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

Introduction
Projects are undertaken by teams within different workplaces daily.  Simply put, a project is a unique set of co-ordinated activities set out to introduce change or improvement within an organisation.  It’s set in place to meet certain aims or objectives and possibly even problem solve where there is an issue within a team or workplace (Lester, 2007, p.1.)  Managing such a project will see a certain individual, a leader, oversee and lead a team work to specific budgets, timescales and objectives simply to carry out a successful workplace project.  
In this essay, I will explain the traditional approach to project management, discussing the five phases required to be carried out to complete a project in the workplace.  It must be understood that there are a variety of projects that can be undertaken, ranging from product development or modification, to construction and information technology.  I will use the traditional approach for this essay, demonstrating how it could be used for a project across a variety of platforms, being adapted to suit the need and demand of the organisation.  I will discuss how to plan and design a project, from start to finish, following the standard processes.

Initiation 
The first phase in project management is the initiation phase.  This is where, if I was carrying out a workplace project, I would be setting boundaries to the team involved of what exactly will be looked at and worked on during this project just as much as what will not.  Finding out exactly what the project is trying to do is very important and can be referred to as project scope.  A simple tool I would use to define the objectives would be the ‘InFrame/OutFrame’ exercise, which lists the activities and deliverables that are in scope and needed, as well as the ones that are out of scope.  This can also be a good exercise for team bonding, as everyone involved will need to review the outcomes afterwards.  Once I have clear aims and objectives, I can move forward to define more complex demands of the project such as costs and timescales and a popular document is the PID – Project Initiation Document otherwise known as a Project Charter.  I would use this to document all the findings and decisions curated from the first exercise and use it as a guide and reference throughout the project life cycle.  This document can be used as a shared understanding of our agreement and proposed project with any stakeholders involved, sort of like a contract.  Most importantly, it will really capture the essence of the project and note various aspects from the objectives, scheduled timelines, budgets and resources.  Not everyone will use one of these.  On the one hand, although it gives space to record notes on many of the individual aspects of the project, the scale of the project can be underestimated with some hidden inter-dependencies not seen.  Similarly, although the whole purpose of the document is to capture the real do’s and don’ts of the work, sometimes applying the wrong or even too many tools to your work can lead to the failure of the project and some may feel the PID allows you to overestimate things like this.  If not done well, it is unlikely the project will be successful in meeting the business needs, so this first phase is crucial to our project.  

Planning and Design   
Once I’m happy and clear what exactly the project proposed is hoping to achieve, next comes the more detailed planning of specific steps as well as assigning people and resources to all the tasks laid out.  I would most definitely carry out stakeholder analysis as part of the project planning.  Simply a stakeholder is an individual or group that is going to be affected by the project, whether they are working on it or are an end user.  I would divide my stakeholders into categories, and plot them on a matrix, to analyse not only the stakeholders themselves but their attitudes and levels of interest in the project (Norton, 2009, p.36.)  Once I have worked out who they are and their position in the project, using what’s called the Influence Strategy Tactics part of the matrix, I’ll be able to assess any issues surrounding that stakeholder and work on a strategy to gain more support from them.
We know what we want to achieve, but who is going to help achieve it?  At the beginning of the planning phase too, I would need to look at team selection and assigning the right people to the right tasks.  I suggest inviting team members to what’s called a ‘Kick off Meeting’ where everyone involved has a chance to meet each other as well as raise any points or concerns they may have in regards to the project going forward.  This also shows good leadership skills as a project manager, allowing the team’s voices to be heard, as well as giving opportunity to explain what exactly is expected of them throughout the project.  The ‘What’s In It For Me’ analysis tool can be used here, assuring I as project manager am communicating needs and wants of the team well and possibly avoiding any organisation tension or conflict within the team.  
Now I know what I’m aiming to do, who is going to help do it, but what exactly are the steps I am going to take to meet the project objectives?  Identifying tasks is a very important part of the planning phase.  We can’t assume that everyone knows everything step by step and so mapping out and planning tasks and activities will really benefit the project.  To start, I would list the deliverables then break them down into tasks and even further sub tasks, until I believe they will address the goals of the project.  A common and efficient way of documenting these tasks is to create a Work Breakdown Structure.  This is a good way to break all the activities down into more manageable pieces of work.  I could even enhance those current allocations by using charts to determine specific aspects of work.  For example, I suggest using a Gantt Chart to plan timescales appropriately and accordingly.  This will allow me to co-ordinate and track all the tasks and resources.  Similarly, I could create an exception report document that would track expenditure against certain budgets to assure that financial control over my project.   
In traditional project management, the project deliverables can be drawn upon from the scope, so quality, time and cost.  All of which are at fear of risk.  A project, being such a unique set of deliverables, is always at fear of risk, so when planning and designing a project for the workplace, I would always take great time in risk management.  If done right it can be seen as an opportunity to make things right before they can go wrong (Project Management Institute, 2009, p. 5-6.)  To start, I would separate my risks into four categories, so risk identification, quantification, response and controlling.  Consolidate with the team to begin, curating a list of possible risks, and assess the probability of these and maybe start to think of plans to minimise them.  I would use a matrix to then quantify the risks, noting them as Low-Medium-High-Critical, only then will I work out the probability of the occurrence and impact these risks may have on my project.  I would also map out the main aspects of the project that could be at risk.  These could be the scope, so the possibility that the project aim is too much to achieve.  It could be that keeping to timescales that have been listed is going to be difficult or even environmental or political factors may affect modes of my project.  Using a Risk Register would allow me to note all the information regarding each risk in terms of nature and level and work out strategy plans for them, working on ones with the higher risk to begin.  

Execution 
Now that myself and my team are clear and comfortable that all allocations to teams and tasks are set, risks have been managed and agreed times are set, we can begin the execution phase, which really is the actual ‘doing’ of the work.  In this part of the project, I would need to assure that good team organisation and communication is being carried out and that work is being executed to timelines noted in the initial plan.  I would suggest maybe creating a Communication Plan for the executing of the work, to minimise any uncertainty within the team.  This entails listing who needs to receive information, how they will receive it and when.  Setting up a simple flowchart can be a good visual representation of the plan, simply showing the method of communication based on the relevant stakeholder (Lucid Chart, 2020).  The various communication methods can be anything from weekly meet-ups, video conferencing or small reports, varying depending on the information I am trying to communicate.   
Setting milestones throughout can be a good way of monitoring aspects of the project, which is essential to do in any workplace project.  This could be something such as the start and end of a major phase.  I will then be able see whether or not myself and the team have met that certain milestone in the planned time (Ray, 2018).  As we have set up certain teams of people to work on specific aspects of the project, I can also use the milestone technique to track individual tasks.  Similarly, this could be done in further detail by carrying out a Project Delivery Review.  Either way, tracking every part of the project is the only way to know that the deliverables are being carried out.  It is also the only way to track if any changes or corrective actions need to be taken to ensure the right objectives are met.  I would possibly use a Decision Tree as a tool to determine the best course of action to take depending on the change or problem that has arisen during executing the project (Department of Finance, 2020).        

Monitoring and Controlling 
So myself and my team have carried out the main load of work needed to meet the project deliverables, we must also assure that it is documented in some way so that it can be monitored, in case of any differences or variables from the initial plan.  It is inevitable that change will occur during our project, especially as we are using a traditional approach which is a very linear one, so it’s crucial to keep in touch and communicate any changes immediately.  Forming an Acceptance Strategy can be very beneficial, and I would include it throughout the course of a project.  It is put in place to create awareness of the way changes may affect the project and learn how to deal with resistance from within the team.          
For any workplace project to succeed, quality assurance must be measured and considered throughout.  Quality assurance is performed during the project to make sure the deliverables are met at the quality and standard they should.  There are many tools and techniques that can help in quality assurance and I would use KPI’s – Key Performance Indicators – as these are a great way of showing how teams are getting on and whether they are achieving specific goals that have been set out.  They are varied in what they cover dependant on the specific project but for a general approach they can and are used to monitor aspects such as cost, timescales and satisfaction levels (Florida Tech, 2020).  
To enhance the monitoring and controlling of difficult aspects such as time and schedules, a PERT (Program Evaluation Review Technique) chart is a good tool to use and I would create it to not only note and analyse the tasks, but it’s rather complex setup can define the time required to carry out those certain tasks and recognise the minimum time needed to accomplish them.   

Closing 
I have come to the end of the project, but it shouldn’t just stop there.  To really gain the most from carrying out a workplace project I would always ensure a control plan is in place moving forward as well as gaining formal acceptance from our organisation that the project is done.  If desired, a Project Closure Form can be created, which is often seen useful to formally close a project.  It will include relevant dates regarding starting and ending of processes and comparing the original plans with the actual outcomes.
I wouldn’t want to have carried out what could have been months and months of hard work for any improvements or changes to be disregarded, so to ensure the outcomes continue to satisfy in the future, I would create a project Control Plan as part of the fifth and final phase.  As well as ensuring continuity, the plan will be in place to make it clear what to do when and if things start to go wrong again, taking points and lists from previous risk assessments we would have carried out (Westland, 2006, p. 14).  It may be an idea to have designated staff or even create a control team to collect any existing documents, update them where necessary and be able to use all of that to fill in the plan.  Regardless, everyone within the team should be communicated and made aware of the control plan going forward, as it can be beneficial to use in providing adequate training for certain procedures in the future.  Following on from my Control Plan, I advise creating a Reaction Plan, which is simply implementing the outcomes and changes sourced from the control plan.    

Review Process 
Now that we have completed all five phases of the project management structure, it is a major benefit for the team and organisation to do a review and report of the work carried out during the project.  Essentially it is done to evaluate whether we have met the objectives and to what standard, but it can also be a good technique to influence the outcome for future projects.  Using what is called a Post Implementation Review, as a team we could brainstorm on the positive and negative outcomes of the project as well as go over the challenges and successes we faced during the project.  By identifying the root causes of any issues we faced, we could be helping ourselves and the organisation in preventing similar issues or problems arising again in the future.  
Finally, after all the hard work being implemented during the project life cycle, recognition and praise for that would go a long way within the team and anyone involved.  It is appropriate to mark the end of a project and a special thanks to contributors and all involved will only provide enthusiasm and confidence for future projects.  

Conclusion 
All projects run the risk of failure.  If the above elements and processes are not executed well, there are too many risks and implications that can affect the work of all the team.  Careful planning is essential to assure you have the most appropriate team and resources to support you, alongside the management practices also highlighted in this essay.  Hard work and dedication will show in the final deliverables and outcomes of your project and so implementing one within your workplace should not be entered into lightly.  Having a set and structured approach most definitely assures you execute a project well, but it must be said that it can and should be adapted and worked on to address the issues trying to be resolved.  I believe as long as you are in twine with the core values of your organisation, then carrying out a project should be done as and how the team feel most fitting and appropriate.   
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