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Project Management Body Of Knowledge - PMBOK (2017 p4) defines a project as a “temporary endeavour undertaken to create a unique, product, service or result.”  They also drive organisational change and provide additional business value, ensuring an organisation remains viable and competitive in a fast-moving environment.
A project management method is a single  procedure with techniques rules and templates. Methods can be combined or tailored to create a methodology, defined by the Project Management Institute (PMI 2008) as a set of methods, techniques, procedure, rules, templates and best practices used on a project. 
Project Management is the implementation of the methodology evolved for the project as efficiently and effectively as possible. The process has three stages; Initiation and planning, execution and monitoring and closure.
However, this three-stage process is applied  using several different styles and techniques which have become considered methods in their own right. Often these styles are exclusive to certain businesses and market sectors (Chin 2004).
Large multinational organisations with a large market share tend to have less internal and external uncertainty, a large hierarchical structure with a significant amount of talent able to take on a project, sometimes exclusively, and staff it internally with no additional cost to buy in expertise.  These companies tend to use more classical project management techniques such as Prince2 and Six Sigma in manufacturing institutions. On the other hand, SME’s, Micro’s and Start Ups have less or no market share. They experience more internal and external uncertainty, have a flatter hierarchical structure and less talent to rely on or deliver projects exclusively. Projects are usually delivered in addition to their daily responsibilities (Chin 2004). These organisations very often bring in additional expertise at great expense to support a project which makes the time factor critical to the cost and success. For these reasons they tend to use a more lean or agile approach to their projects which are more integrated into the business objectives than projects in the multinational organisations (IBID).
The Public Sector, including my current workplace , sits somewhere between these two extremes. This sector is required to follow the Office and Government Commerce (OGC) and the Cabinet best practise guides for project management. They are subject to strict scrutiny to determine value for money with the public purse.
My organisation employs more than 5000 people at multiple sites, in multiple disciplines at any given time across West Wales. This can expand to include partner agencies during national and local emergencies which often result in 24hour working.  
My experience is mainly within the implementing and closure of a project this submission will therefore only analyse the initiation and planning stages of Prince2, Agile, Managing Small Projects and the Define stage of Six Sigma to ensure I gain a better understanding of this area. It will also consider whether hybridising these methods would be advantageous.

[bookmark: _Toc53850291]pre-InitiATION Stage
Both Lawton (2017), Bentley (2010)  and PMBOK (2017) recommend that pre-project documentation is completed to ensure project viability. However, PMBOK (2017) describes them  as the Needs Analysis, Business Case and Project Benefits Management Plan.  Whereas, Lawton and Bentley describe them in Prince2 terms as the Project Mandate and Brief. This disparity in terms can cause confusion, however, I can see that referring to the PMBOK at this stage to ensure that the best information is gathered to inform the project brief combined with direct input from the project sponsor would build a stronger foundation for success.
Six Sigma’s initial Define Stage includes a problem statement, business needs and the benefits (Keller, 2011). However, unlike all the other methods compared here Sigma is a cultural change for the organisation with significant training overheads and implementation is not quick (4-5 years)(Ray & Das 2010). This implementation must be completed before any manufacturing company can begin to consider the Define Stage. 
However, from experience the principles of Define, Measure, Anaylse, Improve, Control (DMAIC) used by Sigma can support the improvement of individual processes  within other companies if the management team for that individual process are onboard without the heavy cost of ongoing training and culture change for the whole organisation.
Watson (2002) also has no separate mandate and brief for the Small Projects Method (SPM) instead a set of comprehensive questions need to be asked to inform the brief .  Like SPM, Agile has no separate pre-initiation stage but as part of a Vision Phase it creates a vision of the product and specify the team and their interaction. (Azanha et al 2017) and references a set of answered questions which will be contained in the Project Data Sheet (PDS) which is the agile version of the Project Initiation Document (PID). However, Chin (2004) makes no mention if a vision phase but includes the same information as part of the process in the production of the PDS. In my opinion, either way it is a preinitiation phase in all but name. The project manager (PM) and sponsor produce a draft PDS to take to the project team for a kick-off session and it would confirm if the project was viable or not.
The lack of this stage could be considered a disadvantage for both as the work/ time/cost to inform the PID/PDS could be wasted if the project was then deemed unviable by the sponsor. However, I see the use of these questions could also be considered an advantage for enabling less experienced managers to ask the appropriate questions to deliver a viable PID. In my opinion it could also be utilised within other methods by inexperienced managers to inform the brief and mandate.
 Overall, all methods see value in this pre-project information although addressed in different ways. Personally, I think every project should consult the PMBOK to assess what needs to be asked to capture the required information.  The questions used by APM and SPM should also be utilised by all PM particularly the inexperienced ones. Also, those PM’s operating in a Prince2 environment should consider combining  this stage with the initiation stage to reduce costs and save time.
On one hand Chin’s(2004) claim that Prince2 is more bureaucratic seems to be proving true. Yet this is currently inaccurate the processes in the methods are just in a different order which could be adjusted. Agile’s ambiguity and conflicting information at this stage is also an issue for project management success.
On the other hand, a separate pre-initiation stage can save time if the project is considered unviable at this stage and a significant amount of resource is not wasted on the PID or PDS. Yet any documentation for currently unviable projects at any stage could be retained and utilised in the future also saving resources.
[bookmark: _Toc53850292]Initiation and planning
Projects are not always motivated by financial goals (Lawton 2017). They could improve the reputation of the organisation, maintain compliance, legal standing or award status (IBID). The business case is started in the pre-initiation stage however, the skeleton is fleshed out during this stage and then revisited, checked and updated at every stage boundary using traditionally based methods. 
[bookmark: _Toc53850293]TAiloring
 PMBOK(2017), Keller(2010), Chin(2004), Lawton(2017) and Watson(2002)  all recommend that PM’s  tailor their methods to the project in hand. They also agree that this should be done in the planning stage. However, for traditional methods this is usually completed once and early in the project as they focus on the business case (Azanha et al.2016). 
Agile on the other hand, focuses on business results and success criteria rather than a business case. It is likely have more than one planning stage within the project lifetime Chin(2004). He also recommends certain criteria need to be met to determine if the use of Agile is viable.  Both opinion and criteria are supported by Azanha et al (2016). 
Sharma (2010) advises Six Sigma projects should be prioritised and well selected according to six criteria which relate to the product, organisation, data quality and outcome required. It is essential this tailoring takes place because if Sigma is wrongly applied there could be negative consequences for the organisation,(Rasininghani et al 2005). In my opinion, Sigma also has shades of Agile because according to Keller (2010) it also acts on the results achieved by a project, adjusting the process accordingly. 

I am unable to disagree with any of these. Each one is correct in its own project context. However, I do disagree with their insular outlook staying within their own project boundary for tailoring.  In my experience,  the more traditional methods would benefit from a closer more interactive relationship with the business, their strategy and objectives over the course of the project (Chin 2004). Yet Agile also needs to take a more objective overview away from the individual for a full organisational analysis.  From experience, focusing solely on the customer requirement in an organisation is a risk, their agenda may not match the business strategy and goals of the organisation which results in loss of trust and resources for the business. Whereas if they constantly challenged those needs against organisational strategy the risk would be diminished.
Secondly, there is also a school of thought for hybridising these methods (Philmlee 2020). In my experience particularly in the IT industry or IT departments within larger organisations this would be an advantage to delivering tried and tested software at pace compared to just using Prince2. Whereas maybe it would be a disadvantage for IT industries at the cutting edge of technology where agility is paramount. Microsoft, Google and Apple all publish basic beta upgrades of their software for people to test and assess prior to full deployment.
Overall, tailoring is essential to limit bureaucracy of the documentation pinpointing the needs of the organisation first and the project second. Then link them to create the methodology to resolve those needs (PMBOX 2017; CHIN 2004).
[bookmark: _Toc53850294]risk
All projects possess an element of risk because they all involve change. Each organisation handles the risk differently according to how risk adverse they need to be. For example, SME’s at the cutting edge of IT prefer a fail fast option to reduce outlay on individual prospecting projects. Whereas, my organisation must manage legal,  political and best practise requirements for public body organisations and are therefore more risk adverse.
Each PM handles risk differently, very often down to training, experience or lack of it, which can also influence the methodologies they choose. According to Buganova et al (2019) 31% of project failure is due to poorly trained project managers.
According to Lawton(2017) Prince2 has five steps to managing risk, Identify, assess, plan, implement and communicate. These steps inform the risk register which documents all known risks and their impact associated with the project in order of priority and probability. This informs the risk management approach how we are going to manage these risks. Both documents inform the risk budget where money is ringfenced to deal with identified risks together with a contingency for the unknown.
Chin(2004) agrees with Lawton(2017)on the importance of risk management and contingency planning . However, on the other hand for Agile he suggests four steps identify, assess, plan, and reassess. However, the documentation and the content are almost identical and in the same amount of detail. 
Buganova et al (2019) suggests Agile can deal more effectively with the risks because they are addressed during their development with more effective reactions to mitigate them during the sprints.  Yet suggests the agile variant SCRUM has insufficient formal risk procedures and should be enriched by some of Prince2’s procedures. However, Vanickova (2017) suggests the same advantage for Prince2 using managing by stages and assessing the end of each stage with the end of stage and exception report.
Keller(2011) advises the risks for Sigma are: paying inadequate attention to the customer needs, charter and details; wrong or inadequate data, poor or no measure system analysis (MSA) and inadequate Failure Mode Effect Analysis. However, he also advises that some of this information may not be available until a pilot of the new system is underway. Usman (2013) developed and piloted a risk management approach for Sigma which produced a positive result. In his  pre and post execution phase, a trained, qualified risk management team was implemented to: complete an analysis of the requirements and specifications; identify and prioritise the risks according to  impact level and carry out a root cause analysis to find the most basic solution. They would then monitor and implement the solutions in real time throughout the lifecycle using their expert knowledge.
Watson (2002)advises the risk management register is the domain of the PM but should include the whole team’s expertise. He uses similar stages to both Agile and Prince2 but also advocates not ‘cluttering up’ the plan with them and  testing the contingency planning.
Largely, all methods advise caution, preparation and paying close attention to detail when completing risk analysis and have similar documentation requirements. However, I am myself quite risk adverse and would take Watson’s advice about testing any contingency planning  and appreciate the points Usman (2013) makes about trained qualified Risk management teams. In general, Agile has yet to prove that it is more effective and less cumbersome then Prince2. Yet I can see the advantage of addressing risks during development  on a sprint rather than at a stage boundary with an exception report. However,  I can’t see any PM waiting to deal with an issue until the stage boundary either.
[bookmark: _Toc53850295]quality
Prince2 focuses on the time cost and quality triangle Lawton(2017) emphasises the use of the high-level product description from the pre-initiation stage to create the more specific, detailed project product description using the ‘product-based planning technique’ for each individual sub-product which makes up the whole.  He also mentions the quality management approach which is based on the benefits management approach completed by the senior user to confirm the claims of the outline business case can be realised and how these benefits will be realised,  measured and who will carry it out. The quality register on large projects is paramount, having a way of checking and approving products at the end of each stage which should be documented. Finally, there is the quality assurance which is external to the project itself and can involve third parties from within e.g. project board, corporate services, a quality department or outside of the organisation e.g. ISO, ANSII, BSI or PRINCE2 (IBID). Vanickova (2017) also emphasises the use of Prince2 ensures the quality of the product outcome was one of the main reasons why the approach was selected for the project to promote tourism.
Agile on the other hand, has its focus on business results  and achieving multiple success criteria (Chin 2004). According to Azanha et al (2017) Agile manages  product quality by refining the vision statement to include the product/s and requirements in the PDS during the ‘speculation phase’. This refining is completed with the support of the project sponsor. Unlike Prince2 this phase is repeated until the expected results are achieved.
Sigma’s quality is driven by the brief and customer requirements. However, they tend to mention the minimum and upper requirement. This is acceptable for physical items such as equipment or parts but may not be acceptable for customer service or processes which need consistency in delivery regardless of small changes in the environment to deliver a high level of satisfaction (Keller 2011).
According to Raisinghani (2005) Sigma uses MSA to gauge repeatability and reproducibility before attempting to optimise a process. Process control to find deviations from the optimum process before the product is compromised. Sigma also uses design of experiments (DOE) to explore the relationship between the interactions required to produce the product which needs to be well defined to produce the desired result. FMEA examines processes in minute detail and identifies problem sources for rectification.
Watson (2005) defines quality as ‘giving the customer what they want at the right cost, on time, every time.’  He suggests that to achieve quality there should be balance between quality assurance built in  at the planning stage and quality control during inspection at the execution stage. He advises the use of the anagram FURPS. Functionality, Usability, Reliability, Performance, Serviceability to produce a quality plan which must be signed off by the project sponsor.
[bookmark: _Toc53850296]change
Chin (2004), Keller (2011) and Lawton (2017) agree the importance of recording managing and communicating change is important and essential to project success. However, they advise very different methods for doing this. 
According to Lawton (2017) change is managed both informally via the daily log and formally via the issues log or a Request For Change (RFC) using the method in the diagram below. 
[image: ]
(Lawton 2017 pg57)
From my experience, the RFC approach works well in many situations from managing IT issues such as server downtime for maintenance or repair, managing electrical or service outages in buildings and major incidents such as flood events. When in the middle of a situation the project board are removed and can be more objective looking at the overall consequences and picture. The documentation for the change and the project is kept up to date, is chronological and version control is managed. This will not only form part of the lessons-learnt process at the end of the project but update the process for management of major events for continuous improvement.
Agile on the other hand takes a different approach to absorb change as part of the process throughout the project. Chin(2004) suggests avoiding having a single person or board to approve project changes intimating that this will be a slow and clunky process. Suggesting instead to include a definition of substantial change, who is responsible for which type of change and the notification method as part of the communication plan in the PDS. Azanha et al (2016) implicitly agrees with this view. Also suggesting, this method improves project control and scope management, particularly when using the SCRUM component of Agile by encouraging daily communication and increased employee and sponsor satisfaction with results from almost the first iteration of the project.  Spundak (2014) however, advises that scope is built dynamically and can change up to 30% on every iteration and Buganova et al (2019) advises that 10% of projects fail as a result of frequent changes to scope, suggesting that scope creep and project control could be a more significant factor for Agile as compared to more controlled traditional methods. 
Sigma also allows for change which is mainly data driven in relation to the results from process, simulation results, quality analysis, customer feedback and the brief. Keller(2011) advises that these must be visited regularly because they change as the environment changes over time.
By and large, I can see the advantages of controlling the scope and project using the traditional method as compared to a scope change every iteration. However, I can also see the customer and organisational advantage of a usable in scope product as close to the start of a project as possible rather than at its completion which could be outdated or need upgrading.  Experience has also taught me that the RFC process is not as cumbersome as intimated by Chin (2004). Nevertheless, the change process also relies on PM experience those with less experience are more likely to fully implement and adhere to the whole change process rather than tailor  and be flexible according to the need of the project or change required.
[bookmark: _Toc53850297]communication
PMBOK(2017) advises a successful communication management has two parts, a strategy based on the needs of the project and stakeholders, the second  a plan to ensure those needs are delivered in appropriate formats (10.1), managed (10.2) and actively monitored (10.3). This is shown in the overview below. 
 [image: ]
							(PMBOK 2017 pg. 360)
PMBOK (2017), Chin(2004), Keller (2011), (Keller 2011), Watson (2002) and Lawton(2017) agree that communication throughout the project at all levels is crucial to project success and it starts with the stakeholders  which sets the tone for the whole project relationship. 
PMBOK (2017), Watson (2002) and  Chin(2004) advise the completion of a stakeholder analysis to assess the likely attitude, power and influence and the direction of that influence for project success. PMBOK (2017) also suggests where there are a significant number of stakeholders they need to be prioritised. 
Chin(2004) Lawton(2017) and Watson(2002)  recommend that communication planning occurs early in the methods.  PMBOK(2017) advises that because this is the case the diverse needs of the stakeholders for information the plan should be recognised, revised and updated regularly.  Chin (2004) has a communications plan workflow and template to support building a communications plan which could be a good starting point however, he and PMBOK (2017) advise tailoring the plan to suit the project. 
PMBOK(2017) also suggests methods off communication delivery should be assessed  not only according to organisational culture, policies and environmental factors but also according to individual communication skills and whether synchronous or a-synchronous communication is appropriate for the type of response  and speed required. Chin (2004) and Watson (2002) also go some way to agreeing with PMBOK(2017).
For team communication PMBOK(2017) advises a team charter to document agreements, values, communication guidelines, decision methods and managing conflict resolution issues.
 I particularly agree with PMBOK(2017) once a project communication strategy is produced using organisational culture and policies, it could be revised for other projects within the same company. The plan that is linked to the strategy will manage the stakeholder expectations, provide familiarity and confidence for the project so long as the plan is implemented and maintained.  In addition, the team communication charter should be part of all methodologies for the same reasons.


[bookmark: _Toc53850298]Roles and responsibilities
Chin(2004) pg. 45 states ‘ your role defines what you do’ and ‘your responsibility is what you decide’ 
According to Lawton(2017)  the project team structure is part of the brief and PID which during start up could be noted as a skeleton crew but should be finalised in the PID with role descriptions if required giving us the impression that once defined, they are static and relatively unchanging.  Lawton is also emphatic that roles not people are defined and that although some roles can contain multiple people only one person can have the role of PM or Executive 
Chin(2004) advises that Agile roles and responsibilities are far more fluid with blurred boundaries with synergy as the main team aim to achieve excellence. Agile teams also have multiple roles compared to single roles with traditional methods  and the team organise the roles during the PDS discussion. Whereas often the board or PM decide the roles in traditional methods.
Keller(2011) suggests Sigma take a more hierarchical approach which is related to the organisation’s structure where team leaders are the driving force and have the support of their managers and in turn, the stake holders.
However, both Chin and Lawton are adamant Roles and Responsibilities must be defined, agreed, documented and not left to chance and misunderstanding. I concur with this opinion and from experience if they are not defined there will be areas which are left uncovered by the project and the ‘blame game’ for responsibilities can occur. On the other hand, they can also be used as territorial barriers to define someone’s importance to the project. The PM must manage these behaviours.




[bookmark: _Toc53850299]planning
Prince2 focuses on activities during the planning stage. Lawton(2017) identifies three levels of planning as shown in the flowchart below.
[image: ]

							(Lawton 2017 pg45)

The starting point is the stage plan from the pre-initiation phase. He emphasises the importance of product-based planning, using the product description and breakdown structure to produce a flow diagram of products in order of procurement or production. 
This should be linked with determining the critical path, building in slack for risk areas, dependencies and addressing any assumptions made during initial stages to produce stage and exception plans. Lawton (2017) also recommends using short stages for detailed planning and major risk points for stage boundaries where business factors can override technical ones.
Agile on the other hand, uses the PDS, focuses on estimating durations of project milestones in the context of the uncertain environment using network diagrams to illustrate them. Chin(2004) suggests asking for commitments from people focuses their thought and approach more carefully and the impact of not meeting that commitment. Detail these commitments in a Gantt chart against each milestone which can be overlaid by the high-level network diagram. As a result, Agile takes a top down approach and produces a sequence of events but not a specific timeline and method for achievement of those milestones, the complete antithesis of Prince2.
Watson(2002) advises, always write a plan as a team not an individual. It should be a sequence of tasks (flowchart and critical path included), realistically account for resources, their capabilities and availability with risk and contingency built in or addressed separately. He also supports the planning task with a set of questions to aid the planning process.
I can understand both types of planning have their advantages however, I consider the Agile method far riskier than the traditional method because change happens quickly whether it’s commitments or staff turnover yet this may be due to my high-risk adverse tendencies, or my lack of Agile experience.
[bookmark: _Toc53850300]Hybridization
As mentioned in the introduction and discussed here each method has been analysed individually and compared. However, Spundak (2014) defines methodology as a set of methods and techniques intimating that combining methods to deliver a project should be considered. Philmlee (2020) also agrees with the need to hybridize suggesting that considering doing so would keep practise fresh, focus on organisational values and goals and fit your team and experience better. Azanha et al (2016) also adds weight to this idea with his example of an over running over budget project using a traditional method  was salvaged by employing an agile Scrum method to deliver it on time and budget. Even Chin (2004) suggests using multiple methods according to the need and size of the project alternating between Agile and Traditional methods or combining Prince with Agile/Scrum.  However, Buganova et al (2019) does provide pause for thought suggesting that there are significant risks for organisations during a transition between traditional and agile methods which would need to be mitigated.
In the current COVID climate we need to reassess our project delivery methods due to all the successes the country has had delivering innovative ventilators and setting up Nightingale hospitals in such short spaces of time. There has been a notable IT success in my organisation during this time with the implementation of the Teams software which at the start of the year was only in pilot and in less than 2 months was rolled out successfully to the entire staff for home working.
[bookmark: _Toc53850301]Recommendations
·  Organisations need to ensure they have training available for staff who act as PM’s and sponsors.
· Organisations need to review their project management methodology to ensure it is in line with current best practise and viable for the organisation’s environment.
· Organisations need to consider the use of hybrid or multiple methodologies for different objectives.
· PMs need to account  for the position of the organisation in the market, the competitive advantage it requires to remain viable, the internal organisational environment, processes and resources available to deliver the project.  
· PM’s need to assess if a complete or viable quality product is required by the sponsor. These answers should then  determine the type of methods that could be considered to complete the project even hybrids.
· New PM’s should make use of Watson and Chin’s questions to help them at the pre-initiation stage.
· All PM’s should refer to PMBOK (2017) as the reference framework when developing and tailoring their methodology and planning.
· A communication strategy and plan should be created for the project.
· All PM’s should involve their team and sponsors to discuss and document risk, quality and change to produce the final PID/PDS documentation.
· Roles and responsibilities should be decided and documented by the team to prevent any ambiguity.
· Planning should be written as a team for staff ‘buy-in’ and to ensure all areas are planned with the experts associated with the area.

[bookmark: _Toc53850302]Conclusion
Regardless of the size or position of the organisation in the market environment the recommendations apply to all.  Using these and tailoring the PM processes to suit the project will support a successful outcome. 
Focusing on the processes that begin the project has emphasised how important it is to get these stages correct before project execution to achieve a successful outcome. It has also highlighted that the PM needs to be flexible with their use of methodologies, research and refer to frameworks to enhance their decisions, not allow their own risk management tendencies to inhibit them or hide behind familiarity. 
Small businesses need to  start embracing  aspects of Sigma to develop and streamline their processes currently it is an advantage for the larger organisations to enabling them to enforce their dominance in their market.
Hybrids will be the main way forward in the future particularly as a result of COVID necessity to remain viable and include other markets. For example, Penderyn distillery diversified into making alcohol-based hand gel during the COVID period, market they possibly never considered originally. Hybrid project management has shown it’s out of the box thinking potential at the time of economic necessity.
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