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Discuss how you would plan and design a project management process for the workplace. 
Project
I am currently employed as a Graduate Trainee Research Officer for the Education Department of a large local authority. For the purposes of this discussion I will be planning and designing a project management process to install a biometric attendance system in a large secondary school. The project has been proposed due to concerns raised by Estyn on how the school currently manages the flow of pupils leaving and entering the school site during break and lunch periods. 
Introduction
The Project Management Book of Knowledge (PMBoK) (Project Management Institute PMI, 2013) is a guide that includes processes, standards and solutions that relate to project management (Macek, 2010). The PMBoK is an accepted and well-known set of procedures that can be applied globally (PMI, 2013). The PMBoK categorises project management processes into five process groups: initiating process group, planning process group, executing process group, monitoring and controlling process group, and the closing process group. The PMBoK (PMI, 2013) suggests that the effective implementation of project management processes can result in improved chances of success. 
However, an abundance of research suggests that measuring, labelling, and determining a project as ‘successful’ is still complex and subjective due to the many factors that influence a project (Shenhar and Dvir, 2007., Bannerman, 2008, Young, 2015). Nonetheless, in order for a project to run smoothly, project managers need to ensure that each project and product process align appropriately and link in efficiently with other processes to enable coordination; as actions undertaken in one process can often impact the actions of other processes (PMI, 2013). Project management process groups have clear procedures and are often iterated before final completion (PMI, 2013). It is important to note that the process groups outlined within the PMBoK are not project phases, ‘the process groups describe what processes are more likely to be useful for initiating project management work, for planning it and so on’ (Nokes and Kelly, 2007: 58). Whereas, project phases are a ‘collection of logically related project activities…. that typically are completed sequentially’ (PMI, 2013: 41). 
Project phases can also be referred to as the project lifecycle, which can be defined as a series of events that progress in a logical order to complete a project. There is no universal cycle to project management, the choice of how to sequence project phases will depend on the project manager, the organisation or industry and the project itself (Nokes and Kelly, 2007).  
Although Nokes and Kelly (2007) emphasize that projects should not be forced into phases labelled ‘initiating or planning’ to coincide with the process groups; for the purpose of this discussion the proposed project will be planned according to the five traditional phases of initiation, planning, execution, monitoring and controlling and closing, as these terms are familiar and easy to follow. 
The Initiation Phase
The PMBOK (2013) describes the initiation phase as the process needed to define a project and obtain authorisation to start a project. During the initiation phase, stakeholders are identified, scope is defined, outcomes are identified, and financial resources are decided. This key information is then presented within a Project Initiation Document (PID) or a project charter. Only once a project charter has been approved can the project move onto the planning process of the project (PMI, 2013). The initiation phase should include the business case if one is needed. Young (2013: 52) explains that a business case is a ‘living document subject to review and validation at each phase’. When developing a business case and corresponding PID expert judgement is needed from the project manager (if they have been identified during the initiation stage), stakeholders and any other relevant internal or external consultants (PMI, 2013). 
Before a PID is developed, different options need to be considered to ensure the best result is achieved. For example, this project was proposed due to concerns regarding attendance during break and lunch times, as the school does not have the dining capacity to cater for all pupils. Therefore, pupils are authorised to leave the school site to purchase food in the nearby town. From this information, I would suggest the use of a ‘Hard/Easy Effect’ matrix tool to determine the best option moving forward. Once the most effective option has been decided a PID can be developed. 
Bentley (2002) defines a Project Initiation Document as a process needed to assemble all the information gathered within the initiation stage of a project. The PID or project charter encapsulates key information required for the project board to decide whether a project should progress. Ultimately, the aim of a PID is to act as an executive summary in defining the project and providing a sound basis for the project board and relevant stakeholders. The PID should include objectives, desired outcomes, scope, constraints, controls, risk log and the initial business case (Bentley, 2002). Likewise, Nokes and Kelly (2007) agree that a PID should convey rationale, aims and objectives as well as act as an authorisation process. Bentley (2002) suggests the PID is the most important document in a project management method as the PID will define what project success will look like. Due to the high-level descriptive nature of a PID it acts as a control and approval document used by steering group committees and the project board to permit authorisation and progress onto the next stage of the project (Nokes and Kelly, 2007). 
Nokes and Kelly (2007) note that the format or template of project documents such as PIDs are not a one size fits all and may need to be adapted to suit a project, for example a template used for a large complex project may not be appropriate for use on a simpler, smaller project. Likewise, Bentley (2002) suggest that project documents should be tailored or adapted to meet the needs of individual projects. However, Young (2013:45) advises that ‘it is essential that everyone involved agrees to use the same processes, procedures and standardised documentation format’ to ensure consistency and a smooth project process with effective communication. 
Young (2013) highlights a common cause of failure of a project being a lack of clarity and definition of objectives, an unclear or uncontrolled scope, confused roles and responsibilities and an inability to anticipate problems from the outset; a further reason to support the use of an in depth, all-encompassing PID.
For the proposed project, during the initiation stage an in depth PID would need to be developed, using the corporate template. Communication is also vital during the initiation stage to ensure that all relevant colleagues are aware of the proposal, its scope, objectives, resources required for the project, an estimated timeline, costs, and risks involved. Frank-Cervone (2014) highlights that communication is critical during each phase of a project to improve project success. 
[image: ]During the initiation phase I would suggest the use of an ‘in frame/out of frame’ exercise which are used to clarify the project boundaries; often used in Lean Six Sigma Projects (Dowdall, 2016).                                                         (Image: Dowdall, 2016)
For this project, different options would need to be considered which is why this tool would be useful. For example, the installation of a biometrics system at the main entrance would be ‘in the frame’, whether additional systems will be needed at different entry points would be up for discussion. Similarly, access fobs for all of sixth form and year 11 would be ‘in frame’ whether lower year groups would require them would be up for discussion. Having the whole school signed up on the system would be ‘outside the frame’ as it would not be financially feasible. 
The Planning Phase
Serrador (2012) highlights that planning is vital, suggesting that the more effort that is put into planning, the more successful a project will be. Serrador (2012) defines the planning phase as the activities and associated effort that occur prior to execution. Activities included within the planning phase such as scope definition, risk assessments, stakeholder analysis and technical analysis are important to project success. Research signifies that the planning phase is critical to project success (Shenhar and Dvir, 2007, Serrador, 2012, Joslin and Muller, 2015). 
For the planning phase for the proposed project of this discussion, I would develop a template to confirm the team members and identify the project manager; with roles and responsibilities assigned to each colleague. This would include colleagues from the school organisation team, corporate I.T team and I.T technicians from the school. Once the team has been established, the project scope needs to be analysed and confirmed by the team to ensure that everyone involved in the project understands the scope and objectives. Following this, a stakeholder analysis has to be undertaken, this will include anyone who will be impacted by or have influence over the project. This will include individuals such as school pupils, parents of pupils, teachers, the headteacher, school governors, local councillors as well as local authority staff. A useful tool to use here will be ‘Medelow’s Matrix.’ Erikson-Coats (2014) conveys that Medelow’s matrix can be used to analyse stakeholders depending on their level of power and level of influence, this will determine how much effort and engagement is [image: ]needed to be communicated to these stakeholders.             (Image: Erikson-Coats, 2014)
For example, in this project pupils will have a high level of interest in the biometric system but will hold a low power over the outcomes. The headteacher and school governors, however, will have a high level of interest and a high level of power so will need to be communicated and engaged with on a regular basis. 
A risk assessment also needs to be conducted within the planning phase. According to the PMBoK (PMI, 2013: 310) a ‘risk is an uncertain event or condition that if it occurs, has a positive or negative effect on one or more project objectives.’ The PMBoK (PMI, 2013) suggests that if risks are known and identified within the planning phase, they can be analysed, and responses planned accordingly. The PMBoK (PMI, 2013) advises that organisations should be committed to facilitating risk management procedures proactively throughout a project life cycle. Therefore, I would conduct a probability and impact matrix in which risks can be prioritised according to their probability and perceived impact. I would include risks associated with scope, schedule, supplier, and budget to determine which is of high, low or medium risk; and include an evaluation of how to manage or overcome the predicted risk. 
The planning phase should also include documentation on cost breakdowns and predicted schedule plans. A project schedule can be portrayed in a Gantt chart format which are easy to understand and commonly used within project management (PMI, 2013). However, as this proposed project is a small project with no definitive timeline, a Gantt chart would probably not be needed; I would use a basic timeline structure instead that conveys when the proposal is going to the departmental management team, when the system will be delivered and installed and when the project documentation will be handed over. Watson (2002) agrees, that for smaller projects a simple task list is sufficient when a full Work Based Structure and Gantt chart are not required. 
The Execution Phase
Following the planning phase, project management executes the project which include the processes required to complete the work (PMI, 2013). This is the phase in which the biometric system will be effectively installed in the school on all agreed entrances and exits. Status updates will be required to ensure all agreed exit points have a terminal installed, have been tested to ensure they are working effectively and appropriately and have been linked to the information management system, with data being recorded accordingly.  Communication throughout this phase is crucial to ensure stakeholders remain satisfied and any uncertainty is minimised (Frank-Cervone, 2014). 
Monitoring Phase
This phase of a project aims to monitor project execution to ensure it correlates with the project plan and objectives continue to be met (Nokes and Kelly, 2007). Effective change management is vital to ensure any arising issues or changes to the project plan are monitored and resolved quickly and effectively (PMI, 2013). Watson (2002) highlights that being realistic, sensitive, and promoting clear and honest communication are key characteristics of effective change management. As part of this phase, I would therefore conduct a budget review, a quality assessment review, and a change management document. 
Closing Phase
The closing phase is the formal acceptance of finish and the decisive handover of documentation and contracts (Nokes and Kelly, 2007). As part of the project phase, I will develop a project control plan that will be handed over to the I.T systems manager within the school. The control plan document aims to ensure that outcomes continue to the future and that the system continues to satisfy client requirements; including information on future training, future updates, required annual maintenance as well as the standard operating procedures for the system. The project manager must ensure that all project deliverables have been met, documented, and transferred to the relevant person (Nokes and Kelly, 2007). A lesson’s learnt document is also useful for any project, which conveys the reasonings underpinning any changes and corrective actions that occurred during the project (PMI, 2013); this can then be referred to in any similar and future projects. 
Conclusion 
To summarise, following a project management process is important to ensure the project stays on track to meet its objectives on time and within budget. Although, measuring the success of a project is subjective, the use of a project management process is still recommended. I have discovered that following a traditional linear process has been useful for this type of project due to its simplicity and small project nature. In using this traditional type process, I was able to choose the tools and resources most applicable such as the use of a PID, a stakeholder analysis, a risk assessment, and a project boundaries assessment. However, the workplace I am currently employed in undertakes a number of different types of project ranging from large and complex to small and simple. It is therefore important to be flexible and adaptable when it comes to project management processes and methodologies. Bentley (2002) suggests that regardless of which project management processes or phases a workplace chooses to follow, phases will need tailoring and adapting to meet the specific needs of a project. 
(Word count – 2378)
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