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Discuss how you would plan and design a project management process for the workplace

The intentions for this essay are to explore some of the main tools and approaches I would adopt when managing my own project in the workplace. I will demonstrate why I have chosen specific tools and why I deem them suitable when planning and carrying out my own project. My workplace follows the PRINCE2 project management method, owned by the Office of Government Commerce, due to being a public sector organisation. Therefore, I will be planning and designing my project management process to fit the structure of a PRINCE2 approach. The context of this project is based around planning a project within the Learning and Development (L&D) department in my current workplace. There is not a specific project proposed but rather a focus on the most significant approaches I would personally adopt when planning and carrying out a any project in the workplace.
Project management in the workplace is the application of various methods, skills and knowledge that is designed to achieve specific objectives, contributing to business’ aims and goals (Office of Government Commerce, 2010). Project management is crucial when carrying out projects as it makes sure that all the expectations of a project are set around what can be delivered, when and how. The initiation, preparation, and control of responsibilities are all necessary to achieve a successful project. Project Management Institute (2013) state that project management is categorised into 5 main phases: initiating, planning, executing, monitoring and controlling, and closing. When managing my own project in the workplace I would follow these 5 processes as a foundation for planning out my work. 
Newton (2009) highlights the significance of understanding your role as project manager, identifying who your customer is and defining what success looks like. Therefore, during the initiation stage of my project I would ensure that I have clearly identified these areas in a business case. For my specific workplace the business case would need to highlight what the project is going to deliver and how it contributes towards the authority’s corporate objectives. As for identifying the customer, our main customer in L&D is the whole staff workforce, with some external bodies, as we provide training and learning across the authority. This means that the voice of our employees is deemed important and they are a key stakeholder in almost every project we do. It’s important that we engage with staff and find out the skills and training they need to develop in their roles. In my workplace we have L&D reps in every department that communicate their department’s needs back to L&D. It’s vital that we include these reps in project meetings to get their constant feedback and contributions. Cicmil (1997) suggests that a lack of understanding of a customer’s or stakeholder’s needs are one of the main reasons of failure in project management.
A business case is one of the most important documents I would need to complete during the initiation phase as it links back to business justification. Siegelaub (2004) suggests that the business case forms all the decisions when starting a project, which is monitored and edited throughout a project. This is to ensure that all decisions are linking back to the organisation’s aims as well as the project’s objectives. However, Kruger and Rudeman (2013) state that project teams focus too much on documentation, suggesting that a focus is needed on project objectives. Bentley (2015) emphasises the importance of a business case as it evaluates the feasibility of a project. When planning a project, its vital that it contributes towards my workplace’s business aims and objectives, therefore the use of a business case will outline this clearly when presenting the project to the project board.  
The main output of the initiation phase would be completing the project initiation document (PID). Richards (2007) states that completing a PID contains the essence of a project and outlines the basis for committing time and money to a project. It’s important that time and money are used efficiently in my workplace so it’s only appropriate that a PID will be presented to the project board before moving forward with the project planning. Completing a PID would outline my project’s scope, objectives, risks, resources needed, timeline plans and the business case. However, Richards (2007) also mentions that PIDs can be too bureaucratic and project managers can miss the point of completing one. It would be appropriate to suggest that when completing a PID, I would need to follow a structured template that would capture the exact information needed, without it being excessively detailed. This may require some extra training to ensure that I use the PID to its full potential. 
When moving into the planning phase, to confirm the scope and deliverables that would be achieved by the end of the project, I would use an ‘in frame out of frame’ technique with my project team. This will help the project team clarify the boundaries of the project and determine the activities and deliverables that are in scope for the project, whilst also deciding what activities are not in scope. Heldman, Jansen and Baca, (2007) state that defining the scope during the planning phase of the project has a direct influence on the success of a project. It’s important that the whole team understand what deliverables the project aims to achieve so that everyone understands what tasks need to be done. 
Identifying roles and responsibilities early in a project is important in my workplace as it provides the team with clarity. When identifying the tasks required to be completed in the project and deciding on who is responsible for them, I would use a responsibility matrix to delegate responsibilities to certain team members. The use of a responsibility matrix in my workplace would be helpful as it outlines the duties of each team member. Even if these individuals are spread amongst several departments, they understand what is expected of them by the next project meeting. By using a responsibility matrix, it eliminates the risk of arguments about who was responsible for tasks, as it is written and logged in the responsibility matrix tool (Biafore, 2010). 
When defining the time scales in the planning phase of the project I would use a Gantt chart. This is where performance can be recorded and compared to the planned milestones of each task. Baker ad Baker (1999) suggest that there are both pros and cons to using Gantt charts. They identify that Gantt charts are good visual overviews of a project timeline however they don’t show tasks relationships and can cause confusion for bigger projects. There is an element of flexibility required when using this tool as projects can change so it’s important that a Gantt chart is revised and monitored to make sure it is up to date. I personally appreciate this visual tool as it would help me track tasks in the project and can provide clarity on project processes during meetings. However, it may be suitable to take into consideration the size of the project before committing to using this tool.
Identifying risks in the planning phase is crucial during projects in my workplace as it provides a stronger link between processes and the authority’s aims. Risks that are not identified in a project are a key source of project failure (Royer, 2000). Lawton (2017) states that risks need to be managed and controlled to support achieving the project’s outcomes. The risk management process would involve all members within the project team identifying and understanding the risks surrounding the project. I would use a risk assessment matrix to identify risks as it is a visual tool that can clearly establish a quick view of the probable risks and their impacts, which will lend itself to determining a risk management strategy. This will help highlight what risks need more attention to planning to prevent them from happening. I would then use a risk register to manage actions regarding accepted project risks. Heagney (2012) states that a risk register will assist with tracking risk status throughout the life cycle of a project. Heagney also states that a risk register would identify active and inactive risks and identify who is responsible for their actions and outcomes. It’s inevitable that not all risks will be identified in projects, meaning there is an unintentional ignorance in risk management and there’s still a chance that unidentified risks could impact the project’s success (Kutsch and Hall 2010). However, by using risk management approaches it does provide an opportunity to plan to control what has been identified. Using a risk assessment matrix and a risk register it will allow the formation of a risk management strategy. Risk management strategies form a foundation where an efficient risk management process can be utilised and the project manager can maintain risk management throughout a project (Hedeman, Van Heemst and Fredriksz, 2010).
An important element of project management I would need to include is providing a clear communication plan. This is because it will identify who will receive information, how and when. Dow, Taylor and PMP (2008) state that a communication plan is important as it places a link between managing project information and sharing project information. They state that as certain information in project management (e.g. financial) can change rapidly during a project so it’s important that information is communicated to key stakeholders in timely manner. However, they suggest that a communication plan requires the right people receiving the right information at the right time. This could indicate some difficulty in deciding on these actions. I would propose creating a table where you have a column for all the stakeholders, another column for what they need to know and another column for when they need to know it by. This will help myself as a project manager easily find who needs to know what and by when. 
There are different forms of communication: status reports, meetings, conference calls, emails, storing documents in central locations to name a few. Buser, Massis and Pollack (2014) state there are advantages and disadvantages to different methods of communication. For example, people who are on a conference call may be multitasking or a document sent could be ignored or lost. I would consider using all methods of communication to some extent. A central location for documents would be ideal as people can access information as and when they need to. However, I would adapt my communication style depending on the stakeholder. For example, if a stakeholder did not have access to the central location or have access to Wifi, I would communicate via phone call instead. Perhaps it would be appropriate to add another column to the communication plan table mentioned above, indicating how that stakeholder will be communicated to (e.g. phone, email).
During the execution of the project and the monitoring and controlling phases, as project manager I would make sure I am managing and tracking the project against the project plan. I would measure the project activities, monitor cost, effort and scope against the project plan whilst also identifying risks and managing changes to the project. I would ensure that I am communicating project information to the correct stakeholders frequently. I would need to show good leadership skills and provide a clear direction for the project team whilst supporting the completion of tasks. Buser, Massis and Pollack (2014) state that this is the opportunity to deal with any changes needed due to any risks or issues. They also state that this is where change management is covered such as time, cost or scope. 
The project closing process would include myself and the project team finishing all the project activities, evaluating how the project has performed, create a lessons learned report and ensure that the project outcome/ product has been delivered to the customer/ user. Aziz (2015) states that many project managers do not realise the impact the closing phase has on a project. Aziz mentioned that failing to close a project thoroughly could put an organisation at risk, preventing the workplace from recognising the advantages from the deliverables and could undermine the credibility of the whole project team. From this I would ensure that I conduct a thorough closing project phase to establish a clear close to the project. It’s essential in my workplace that we acknowledge what went well and what did not go well, not just in projects but in all aspects of work. This is to ensure that we can lead to valuable information for continuous improvement in the workplace, saving time and money in the future. To establish the lessoned learned in these areas, as a team we would need to identify what worked well, what could be improved, and what we learned as a team.
In the closing phase I would need to determine if the project was successful. I would link back to the business case and PID and see if the project met the objectives and goals in the timeframes laid out from the beginning. I would also check if the project outcomes met the expectation of the stakeholders as this is the main purpose of the projects carried out in my workplace. Buser, Massis and Pollack (2014) state that project managers should edit and complete all the statistical tools used in the project (e.g. risk register, communication, business case) to evaluate the outcome of the project. I would then ensure I have completed a project report that provides details on the overall outcome of the project. Finally, I would want to end the project with a celebration with the project team. This will allow the team to indulge in their successes and give a positive attitude to moving onto their next project (Buser, Massis and Pollack, 2014).
In conclusion, the project management processes I have discussed I believe are suitable for the context of my workplace. A lot of the tools discuss are visual aids that I personally would find beneficial when keeping up to date with certain areas of the project, for example a Gantt chart or a communication plan table. It’s evident that I would dedicate more time to the initiation and planning processes as I believe that by identifying stakeholders, creating a business case in like with business justification, creating a PID, identifying roles and responsibilities, managing risks and change and providing a communication plan will set up a structured and informed project, that I believe will support the achievement of project objectives. However, I also acknowledge the importance of the closing a project process and would intend to take full advantage of lessons learned leading to continuous improvement for future projects. I am flexible in my approach to project management and would adapt my approach and use of tools to fit the needs and size of a project.
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