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Foreword 

As program and project management have become more widely recognised, management 
approaches, governments, individuals, and both public and private sector organisations have 
become interested in frameworks and standards that describe levels of acceptable workplace 
performance for program and project personnel. 

The Global Alliance for the Project Professions (GAPPS) is a volunteer organisation working to 
create such frameworks and standards by providing a forum for stakeholders from differing 
systems, backgrounds, and operating contexts to work together to address the needs of the 
global program and project management community. 

These frameworks are intended to support the development and recognition of local standards 
and to provide a sound basis for mutual recognition and transferability of project, program and 
other management role related qualifications. 

The GAPPS frameworks are intended to be used by businesses, academic institutions, training 
providers, professional associations, and government standards and qualifications bodies 
globally. Frameworks may be used “as is” to speed the development of local standards, or they 
may be adapted to local needs. 

This document is the third guiding framework produced by the GAPPS. In 2006 the GAPPS 
released the first version of A Framework for Performance Based Competency Standards for 
Global Level 1 and 2 Project Managers. In 2011 the GAPPS released the first version of A 
Framework for Performance Based Competency Standards for Program Managers. Future 
documents may address other roles involved with projects and programs. 
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A Guiding Framework for 
Project Sponsors 

1. Scope 

This document contains a guiding framework for project sponsors. The contents of this document 
may be used “as is” to support your organisation’s development processes or to expedite the 
process of standards development. They may be tailored to reflect cultural differences or local 
practice, and they may be used as a baseline to compare, through a mapping process, with other 
guidelines.  

The GAPPS Framework consists of: 

 Three units of performance based competency for the role of project sponsor. 

 Supporting material to aid in the application of the guiding framework. 

This framework follows the format of performance based competency standards and is intended to 
be used to assess threshold competency — demonstration of the ability to do something at a 
standard considered acceptable in the workplace. It is applicable to project sponsors in all fields of 
endeavour including, but not limited to: architecture, automotive, biotechnology, construction, 
defence and aerospace, design, education, engineering, financial services, government, government 
contracting, information systems, mining, not-for-profit operations, petro-chemical, 
pharmaceuticals, software development, and telecommunications. 

2. Performance Based Competency Standards 

2.1 Overview 

This section provides a brief overview of the subject of performance based competency standards 
(PBCS) for potential users of this document who are not familiar with the topic or format. 

Competent comes from the Latin root competere which means “to be suitable.” In today’s workplace, 
the term “competent” is generally used to describe someone who is sufficiently skilled to perform a 
specified task or to fill a defined position — a competent physician, a competent salesperson, a 
competent plumber. Increasingly, organisations are interested in assessing the competency of 
individuals in order to guide employment and development decisions. 

Broadly speaking, there are two major approaches to defining and assessing competency: 

 Attribute based wherein personal attributes such as knowledge, skills, values, attitudes, and 
other characteristics are identified and assessed. Competency is inferred based on the presence 
of the necessary attributes. 

 Performance based wherein work outcomes and performance levels are identified and assessed. 
Competency is inferred based on the demonstrated ability to satisfy the performance criteria. 
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PBCS, also called occupational competency standards, are widely used throughout the world and 
have been developed within the context of government endorsed standards and qualifications 
frameworks in Australia (Department of Education and Training), New Zealand (New Zealand 
Qualifications Authority: NZQA), South Africa (South African Qualifications Authority: SAQA), and 
the United Kingdom (Qualifications and Curriculum Authority: QCA). Although all of these 
approaches are focused primarily on performance based competency assessment, some approaches 
do include aspects of attribute based competency assessment. 

2.2 Design of the GAPPS Framework 

PBCS typically address at least the following two questions: 

 What is usually done in this occupation, profession, or role by competent performers? 

 What standard of performance is usually considered acceptable to infer competency? 

In the GAPPS frameworks, these questions are answered by defining: 

 Units of Competency 

A Unit of Competency defines a broad area of professional or occupational performance that is 
meaningful to practitioners and which is demonstrated by individuals in the workplace. This 
GAPPS framework includes three Units of Competency. 

 Elements of Competency 

Elements of Competency describe the key components of work performance within a Unit. They 
describe what is done by individuals in the workplace but do not prescribe how the work is 
done. For example, project sponsors must “cultivate stakeholder commitment,” but they can do 
this using approaches and tools of their own choice. This GAPPS framework includes a total of 
10 Elements of Competency. 

 Performance Criteria 

Performance Criteria set out the type and/or level of performance required to demonstrate 
competency in each element. They describe observable results and/or actions in the workplace 
from which competent performance can be inferred. In the GAPPS framework, Performance 
Criteria can be satisfied in many different ways; there are no mandatory approaches, tools, or 
methodologies. This GAPPS framework includes a total of 34 Performance Criteria. 

 Explanatory Statements 

Explanatory Statements help to ensure consistent interpretation of the Elements and the 
Performance Criteria by expanding on critical or significant aspects of them to enable consistent 
application in different contexts. They also may include a description of a range that may apply 
to the context of the experience. Where the Explanatory Statements contain lists, the lists are 
generally illustrative and not exhaustive. 

Although some of the terms and definitions of the GAPPS framework described above differ in some 
respects from other PBCS, the overall approach is consistent and compatible with generally 
accepted practice within the field of competency development and assessment. 
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The Performance Criteria in this document focus on threshold performance — demonstration of the 
ability to do something at a standard considered acceptable in the workplace. They do not measure 
superior performance — what the best project sponsors do. Superior performers should be able to 
satisfy the threshold criteria without difficulty. 

The GAPPS frameworks include the minimum number of Performance Criteria needed to infer 
competency. As a result, a candidate must satisfy all of the Performance Criteria in the applicable 
Units in order to be viewed as competent. In addition, the Performance Criteria represent different 
levels of effort. The number of Performance Criteria in a Unit or Element is not proportional to the 
amount of time or effort that a project sponsor must spend in that area to be viewed as competent. 

The material in this document can also be used to support learning and development when applied 
by qualified educators and trainers. In order to provide such support, the GAPPS Framework would 
need to be expanded to address questions such as: 

 What skills and knowledge are needed to demonstrate this standard of performance? 

 What are the parameters for collecting evidence and assessing performance? 

3. Role Description for Project Sponsor 

The sponsor is an individual who may be called funder, owner, client, senior responsible owner. 
The person appointed as a sponsor typically has a permanent position within the organization.  The 
role of project sponsor is generally considered an additional, part time role.  

3.1 Context in which the Sponsor operates 

The organisation’s governance practices should make it clear who the sponsor is, how the sponsor is 
selected, their accountabilities, and responsibilities as well as the relationships between the sponsor 
and the project manager and between the project and the business.  
 
These practices should ensure that the sponsor has authority, credibility, and/or position necessary 
to perform the role.  
 
The sponsor may be appointed from and at any management level within the organization that is 
applicable for the type of project being sponsored.  Sponsorship includes the degree of support and 
governance required to be provided to both the project manager and the project.   

Governance in this context, describes the overall management approach through which the sponsor 
will direct and influence the project, using a combination of management information and 
hierarchical management control structures. Governance activities ensure that management 
information reaching the executive team is sufficiently complete, accurate and timely to enable 
appropriate management decision making, and provide the control mechanisms to ensure that 
strategies, directions and instructions from management are carried out systematically and 
effectively.  Risk and compliance should be considered along with the governance aspect.  
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When there are multiple legal entities involved in a project (e.g., joint venture, contracting, 
outsourcing), each entity would normally have a sponsor to be accountable for the results for their 
entity.  

4. Terms and Definitions 

Key terms and definitions used in the descriptions are included in the Explanatory Statements in the 
Units of Competency (section 7). Terms are explained the first time they occur within each Unit of 
Competency and are displayed in bold type in subsequent uses. When the context of the use 
requires further explanation a term may be repeated.  

The Explanatory Statements are fundamental to understanding the standard as they provide 
context and clarification for terms and concepts that often lack consistent, accepted definitions. 

Other terms that are commonly used include: 

Candidate: is the person being assessed. 

Assessor: an independent person who conducts the assessment. 

Assessment: is a judgement process by an independent party that an individual has met an agreed 
standard. 

5. Application 

This GAPPS framework explicitly recognises that there are many different approaches to project 
sponsorship, that there are many different ways to achieve satisfactory results, that there are many 
different techniques for assessing competency, and that there are many different paths for project 
sponsors to follow to develop their competency. 

5.1 How it supports the Assessment Process 

This section provides an overview of the use of this GAPPS framework in assessment.   

When used for assessment, this GAPPS framework is intended to help an assessor evaluate whether 
an experienced, practicing project sponsor is likely to be able to perform competently on future 
assignments. The assessment should include direct contact and interaction between the candidate 
and the assessor as well as examination of evidence supplied by the candidate and by other sources 
such as clients, supervisors, peers, and managers of the sponsored undertaking. Assessment may 
also include direct observation of the candidate in a workplace environment. 

As with most other performance based competency standards, GAPPS assumes that 100% of the 
Performance Criteria must be satisfied for a candidate to be assessed as competent in the role. As a 
result, Performance Criteria have generally not been repeated in different Units although items of 
evidence may be used for multiple criteria. This interdependent nature of the Performance Criteria 
requires that assessments be done using an holistic approach. 


