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Assessment component 1:
“Discuss and critically evaluate project management processes and assess the suitability in the context of the workplace.”








1. Introduction

Project management according to Morris (2011) is a ‘social construct’, an idea that has been devised and ultimately recognised by others who have a common goal or purpose, and is formed, by traditional environments in which it occurs. Bainbridge (2023) however argues that this ‘construct’ exists because others agree that it exists, and that it plays an essential role in helping others to understand and interact with the world in which they exist (i.e., the world of projects). 
However, Morris further argues that in relation to what people perceive to be project management - i.e., the tools utilised, the processes followed, and the techniques and concepts adopted – there does however exist, different views and opinions around the scope of this subject area (2023).

The aim of this essay is therefore to discuss and critically evaluate project management processes and assess their suitability in the context of the workplace. It will achieve this by addressing the following:
a. exploring the definition of ‘project management’,
b. identifying the different approaches and methodologies of project management,
c. critically evaluating three project management processes from those highlighted, and
d. assessing the suitability of these processes in the context of different workplaces.

2. Defining ‘project management’
The word ‘project’ can be defined as a ‘piece of planned work or activity that is completed over a period of time and intended to achieve a particular aim’ (Cambridge Dictionary, 2023). There are numerous and diverse descriptions of a’ project’, making it difficult to provide a precise definition (Sone, 2008) or even one that is globally accepted. However, simply put, it is a series of reliant tasks which can turn an idea into something – i.e., its deliverables or output (Kissflow.com, 2022; Stakeholder.map.com, 2023). Projects are, consequently, activities that are not routine in nature, that can’t continue indefinitely and must have a clear purpose (Juneja, n.d.). 
Meredith et al (2017) suggest that there are three universal characteristics that all projects identify with:
Firstly, every project is unique; a statement supported by Burgan & Burgan (2014). Each project has a unique element or has been customised to meet a particular need or deliverable and cannot be completely relegated to be considered as a routine task.
Secondly, Meredith et al assert that it is a ‘one-time occurrence’ which has a well-defined and precise set of desired end results (2017, p.4)
Thirdly, it has a ‘finite duration’ (2017, p.4); a clear date upon which it begins and a corresponding deadline.
It therefore follows that an ongoing activity without an end date is not deemed a project (Badawi, 2023).
Schwalbe (2015, p.5) however, argues that in addition to the three identified universal characteristics, the following traits should also be considered:
· Some projects are developed in an iterative fashion – i.e., involving some repetition.
· Projects require resources, and 
· Projects involve uncertainty.
In considering the word ‘Management’, this is defined as the ‘control and organisation of something’ or ‘of using or dealing with something in a particular way’ or through a recognised process (Cambridge Dictionary, 2023). Furthermore, it can be used to depict performance, achievement, and governance (Collins Dictionary, 2023). It therefore follows that project management is ‘the application of processes, methods, skills, knowledge and experience to achieve specific project objectives’ (Association of Project Managers, 2022). 
Morris (2011) states that the term ‘project management’ was not in use until the early 1950’s when the language of contemporary project management began to be created, explored, and adopted. Arguably, that vocabulary has changed and adapted to what is now understood as its accepted terminology (Morris, 2011). Tengan et al (2021, p4) however assert, that project management has been defined by many academics and researchers within literature and as a result these definitions do not provide one comprehensive or global definition, but rather provide characteristics as they apply to specific industries, markets and organisations and the different types of project management.
It is suggested that project management is a discipline, one that adopts and employs specific processes and principles to initiate, plan and execute a project (Axelos.Ltd.,2023). The Project Management Institute (2013) argues that it can be seen as an art - ‘the art of directing and coordinating human and material resources’ throughout the duration of a project which draws upon ‘contemporary management techniques in order to achieve set goals’. Project management is seen as being different to the management of ‘business as usual’ activity, which is an ongoing process, as it involves an end deliverable i.e., a product, a service, or a defined output (Axelos Ltd., 2023), and importantly, a finite timespan (Association of Project Managers, 2022).
An exploration of the definition of project management reveals that projects are identified as ‘temporary structures’ which must be managed efficiently, must be controlled effectively, and implemented successfully (Department of Finance, n.d.). Adopting a project management system therefore provides many advantages not only to the organisation of the project, but also to its control and progress within any environment or context (Zoetalentsolutions.com, 2021). Furthermore, it is argued by project management practitioners, that understanding the benefits of good project management is necessary to reap the following benefits of its use:
· Improved efficiency. Project management will assist with improved efficiency by providing a clear roadmap which navigates and directs a project towards its successful conclusion, thereby allowing those involved in the delivery ‘to work smarter not harder’ and avoid any confusion (Zoetalentsolutions.com, 2021; Brown, 2023).
· Increased Productivity. It is suggested that greater quality and better project management will result in improved and increased productivity (Zoetalentsolutions.com, 2021). This is established through clear objectives, better communication, sustained focus, inclusivity, and suitable organisation (Dinnismore, 1989).
· Accountability. It creates a system whereby the project workflow is measured, resources are astutely employed, and clear directives are established and achieved (Shepelyuk, 2018).
· Communication. Effective communication is a vital element of project management. It encourages collaboration, enhances teams and ensures that focus is maintained on its goal. Furthermore, a structured communication framework establishes better decision making and a higher opportunity for success (Rini, 2023). 
· Risk management. Project management allows managers to effectively anticipate potential problems. Where this occurs, it is inevitable that there may be some deviation from the project plan, however efficient project management will mitigate this by providing opportunity to reassess promptly, adapt as required and ideally avoid any negative complications and challenges (Jones, 2018).
· Improved deliverables. Arguments in support of project management identifies its greatest ability as being able to create a favourable result. It is seen as not only being capable of reducing the capacity for error, but also identifies opportunities for project improvement (Jones, 2018).
· Increased Knowledge. Project management builds on the foundations of experience and knowledge of those involved and can then be further exploited by others (Brown, 2023).
Although there are numerous sources of literature that present convincing arguments for the benefits of implementing project management as a concept, there are others that seek to put forward an opposing view that brings balance to those arguments. Amongst the countless number of disadvantages of project management lies the following commonly held views:
· Complexity. Project management can add a layer of complexity to projects. It is often deemed as a complicated process, the complexity of which is influenced by the scale of the project. Complexity can however lead to confusion and miscommunication which can negatively influence the project result (Rini, 2023).
· Time consuming. Project management is seen as an onerous and taxing process especially within the initial stages of planning (Rini, 2023).
· Uncertainty. Projects often involve an element of uncertainty, often interpreted as risk. The impact of any risk can result in complexity, and the project’s success or failure can depend heavily on the way that the project is managed (Williams, 2022) and the mitigation of risk.
· Methodologies. A key disadvantage to project management is that there is an overwhelming array of methodologies to choose from, each provide different tools and methods to achieve the same result but not all are necessary or relevant in the context of a particular project (insightspotter.com, 2020).
· Bureaucratic. It is suggested that project management can be bureaucratic and imposes too many constraints on the project process. Instead of aiding the process, it is seen as a mechanism for producing challenges to effective change, and the hands-on management of projects (Patrick, n.d.).

Despite the numerous advantages and disadvantages to project management, some of which are highlighted above, research suggests that successful projects are significantly dependent on a relevant and appropriate system that can organise, control and meet the objectives of a project but is also cognisant of its particular nature and characteristics.

3. Project management approaches and methodologies.

‘Approach’ and ‘methodology’ are two words that frequently appear as a suffix to the term ‘project management’ and are used to describe the way that a project is undertaken (differencebetween.com, 2012) and managed.

An ‘approach’ to project management is identified by ‘the set of guiding principles that dictate the flow and progress of a project’ (Coursera, 2023). It is a generalised concept where a series of actions in any given situation (like project management) or the way that the action is undertaken or ‘handled’ can be deemed as its approach. An approach can vary and adapt within different situations (differencebetween.com, 2012). Simply put, a project management approach ‘is a philosophy or the principles that illustrate the way a project is tackled’ (Coursera,2023).

Methodology on the other hand, refers to procedures that have been tested time and again and proven to assist or solve certain problems (differencebetween.com, 2012). In other words, it is the ‘actual set of rules and practices used to implement an approach’ (Coursera, 2023).

There are a number of different, and diverse project management approaches and methodologies that have been designed for managing the project lifecycle examples of which include:


	





















Project Management Approaches
	
The Waterfall Approach

	This is a very traditional project management approach which follows a sequential order of steps with a clear chronological process and structured milestones. It employs between 5 to 7 specific stages throughout.
It does however require predicted timelines, budget and control.


	
	
The Agile Project Management Approach
	This is described as an incremental approach to project management, where small steps are taken in ‘sprints’. It requires constant checking and the reworking of plans to ensure project targets are achieved.
Agile is sometimes referred to as an umbrella term used for many iterative methodologies and project techniques.
This approach is suitable for product development which requires ongoing research into consumer needs, and also for software development.


	
	
Lean Project Management Approach
	This approach was first used in the motor industry (Toyota). Its primary aim is to reduce cost and waste throughout the project life cycle.
It involves deciding on priorities for cost saving and the value that it provides to the customer.
This approach is suitable when projects are attempting to minimise costs, reduce the time employed on a project and where focus needs to be concentrated on what the customer is receiving.


	
	
Six Sigma
	This approach is also best suited to manufacturing and product development. Similar to the ‘Lean’ approach its focus lies on process improvement, removing waste whilst taking cognisance of the customer’s requirements.


	
	
Critical Path Method (CPM)
	This is a’ project scheduling technique’ that estimates project duration, highlights task dependencies and critical activities.


	
	
Critical Chain Project Management

	This project approach is based on the theory of ‘constraints’ and uses its resource management as the key technique to execute projects successfully.

	

	














Methodologies
	
The Scrum Methodology
	Scrum is an agile methodology. It allows projects to remain flexible and adaptable by organising work streams into short phases (sprints).
This methodology is deployed when a project experiences regular changes or has to adapt to new requirements and persistent uncertainty.


	
	
PRINCE2 Project Methodology
	PRINCE2 is one of the most well-known project methodologies used. It primarily focuses on the project schedule, its budget and quality delivery. It uses 7 distinct processes in order to control the project.


	
	
The Kanban Project Methodology
	This methodology uses a ‘signboard’ approach where cards or similar items (including post-it notes) are used in digital software or on physical boards in offices. Each card represents a task and as each task moves through a phase they move into a new column.
It is a flexible methodology that can actually be built into other project methodologies and approaches – it is an effective visible means of tracking progress within the project.
This project methodology works well in projects that have many tasks to complete and benefit from a sequential approach.


	
	
The TenStep 
Project Management Process
	This is a flexible methodology that can be adapted to the scale of the project. The methodology adopts a ten-step process from start to finish.
It can support in the management of projects of any scale and can adapt its methodology accordingly.


	





Other methodologies
	Scrumban Methodology
Event Chain Methodology
Extreme Programming Methodology
Crystal Methodology
Feature Driven Developmental Methodology
Dynamic Systems Development Method
Adaptive Software Development Methodology
Rational Unified Process Methodology
Adaptive Project Framework Methodology
New Product Introduction Methodology
Package-Enabled Reengineering Methodology
Outcome Mapping Methodology
Rapid Application Development Methodology
Project Management Body of Knowledge Methodology



      (Sources: Coursera, 2023., AIPM, 2021., Project Manager.com.,2023., Adobe, 2023)

With such an array of specialised and diverse project approaches and methodologies, deciding upon the most relevant and appropriate, becomes a challenge (actitime.com., 2018) in itself. However, understanding the options available is key to making the correct choice (O’Brien, 2022).

O’Brien (2022) suggests that when considering the choice of methodology, it is worth taking the following steps:
· ‘Establishing the size, scope and duration of the project,
· Researching the different methods and approaches that are recommended for the type of project being undertaken,
· Determine what technology is available to use’.
In addition to O’Brien’s suggestion, it is also advocated that the following strategies can be utilised:
· Assessing project needs – gathering information about goals and resources.
· Identifying key variables that will aid success, and 
· Evaluating risks (Indeed, 2023).

Miranda & Hardy (2023), also highlight that methodological choice can also be influenced by the methods typically employed and favoured within the particular industry or organisation; by how complex the project is, which methods align with the company’s competencies and values, and ultimately the resources and budget available.

This essay will now critically evaluate a selection of the project management approaches or methodologies highlighted above.


3.1 The Agile Project Management Approach
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Agile Project Management is described as ‘an iterative approach to planning and guiding project processes.’ It breakdowns project activities into smaller cycles referred to as ‘sprints’ (Gillis et al, 2023), which provide opportunities to adapt and adjust the project as it progresses (Peak, 2023). When each ‘sprint’ is reviewed and evaluated by the project team, any feedback gained from the evaluation of the ‘sprint’ is then recycled to determine the next step in the project process or to make any necessary changes (Gillis et al, 2023). 
The Association of Project Managers (2023) highlight that one of the aims of an Agile approach is to ‘release benefits throughout the process rather than only at the end’. It further adds that the underlying values and behaviours of the Agile approach are ‘trust, flexibility, empowerment and collaboration’.

The benefits of the Agile Approach are highlighted as follows:

· It breaks down project requirements into ‘sprints’ or iterations which can then be prioritised in terms of importance,
· It promotes collaboration,
· It reflects, learns, and adapts at frequent intervals allowing the project to measure satisfaction and derived benefits throughout,
· It integrates planning with execution which accommodates changing any requirements effectively (Association of Project Managers, 2023)
· In addition to the above Kishmore (2023), highlights that Agile takes ‘calculated steps to avoid any risk’ and eliminates the likelihood of failure. It is team orientated, customer focused and offers an element of entrepreneurialism and accountability.

Although Agile’s benefits are numerous and noteworthy, the approach is not without limitations. Therefore, in order to provide balance to this evaluation, the disadvantages of Agile are noted as follows:
· Lynn (2023) suggests that it provides a ‘fragmented output’ rather than one unified unit because teams work on each component in a different cycle or sprint.
· Agile requires minimal planning at its conception making it more vulnerable to being side tracked in delivering unexpected or new functions. Lynn (2023) further argues that this suggests that the Agile project has ‘no finite end’ as there is no clear vision communicated of what the ‘final product’ looks like.
· Due to the continuous iteration and feedback that Agile requires it can lead to an increase in the scope of work. This can prove challenging and may lead to ‘scope creep’ if not managed effectively (Goyal, 2023).
· The Agile approach lacks specifics. Due to its spontaneous nature, Agile makes it difficult to commit to specific details such as deadlines or costs. This can lead to chaotic budgeting and a host of practical challenges to overcome (superscript, 2021).
· Project documentation is a martyr of the Agile approach due to its nature of shifting from one area of the project to another which affords little time to document stages, decisions, or risks (superscript, 2021).


Agile Project Management in the workplace

Agile was initially developed to provide a response to the needs of the IT industry and in particular software development, where it was employed to respond to live consumer feedback to improve its outputs in real time (superscript, 2021). However, Agile is increasingly being deployed across a more diverse range of roles beyond its initial focus group within the IT industry (e.g. education sector, manufacturing), where it now seeks to challenge traditional project management cultures (Association of Project Managers, 2023) and even compete against them.  Radigan (2023) highlights that Agile provides the flexibility to adjust and to repeat tasks during the development process to meet the rapid responses and changes demanded from today’s customers and businesses. When employed efficiently to achieve project goals, it continues to highlight its key aim of prioritising customer needs and satisfaction above all else.


3.2. The Waterfall Approach
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Radigan (2023) describes the Waterfall approach as a ‘clearly defined sequence of execution with project phases that do not advance until a phase receives approval’. Waterfall adopts a linear approach to its process, which follows a sequence of steps numbering from five to seven dependent on the project and its deliverables.

Waterfall is acknowledged as a rigid process as each phase or step of the process must be completed in a particular order (pipedrive.com, 2023), therefore making it difficult and costly to revisit a previous stage (Radigan, 2023). The approach works well within projects that are predictable, well defined, and have a short, fixed timeline (Finlay, 2021) and no expected changes, irrespective of the project scale. Waterfall relies heavily on a detailed initiation phase, which directs the execution of all subsequent workstreams.
 
The terminology adopted for each stage is flexible and heavily influenced by the context in which it is employed or explored. However, each stage in essence will arguably be comparable in relation to its substance and focus.

Waterfall has arguably shaped its many advantages on its representation and reputation as a traditional, popular and well-rehearsed approach to project management. The Institute of Project Management identifies the most common benefits of the approach as follows:
· ‘A clear structure’. Waterfall follows a distinct and clear structure, where sequential phases are worked through, each having its own goals to deliver. This enables clear focus, no deviation and no ambiguity that could impact output (2021). In addition, it does not require any particular, or specialist, training thereby allowing it to be implemented without issue and spontaneously (Finlay, 2021).
· ‘Easy to manage’. Due to its clear structure, projects utilising this approach are easy to manage as each stage has to be completed before moving on to the next. This assists in tracking progress and predicting and addressing issues as they are identified (2021).
· ‘Early determination of goals’. Detailed investigation, exploration, planning and ‘brainstorming’ within the initial phase of the Waterfall approach helps to establish and define project goals and objectives before undertaking the actual work. This provides clarity around what is to be achieved and how it will be achieved from the outset (2021).
· ‘Extremely stable’. Waterfall adopts a linear approach which advocates it as being stable in temperament and character. In practice, there are no opportunities to deviate from its original plan once the project requirements have been sanctioned, thereby supporting the earlier claim of being easy to manage (2021).

Whilst acknowledging the above benefits of Waterfall, and the many others not included, the approach has been subject of criticism amongst its peers as being unfashionable (Lucidchart.com, 2023) or outdated. Critics argue that its limitations become more apparent when consideration is afforded to the size, complexity and end deliverables of the project it is supporting. Some of the main disadvantages of the approach that are highlighted include:
· Rigidity. Addressing unexpected problems, challenges or changes can be difficult and timely due to the strict compliance required of the linear process. In addition, projects can become trapped in one stage and as a result cannot be completed resulting in the project being discontinued (Hoory & Bottorff, 2023).
· Delaying testing until the end of the project. This is deemed a significant limitation as any large adaptations or revision could result in substantial delays, significant increased costs or irretrievably compromise the project. Critics have voiced that there is too much capacity for obstacles to remain unnoticed until it nears completion. This element of risk may deem the approach as unsuitable for complex projects.
· Reduced end user involvement. Waterfall is viewed as complimenting internal process as it reduces the focus on the end user in favour of directing internal teams to advance more efficiently through the defined stages. This can be viewed negatively by clients leading to challenges, delays and frustrations (Lucidchart.com, 2023).

The Waterfall Approach in the Workplace.

‘Waterfall’ was initially established to meet the needs of software engineering and product development whose requirements were clear and fixed from the outset (actiTime, 2022) and could be met quickly. Since then, its approach has been adapted to fit any project, (from IT to construction), that requires predictability, structure, and where all requirements can be planned upfront saving time and costs to reach its end goal (pipedrive.com,2023).

3.3 PRINCE2 Methodology
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PRINCE2 is described as a ‘process-based approach for project management’ (PRINCE2.com) that focuses on the project schedule, budget and quality delivery (Coursera,2023). It’s an acronym for PRojects IN Controlled Environments and is an extensively established and practiced methodology in the private sector in the UK (PRINCE2.com,2023).

[bookmark: _Hlk145679654]PRINCE2’s reputation lies in its universal nature, allowing deployment within any project. It claims to propose ‘a solid structure for the project that focuses on describing what needs to be done rather than prescribing how it should be done’ (Australian Institute of Project Management, 2021). 

The strengths of PRINCE2 have arguably evolved from its popularity as an accepted worldwide methodology. Buehring (2023) highlights that PRINCE2 is:
· ‘identifiable, and its principles can be harnessed universally,
· established on best practice within the arena of project management,
· a full project management methodology with its own vocabulary
· can be used with, and complements other methodologies, and
· can be utilised within any project type or size’.
· Furthermore, it can be aligned to the strategic aims and objectives of the organisation employing it (Kanjilal, 2023).

Despite its favoured position in project management, PRINCE2 also attracts negative feedback. Buehring (2023) identifies that its weaknesses are:
· ‘its documentation-heavy reputation
· it requires senior buy-in, and
· requires knowledge and experience to implement successfully’.
· It can be a complex and challenging framework for inexperienced project managers (Kanjilal,2023) and requires investment in relation to training its users. 

Prince2 in the workplace

PRINCE2 is recognised as the first choice of methodologies within many public sector organisations (e.g. Health, Education and other public services) and is used as the benchmark of project management proficiency (Knowledge Academy, 2023). It is visible within a vast array of industries including manufacturing, construction, IT, engineering and banking. Each industry benefits from the framework in their own specific way from better client engagement, punctual delivery of products, being versatile to changes, and numerous others.

Whilst critically evaluating the three project methodologies above, their suitability within generalised workplaces has tentatively been explored. The essay will now outline the suitability of these methodologies within a specific workplace – a higher education establishment that is ‘employment focused’ and ‘offers innovative teaching using state of the art equipment to support learning’ (UWTSD, 2023).

     Project management in a Higher Education Institution.

The Education sector, like many others is arguably constrained by budgets, strategic priorities and governance. When introducing new improvements to individual institutions, prioritising and promoting best value is integral for its reputation and future relevance. 

Projects within this particular institution vary in scope from large projects that focus on building or modernising facilities or introducing new technology, to smaller, yet significant projects like open events or conferences (Merker, 2022). Conventional methods and processes previously employed, such as shared drive, spreadsheets and documents, create inefficiencies and makes tracking progress challenging for those involved (Merker, 2022).

Like many establishments within the sector, PRINCE2 methodology has arguably been an historically accepted and favoured methodology for project management for the reasons outlined above and continues to be. Current large scale building projects benefit from PRINCE2 methodology as such projects are contractual, have numerous stakeholders, have set budgets and require senior management and governance structure buy-in. These projects are normally overseen by qualified staff within the Estate or Facilities department.

Waterfall approaches are however favoured for the small-scale projects such as open-day events, conferences and field trips – as these projects have defined requirements and finite deadlines. Staff who normally run such projects do not require any specific training and can spontaneously undertake a project confidently due to the methods simplicity.

However, with the ability of most methodologies now to have the capacity to be adapted to any project environment and its requirements, the institution is now in a position to explore others or even develop a hybrid model that may suit their individual needs.

4. Conclusion

Exploration of the term ‘Project management’ has highlighted that this is a distinctive activity that has universal characteristics yet is deficient of a globally agreed definition. It is however supported by a number of traditional and alternative approaches and methodologies that set out to provide structure and understanding to the process.

When choosing a project management approach or methodology many rely on pre-determined criteria which may not necessarily be relevant or applicable but could ultimately impact upon the success of the project.

Each approach and methodology discussed have note-able strengths and weaknesses that may assist in its selection as an appropriate and relevant process, yet some argue that it is the project type, its traits and disposition that should directly influence that critical choice.
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