-Proper mapping between failure factors and key eptscof

Integrated IT Governance[l]. In this framework, etr
processes are defined for Governance. 1) The dtegje is

IT Governance
2-Taking the problems of a project into considergtibath

planning for Governancencluding the goals of business before the initialization of the project and afténe

progress, executive policies, the sponsors, targetsls, and

submission of the project to the organization.

the standards of judgment. 2) The second stageecamc 3-Reécognizing the problems which are not so far taken
deployment Governance Including the organization of &ccountor which are not properly delineated.

Governance Committee and the related processesthéndst
stage is 3) The control of Governance
deployment of functions, continuous support of goaece

processes, and trying to overcome the problemsiraptbve

performance. These 3 layers will help us to caiegothe

factors that lead a project to success. And al& 3hayers
will help us to study every group of activities aegtely. This
categorization considers all project activity andreases the
comprehensiveness of the research model.

B. Research Layers

We will use the value governance life cycle to fotie
layers of the proposed model. Life cycle of Goven®in an
organization is consisted of three parts [1], [tt@t showed in
Fig. 3.

Value Governance Life Cycle

| Pre-Project |

Project | Posk-Project |

Fig. 3 Value Governance Life Cycle in PM

The roles and responsibilities defined in this aece are
established based on these three processes. Iregasd, in
the first stage, Pre-project, ideas are receivadluated,
described and prioritized based on the expectegevah the
second stage, Project, a team project design, aevehd
deploy a system. And in the third stage, Post-pipjéthe
defined values are achieved and an evaluationtall place
to compare the achieved values versus business taswery
stage, different roles should be established endthe
execution of the related stage in the project.

Based on the standard of project management PMBIQK [

including the

B. The Analytical Results of each Layers.

The results of the questions asked from the expams
presented in the table2. As you can see, the sesuk
presented one by one based on the separationesklag well
as the key concepts of IT Governance.

TABLE |
THE ANALYTICAL RESULTS OF THEMODEL ASKED EXPERTS
Failure Factors :
- The changing of goals without consideration totegiges

§ 3-? - The lack of transparency of the expectations

® U - The necessity of the presence of stakeholder imnpig
S processes
© - Being unaware of the subsequent changing in orgtaiz and

their evaluatio

zo - Unrealistic assessments

2 oS - Lack of proper attention to the critical weak peitiat exist in

8 8 the managerial skills

g - Assigning improper roles to the staff

2 - Poor quality management

Not performing the policies and ways of risk mamaget
Incapability in recognizing the problems

Poor plannin

Failure in designing

Lack of experience in designing and planning

Incapability in recognizing technical problems

Not executing the policies and procedures of riskhagement
Poor quality management

juawdojanag
ABojouyda |

- There is no clear plan for making use of the owtput

é') § - The chief manager of the organization should pigsipervise
® '7.6 the project to make sure that the progress of tiogeq is in
oS accordance with the goals
® - The managers of the organization are not quite @wérthe
- practical changes that have occurred in busi
C.Outcomes

To get the best result from the framework, it isessary to

there are two generakocedures in the project which involvepay close attention to the point that the explavatof the

1) The procedures related to project managementarice
procedures related to develop of final productw®odivided
the layer Project to these two different sortsativities.

IV. ANALYTICAL RESULTS OF THEMODEL

A. The Questionnaire

obligations and successful factors at each stagmnhbe
meaningful only when the four layers co-exist. Qibise, the
factors in each stage are dislocated, take otteesstand
definitely take different priorities. For exampléjn the stage
of corporate governance, we do not clearly defirepurposes
and goals, in the subsequent stage and in the gwocE
executing the project the changes will increased s will

To prove the performance of this model, a series efuse diverse problems in the process of the frpjecess.
questions were asked from the executive managets anln fact, based on the experts' opinions which atalgished

projects managers. The questions were preparedd baise
model elements [1] and their resources [6], [7], [91], [12],
[16], [19]. Based on IT Governance these questiomse
intended to realize the factors that bring aboatftilure of a
project. The capabilities of this model in realgithe failure
factors are as the following:
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based on the obligations of the model, it is mddarchat, the
above-mentioned model has a high capacity to rézeghe
key factors that lead a project to success. Theeinoas also
succeeded to present a proper and accurate dassifi.
Overall, it is proved that two high priority issuese the
evaluation of performance and value creation.
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V.EXPLICATION OF THE FUNCTIONS AND PRIORITIES The roles, which are selected, based on the madekhoed in
SEPARATELY Fig.7:

A. Roles Architecture

Based on the analyzed results in the above-memtiomelel
and the required obligations, it is necessary tindea range IT Strate
AR e )
of roles and responsibilities. Based on IT Govecearit is Committee
essential to have the following structure to execuit-
Governance-driven architecture [5] that showediin &

Board of Directors

IT Steering Project Leaders

- Committee
Directore t t
Executive | Supporting Business Technical
management Committees Executives Designers
Fig. 7:Roles of the Research Model.
ITSteering Technology
B. Responsibility

E— The related responsibilities are mentioned in tlabld 3.
Executive ReviewSoard These responsibilities, which are necessary fgoarding to
Fig. 5 Structure to execute IT- Governance-drivehitecture the needs of the model, are derived from IT Gowverea

concepts [5]. However, the approach of improving #alue
Such architecture becomes the basis to defineuthgestive and evaluating the performance is given high psiori

roles. To define such roles more accurately, tH®wing
points are also taken into account:
1. They are within the framework of the projecheatthan the
high-level planning.
2. They are separately defined for each stage.
3. We should pay close attention to the governaofcéhe
project deliveries.
4. The priority goes with value creation and perfance

C.Comprehensive Responsihilities

To show the comprehensiveness of the respongiilithe
aforementioned problems related to the project raepped
with these responsibilities. The following tablensuarizes
this mapping:

TABLE Il
MAPPING BETWEEN RESPONSIBILITIES ANDPROJECTPROBLEMS

evaluation. Failure
5. In this research, the basic project management Factors at
responsibilities are not at the focal point. This o= o= -
S . Stage: 9 - § - Tw o
6. Defining the responsibilities of those who bénbm the sSe32h0h¥3s S
project was the focus of attention. 38 38 89 535 3
58 53 %2 3% 3
o< D@ w® S
Pre-Project All High High Med Low Low
Project All Med High High High Med
Management
Technology All Low Med High Med High
Development
Post-Project All Med High Mec High Med
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TABLE I
ROLES AND RESPONSIBILITY RELEVANT TO THE RESEARCHVIODEL AND ITS ESSENTIALS
Strategic Alignment Value  Value Delivery IT Rescel Management Risk Management Performance Mamage
5 *Follow the decisions of thes Oversee the delivery ofe Oversee the aggregate ¢ Ascertain that * Verify IT strategy
«» board of directors value from IT project to funding of IT project at management has compliance by project
S+ Provide strategy direction the enterprise the enterprise level resources in place to deliveries
g and the alignment of IT « Ascertain that « Ensure IT Project ensure proper * Review the measurement
< project deliveries and the management has put  budgets represent a management of IT of IT project performance
9 business processes and practices balance of risk and risks and the contribution of IT
3 elIssue high-level policy in place that ensure benefit and that budgets sMaking sure of the  project deliveries to the
g- guidance Project delivers provableare acceptable existence of project business
® <Verify the imperative high- value to the business < Ensure that roles sources for the proper « Work with the executive
level policies to steer the critical for driving risk management to define and monitor
projects maximum value from IT high-level project
are appropriately defined deliveries performance
and staffed
5 ° Define project priorities « Review, approve and < Balance investments < Ensure all projects < Define project success
v *Assess strategic fit of fund initiatives, between supporting and have a project risk measures
g project Plan and proposal assessing how they progress the projects  management » Monitor and direct key
=« Perform portfolio reviews improve business * Monitor how component IT governance processes
@ for continuing strategic processes management determinese Act as sponsor of theeThe coordination of the
Q relevance « Ensure identification ofwhat IT resources are  control, risk and current project with other
3 «Coordination with CIO to all costs and fulfilment needed to achieve high- governance frameworlqrojects
g- observe the thigh level IT of cost/benefit analysis level goals * Make key IT
® decisions « Clarify and « Ensure the organizatiorgovernance decisions
demonstrate the value afis in the best position to
IT capitalize on its
« Proactively seek ways information and
to increase IT value knowledge
contribution « Provide Project
« Establish strong IT infrastructures that
project management  facilitate creation and
disciplines sharing of business
information at optimal
cost
- ° Work with the executive <Properly define and * Make use architecturesie Implement an IT * Ensure the day-to-day
S to define and monitor high- find the project value  and technology control framework management and
Tg level project deliveries *Make sure that sources * Ensure that roles  verification of IT
~ performance are adequately assigned critical for managing processes and controls
8 Follow IT standards and IT risks are *Present performance
S policies appropriately defined reports to IT steering
- and staffe committe
w °*Understand the « Approve and control  Allocate business  Provide business < Sign off on the IT
S enterprise’s IT service levels resources required to  impact assessments tobalanced scorecard
g' organization, infrastructure ¢ Act as customer for  ensure effective IT the enterprise risk » Monitor service levels
& and capabilities available project governance over projectnanagement process ¢ Provide priorities for
[ < Actas sponsor for major delivery and operations *Coordination with addressing IT
@ IT projects « Assess and publish  « Set up organizational CEO torespondto  performance problems and
S e+ Cascade goals of IT operational benefits of structures and risks related to the corrective actions
& project down into the owned IT investments  responsibilities that project outputs and  « Obtain assurance of the
@ organization « Manage business and facilitate IT project deployment performance, control and
» Mediate between executive expectations deliveries deployment risks of project
imperatives of the businessrelative to project
and technolog
— Provide technology ¢ Consult/advise on the ¢ Advise on « Ensure vulnerability < Verify compliance with
& guidelines selection of technology infrastructure products assessments of new technology standards and
3+ Monitor relevance of within standards « Direct technology technology occur guidelines
% latest developments in IT e« Assist in variance standards and practices
€ from a business perspectiveeview

That High means responsibilities cover more thdhrhain
problems, the Med means responsibilities almostercdess
than half main problems and the Low means respiitisi®d
cover on normal problems(not main once).
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The table illustrated that, the defined roles antl
responsibilities have covered the whole responseshe
problems which are recognized in the project. [10]

VI. CONCLUSION

The results of this research have proved that dtigeamost
important failure factors of a project is the inahjity in
proper deployment of the project deliveries in timin
process of the organization. The proposed modethia
research has tried to improve the expected value moject
by clearly focusing on the activities which shotdde place
before and after the execution of a project, afignivith
strategies and organization capacities, on thehane and by
categorizing the project activities, based on I'Tv&oance, on
the other hand. The roles and responsibilitiesnéeffiin this
project and their mapping with the recognized peaid have
proved that there is a high capacity in alignmena @roject
deliveries and organization strategies. This madehg with
the roles and responsibilities which are definedrenbasis of
IT Governance concepts, change the approach ofogqbr
planning from technical to business. In this regdha final
goal of a project changes from making the produzct
deployment and use of the product by the orgamizati

[11]

[12]
[13]

[14]
[15]
[16]
[17]

(18]

J191
[20]

UPCOMINGEFFORTS

Following this research, it is necessary to takleeper look
at some factors such as value creation and perfaena
evaluation.

Moreover, it is quite essential to recognize they ke
influential factors which improve the value and fpemance.
Such essential issues are also applicable on saae such as
risk management and resource management. To seestllts
of this model in practice, it is suggested to apgply results of
the research model in a case study to analyze emck fhe
performance of the research model.
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