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1.  Introduction 
[bookmark: _GoBack]During this assessment I aim to explore some of the theory around Project Management, methodologies and processes, before discussing a Mental Health and Well-being Half Marathon Project that I was tasked to manage at my workplace.   

2.    Project Management

2.1   Projects 
Projects have been around for as long as civilisation, but it is only since the late 1940’s and into the early 1950’s that project tools and methodologies were developed and documented due to a post-war arms development programme initiated by the U.S Military (Aitken, W. et al., 2000). Since then, a term called Project Management was born and a wealth of methodologies, processes, phases and tools were developed to meet the demand of the ever-growing international business of delivering projects. 

According to the Office of Government Commerce a project can be defined as:

 “A unique set of co-ordinated activities, with definite starting and finishing points, undertaken by an individual or team to meet specific objectives within defined time, cost and performance parameters”

In line with project characterises mentioned in the statement above, it would be fair to say that discovering the human papilloma virus causes cervical cancer, getting a man to walk on the moon or the construction of the newest London Underground route – The Elizabeth Line are good examples of ‘Projects’. These are all unique, did not exist before, have a definite start and finish and are carried out by a team of individuals working towards the same goal within constraints of a budget and to a schedule.  

In reality, most people, without necessarily realising, will have managed a project at some point in their life; whether it’s moving house, planning a wedding, organising a sponsored event or going on holiday. The fundamental components of delivering a project are similar if you are building a bridge or booking a holiday. 

2.2       Project Management
According to Institute, P.M. & Project, M.I. (2013) Project Management “is the application of knowledge, skills, tools, and techniques to project activities to meet the project requirements”
It then goes on to say that there are 10 Knowledge Areas and five key Process Groups (made up of 47 individual Processes) involved in Project Management. 
Knowledge Areas are summarized as what you need to know where as processes are what you need to do based on that knowledge. 
The illustration below encompasses the 10 Knowledge Areas any Project Manager will need to gain in order to manage the project successfully. 


Figure 1: 10 Knowledge Areas in Project Management
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Pivotal to the success of a Project, in addition to the knowledge and processes is the role of the Project Manager. This person can make or break a project and has a number of responsibilities which include, but are not limited to obtaining project approval, determining the scope and feasibility, ensuring resources are identified and allocated, overseeing the planning of the project, identifying issues and risks, ensuring the methodology and plan are adhered to, updating to key stakeholders and partners, monitoring the overall project in terms of cost, quality and schedule as well as providing leadership to the project team.
2.3    Project Management Methodologies
Project Management methodologies can be described as a system used to plan, develop, control and deliver a project. It is a systematic and disciplined approach to project designs, execution and completion. 
The purpose of identifying and using a project methodology is to allow for controlling the entire management process through effective decision making and problem solving, while ensuring the success of specific processes, approaches, techniques, methods and technologies. 
There are a range of Project Management methodologies with some lending themselves better to certain types of projects than others, however all Project Managers would agree that a using a methodology regardless of which one, is better than not using one at all.
The Figure below taken from Charvat, J., (2003) demonstrates how a project with no methodology (A) encounters an increase in process issues and problems as the project progresses where are Project B uses a structured methodology with defined and operational project processes has far less process issues and problems as a result of the methodology.








Figure 2: The difference using a methodology can make to a Project
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(Charvat, J., 2003)

These are some examples of Project Management Methodologies 
· ‘Traditional’
· Waterfall
· PRINCE2
· Agile
· Lean
· Six Sigma
· MSP

2.4      Project Management Processes
Regardless of which Project Management Methodology is used, most projects can be divided into 5 Process groups in order to ensure the project flows effectively throughout its life cycle. 
The 5 Process Groups widely identified are:
1. Initiation
2. Planning and Design
3. Execution
4. Monitoring and Controlling 
5. Closing 
Each of these Process Groups will require the Project Manager to use different Knowledge areas, tools and techniques to ensure the successful completion of one phase and onto the next. 
Appendix 1 from Institute, P.M. & Project, M.I., (2013) demonstrates the relationship between the Knowledge Areas, Processes and Process Groups and how they complement each other in terms of when the Project Manager will need to call upon which Knowledge area at which stage during the course of the project. 
Despite the obvious separation from each process group to the next, they do however interact with each other and there is often an overlap between the Process Groups, which is illustrated in Figure 3. When the Project Manager maps out the timeline of the Project this would be highlighted if a tool such as the Gantt chart was used. 

Figure 3: The difference using a methodology can make to a Project
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I will now explore the 5 Process Groups further detailing what is involved at each stage.

Initiation
This is the very beginning of the project where an assigned Project Manager would define the project and it’s scope and write the Project Initiation Document (PID). The scope of the project is often dictated by Quality, Time and Cost which the Project Manager would be informed of by the Project Sponsor.  
It is also critical at this point to identify what the project is not aiming to do, so that all stakeholders are clear from the start of the project aim.
The PID is a summary document of the project as a whole. It will include a business case, the scope and deliverables, objectives, detail of resources and costs, it will identify risks and issues and establish a timeline for the project.
Involving sponsors, stakeholders, customers and other relevant parties in the initiation stage creates a shared and open level of understanding from the start which makes the project easier to deliver. 
Tools used at this stage – 
· Stakeholder register
· PID
·  ‘In frame / Out frame’ to define scope (where the whole project team individually contribute ideas to the scope of the project and decide whther they are ‘in’ or ‘Out’ of the project)
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Planning and Design
The purpose of this phase is to spend an appropriate amount of time expanding on the PID detailing the total scope of the project, defining the objectives, creating a task list, defining the timeline in order to meet the objectives and evaluating issue and risks.
This would usually start with a ‘Kick off’ meeting with the whole project team to recap the scope of the project. When this stage is carried out well it is usually easier to get stakeholder buy in.

Tools used at this stage include: 
· Work Breakdown Structure (WBS) - This is a “product-oriented hierarchy of the scope of work embodied in a numbering structure that provides a system for organizing the scope in a logical manner” (Dinsmore et al., 2006) This helps break down tasks into groups and responsibilities can be assigned, assists with planning resourcing and budget and is carried out prior to a Gantt chart.
· Gantt chart – H HHorizontal A horizontal bar chart that lists the taks involved at each stage of the project along the side of the chart, plotted against the time at the top of the chart. This is a very helpful tool in planning the timescale of the project and is a good visual tool to see the project as a whole and track progress. 
· Organisation Development Plan – this illustrates the organisational structure of the project, responsibilities, authorities and the need for personnel development
· Critical Path Analysis (CPA) - is the longest sequence of individual activities in the project plan which must be completed on time for the project to complete on due date. 
· Cost Breakdown Structure (CBS) – This is a detailed list of every aspect of project expenditure.
· Stakeholder analysis – This is an extremely important tool used at this stage of the project to identify who the stakeholders are and wheat their interests are or aren’t in the project. From this strategies can be identified to influence detracting stakeholders so they become more supportive.
· Change Management and Acceptance Strategy
· Risk Register
Executing
This process is where the project gets going. 




Monitoring and Controlling 
In this process the Project Manager will tracking the projects progress, against the plan, compare actual outcomes to predicted outcomes and manage change appropriately, analyse the projects impact, make adjustments.

Tools used at this stage include: 
· Project Scorecard
· Project Reviews or Updates
· Re-visit Gantt chart
· Budget change request forms

Closing 
In the process all the work has been completed, an evaluation of the project is carried out, a lessons learnt document is developed and the contractual and administrative closure of the project takes place.

Tools used at this stage include: 
· Handover of documents
· Formal closure of contract


3.     Work-based Project Management Methodology 
Now that I have summarised some of the main components around Project Management I will discuss a work placed project i was tasked with called the Mental Health and Well-being Half Marathon project. 
I work in the Sport and Leisure Industry at a large organisation as an Activity Coordinator. This means that I manage the Fitness programme (gym and group exercise), the National Exercise Referral Programme and junior activities for the South of the county. I was tasked with Project Managing a joint initiative between CCC's Sport and Leisure section (me to lead), CCC's Mental Health Department (Project Sponsor to lead) and Welsh Athletics, to support a group of up to 20 adults who suffer with their mental health to train for and compete in a Half Marathon. 
The Sponsor of the project was the Head of Mental Health Services, I was the Project Manager and there were a few main stakeholders. (Appendix 2)

When I looked into which Project Management methodology to apply to this project, I couldn’t find one that lent itself well to this project. The PRINCE2 methodology was too detailed, too laborious and better suited for larger projects, SCRUM  was more suited if we were interested in delivering the project as fast as possible  (well, not at least not until the day of the Half Marathon!), Lean didn’t suit either as we weren’t looking to reduce or make anything more efficient, Waterfall wasn’t quite appropriate because the phases of our project would overlap and each phase outcome wouldn’t necessarily affect the next, and so on and on.
The nearest methodology I came across that would lend itself to this project was the Project Management Institute’s methodology of not really having a methodology at all, but utilising a set of standards which refer to the five process steps of project management which I have mentioned earlier on.
Although this is not so much a methodology but a framework of standards, processes, best practices, terminologies, and guidelines it seemed to sit well with this project. 

I will now detail how I managed this project at each of the phases. 

Initiation 
In the Initiation phase I met with the Project Sponsor to ensure I understood the project fully and the scope of her proposal. Once I was clear on that I began to work on the PID (Appendix 3 - final version) which I shared with the stakeholders and we met informally to agree what was ‘in’ and what was ‘out’ before it was sent to our Director to sign off and funds were allocated. 

Planning and Design
Next I started to look at the stakeholders and produced a quick analysis to ensure that the stakeholders and wider team would be able to work well with each other and without conflict. Where necessary I looked at strategies to overcome these issues (Appendix 4)  
Following this I began to identify and detail all of the tasks that needed to be carried for this project and prepared a Responsibility matrix that illustrated this. I then called a short meeting between all the stakeholders to go through the matrix and for us to agree who was going to be responsible for which tasks (Appendix 5). Following the meeting I then circulated this document to all stakeholders so they were clear on what had been agreed. With this matrix, I was then able to transfer this information to a Gantt chart to plot out when exactly these tasks needed to be done by.
The final thing I did in the phase was to produce a Risk Register to identify and foresee risks or issues that may arise which would delay the project or worse still make it a failure! (Appendix 6)

Execution
This was the exciting part of the project where we met the runners, assessed their health status and the running sessions and support around the training kicked in.  
I kept a vlog of the weekly sessions and S4C even came out a few times to film us.
We were faced with a few small hiccups such as injuries, but nothing major that delayed the project or the outcome. 
The Stakeholder group would meet once a month for an hour to discuss the progress of the project but they were kept informed through the vlog and the occasional email update if something exciting happened. 

Monitoring and Controlling 
One of the main outcomes of this project was that by exercising the overall health of the runners would improve and they would become less reliant on mental health services. During the project we re-assessed the runners health every 4 weeks (BMI, Blood Pressure and a Mental Health Questionnaire) to gauge the impact the project 

Closing 
This project is not yet complete, but I have been working on a Lessons learned document throughout the course of the 6 months. This will be very useful when I do an evaluation for the whole project and hopefully this will be funded again in the future.  
 
3. Conclusion
To conclude, I have learnt that there is no one size fits all methodology for project management especially for the types of projects that my workplace would be tasked with, and that processes and the selection of tools used in those processes, can improve the overall success of the project and are critical to Project Management.  
(Word count 2,464  )
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