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Introduction

My workplace is a large public sector organisation employing over 2000 people across half the landmass of Wales. As an organisation, we are quick to initiate projects, however with no effective process for the management of the same, they rarely succeed. These failures result in projects being unsustainable, leading to resources and money being wasted time and time again, trying to achieve similar goals. 

Reiss (2007, p12) suggests that projects nearly always have the following characteristics:
· One clear objective;
· A fixed time scale;
· A team of people;
· No practice or rehearsal;
· Change

The frequent failings of my workplace when it comes to undertaking projects stems around the inability to identify the project clearly from the outset – with projects rarely having the 5 components suggested by Reiss (2007). 

Regardless of which methodology is applied by a workplace, good Project Management typically consist of the following 5 process groups:

1. Initiation
2. Planning and Design
3. Execution
4. Monitoring and Controlling; and 
5. Delivery, Closing and Control Systems (Gwyther, 2018)

In this paper I will seek to explore the above process groups, including the application of tools utilised by major Project Management methodologies in completing those process groups.

Project Management Stages 
1. Initiation
The initiation phase of a project is arguably the most important, as it establishes the basis from which to build the project. 

A useful tool for assisting with the initiation stage is the development of a Project Charter or a Project Initiation Document (PID) – a PID is utilised during the Prince2 Project Management methodology.  A PID typically acts as a contract between the project sponsor, key stakeholders and the project team and clearly identifies the business case for the project, project objective, scope and boundaries, schedule for the project as well as details of the core management team (Gwyther, 2018). 

One good tool to support initiation of a project is the use of the in frame/out of frame exercise – gathering all stakeholders to the project to clearly define what is within, and outside of the scope of the project. In such a big organisation with various departments and specialisms, I can foresee this exercise being extremely effective if project managers are given the tools, time and support to undertake it. 

Watson (2002, p.20) has produced an useful set of question as part of his Smaller Projects (SP) methodology, covering such matters as time constraints and business risks, and suggests that “problems arising during the project are likely to stem from not having asked the questions”. These questions would be particularly useful when undertaking the in frame/out of frame exercises, ensuring all matters are covered within the PID, and potential problems are dealt with from the outset.

Although a vital stage of good Project Management, projects within my workplace often fail to complete this stage, instead progressing straight to the execution of the project. Reiss (2007, p.36) suggests that “if you do not have a clear definition of the deliverables and the measures of success, your chances of failing increase hugely”. The use of PIDs within my organisation would be hugely beneficial in ensuring that there is a real understanding of the project and it’s parameters from the outset.  In all reality, it would be a relatively easy task to be undertaken, and would ensure buy-in from all relevant stakeholders from the outset. The only possible risk is that, the PID becomes a mere paper exercise and is not effectively managed throughout the life of the project. This would need to be carefully managed by the project manager.


2. Planning and design
It is at this stage that the project manager and team need to be confirmed – are they the right people? Do they have all of the relevant skills? Are they fully sighted on what is expected of them? A useful tool to utilise at this stage is the Work Breakdown Structure (WBS). The Project Management Institute (2008, p.49) states that a WBS allows the project to be broken down into smaller, more manageable components. The use of a WBS can assist in assigning responsibilities for tasks, scheduling the timing of tasks to improve effectiveness as well as improving resource planning in order to save costs (Gwyther, 2018). A WBS would be particularly beneficial in my workplace where projects often involve a wide range of departments and specialisms that have little communication during the life of the project. A WBS would help ensure that all team members were fully sighted on what is expected of them and when. It would be imperative, however, for the project manager to effectively manage the structure to ensure that any delays or changes to timescales are noted correctly, and that the relevant action is taken.

Reiss (2007, p.47) states that there are two major types of planning documents, which can be effectively utilised to schedule projects; the Gantt chart and the Critical Path Analysis. The Gantt chart is an effective visual aid for scheduling a project. Reiss (2007, p.48) suggests its benefits to be the ability to show timings clearly, the fact that most people are familiar with bar charts and that it can be easily scaled down to an A4 size. Personally, I feel that this tool would be easily utilised in my workplace – a template for utilising the same can be easily created, and progress against the same easily measured. The Critical Path Analysis (CPA), although assisting in identifying which tasks are dependent on each other, is a more complex and unfamiliar technique. Without rigorous training and support prior to the initiation of the project (for all the Project Management team, and their stakeholders), I can’t see the CPA working as a scheduling tool within my workplace.

A Stakeholder Analysis exercise would help the project team identify its stakeholders including their power and interest in the project at this stage. Once the analysis has taken place, the project team are then able to identify those stakeholders, which they may need to work on to seek support for their project. Mendelow’s Matrix is a particularly useful tool utilised by the Six Sigma methodology for categorising stakeholders and understanding the nature of the engagement required with the same – this could inform the communications plan for the project. This tool would be particularly useful for my workplace, as it will assist in ensuring that all stakeholders are provided with the right level of communication and involvement throughout, although as with the PID, it’s important that the communication plan doesn’t merely become a paper exercise.

Reiss (2007) suggests that “a great deal of project management involves avoiding problems”, this includes the identification of potential risks and how to mitigate the same. It is at this stage of the project that the project management team should be considering the management of risk in their project – identifying possible risks and how to eliminate or mitigate the same.

According to Watson (2002, p. 67), the technique of risk management has four main elements as follows:

· Identification and assessment
· Prevention
· Containment; and
· Replanning

A risk register is a useful tool for recording risk, assisting with the identification, analysis and planning of how to contain the risk, and understand what risk needs to be given priority. I recommend that this task be undertaken for all projects in order to give them the best opportunity of succeeding. Watson (2002) suggests the need to undertake the risk management exercise at the start of the project in an attempt to make the plan more robust.

3. Execution
Only when the project has been effectively planned should it be executed – by this stage, all stakeholders and team members should be clear as to the scope, responsibilities and risks involved in the project, and be sufficiently prepared to deal with the same. 
 
The project manager is key to ensuring that the project stays on schedule, with tasks being undertaken as per the WBS and Gantt chart. 

4. Monitoring and Controlling
This stage of the project involves the monitoring of Key Performance Indicators (KPIs) and controlling any change, which occurs during the execution of the project. Reiss (2007) suggests, “if you don’t set up a regular progress and review session, you may as well not plan at all”. Reiss (2007, p. 101) also suggests “25% of the purpose of project planning is in having a yardstick with which to measure progress”. By monitoring progress regularly, it is possible to identify any delays or issues, dealing with them promptly, and calculate new end dates.

When it comes to controlling a project, Watson (2002, p.74) suggests a simple checklist, which forms the backbone of SP project control. The philosophy is that, project control should help us to FACE UP to reality. Namely:

· F: Facts about progress
· A: Assurance about quality
· C: Confirmation about costs
· E: Early warning about potential problems
· U: Update the plan
· P: Publish the plan

This is a particularly useful tool for controlling quality and costs throughout the project, and would be particularly useful in my workplace where there is sometimes complacency when it comes to executing a project – with updates being very non-committal and lacking real detail. A requirement to provide more detail and encourage honest discussion will inevitably ensure that potential problems are dealt with from the outset, and any delays dealt with.

The Prince2 methodology suggests the need for a product assurance team, whose role it is to effectively double check that the project is going to plan. Whilst this would inevitably provide reassurance for senior management that the end product is of a high quality, I’m concerned that this will add unnecessary bureaucracy. In an organisation such as mine, there are often concerns regarding unnecessary bureaucracy and the impression it provides staff – that they effectively cannot be trusted to undertake projects. Senior management have recently introduced a unified leadership style to the organisation with a focus on empowering individuals to make decisions, and removing any blame culture, which may exist. For this reason, I don’t think that the introduction of a product assurance team would fit with the current management style of the organisation. Watson (2002, p.95) suggests that the two most common reasons for projects going adrift are unclear or un-defined definition of the project at the initiation stage, and poor management of change during the project execution.  Watson’s SP methodology (2002, p.98) suggests that change should be analysed in two ways: by priority and by size. Watson (2002) suggests that analysing all changes allows the project manager to effectively establish the impact of change and prioritise, which should be incorporated of rejected, with the acceptance of change being recorded. Whilst I am particularly fond of Watson’s method for analysing and implementing change, I think that rejected change should also be recorded in order to ensure that a full analysis has been undertaken prior to a decision being made.

5. Delivery, Closing and Control Systems  
This stage is often where projects in my workplace really fall down – they’ve been executed following little or no planning, and now they are brought to an end with little thought as to a Control Plan and handing over the outcomes to the relevant department. The result – unsustainable outcomes that mean the project is likely to be repeated in a similar guise, by a different team, in a matter of a few years (if that!).

Project closure activities should include:
· Handing over activities to the on-going business owner;
· Hand over of the risk management;
· Closure of financial issues – dealing with over or underspends;
· Training;
· Production of a Control Plan where necessary;
· Production of a lessons learned document to support future projects; and 
· Formal closure of contracts. (Gwyther, 2018)

One useful tool to utilise at this stage is a Project Closure form which would detail how the completed project measure up to the initial PID and ensure that the project is officially signed off as complete. 

Where there are project outcomes, which need to continue following the closure of the project, then a Control Plan can effectively establish a plan for doing this. I think that this document would be particularly beneficial in my workplace as there are often roles and responsibilities resulting from a project, which need to be handed over to a team as part of day-to-day business.

Conclusion
Reiss (2007) suggests that “a method is a set of rules or guidelines” and therefore effectively, defining a methodology for Project Management in my workplace, I need to define a set of rules and guidelines for my workplace to follow. 

In order to ensure consistency and professionalism in managing projects, I recommend that my organisation produce it’s own methodology – utilising a number of tools, which are already practised by established methodologies. 
 In reality, project managers within my workplace have had little or no training and therefore need to be supported to undertake projects. The availability of a toolbox would also ensure consistency, which would greatly assist stakeholders as well as senior managers in terms of understanding and expectations.

Although Prince2 is a well-known and respected project management methodology, the application of the same to all projects within my workplace would require a big investment. With depleting budgets and ever more pressures from external regulators, I do not believe that there is the appetite to undertake such a commitment at this time. As mentioned previously in this document, the layers of bureaucracy seen within the methodology also clash with the new style of leadership being rolled out across the organisation. In comparison, many of the tools contained within the SP methodology are particularly useful. 

As Reiss (2007, p.121) suggests, layered versions of a methodology is appropriate in ensuring that a sensible and proportionate approach is taken to project management i.e. not all tools will be applicable or necessary to all projects. Based on my earlier observations, I suggest that the toolbox of tools for Project Management within my workplace include the following:

· Template and guidelines for the completion of a PID, including information on undertaking the in frame/out of frame exercise. This exercise should be compulsory for all projects, albeit some PIDs will be more comprehensive than others, depending on the scale of the project;
· Template and guidelines for the completion of a WBS in order to breakdown the work to be undertaken and the responsibilities for undertaking the same;
· Template and guidelines for the completion of a Gantt chart for the scheduling of a project;
· Guidelines on how to undertake a stakeholder analysis exercise;
· Template and guidance for the completion of Mendelow’s Matrix in the prioritization of stakeholders and the production of a communications plan;
· Template and guidance on undertaking and recording risk assessments. As with PIDs, this exercise should be compulsory for all projects;
· Guidance on monitoring and controlling projects, including formats for regular update meetings, change analysis and expectations in terms of updating plans and stakeholders; and
· Template Project Closure Forms and Control Plan. Although not necessarily required for all projects, it is vital that where project outcomes are expected to become part of day-to-day business that a plan for handing over the same is put in place.

To conclude therefore, my workplace needs to produce a toolbox of tools to assist project teams in undertaking projects. Not only will this provide support for the project team involved, but also ensures a consistent and detailed approach to project management, which will inevitably benefit stakeholders, and senior management. 






Reference list

Gwyther, A., 2018. DSAW7043 Work-based Learning: Project Management Process. UWTSD, unpublished. 
Project Management Institute (2008) A guide to the Project Management Body of Knowledge: (PMBOK guide). (4th ed) Newtown Square, PA: Project Management Institute.
Watson, M., 2002. Managing Smaller Projects. 2nd Edition. Hampshire: Project Manager Today publications.
Reiss, G., 2007. Project Management Demystified. 3rd Edition. Oxon: Taylor & Francis.






[bookmark: _GoBack]

My v i 4 g s scr agaisetn s ovr 20
s ot s o Wi, i rgranton, v k|
e o, ot w1 ot s o e
.y ey s Tt o ot i pt o
i, b b et e v b e e e G
prc———

s 07,12 et vt ey s v o konr

* Mt

o e sy o e e 0 it s
Sl i h ety ety et sy o 9t
R —————————)

g of i ey s by 3 e, s Priect
[ ——
g o

Mortorng g Convon 00
[ o A—



