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Introduction
A project management process is necessary to ensure that the project is executed properly, including setting out the parameters of the project, risk management, ensuring all documentation is completed and that the project is delivered. There are various different project management processes – traditional and agile. The traditional methods follow a linear process where the projects are broken down into phases which follow each other – each phase must be completed before moving on to the following phase. In contrast, the agile methods have more flexibility and enable changes to be made within the project process.
My workplace is an education provider, which has numerous buildings and sites in different locations. The organisation employs over 1000 members of staff across the various sites with some of them covering multiple locations. With an organisation of this size, there are many departments, all covering their own types of projects from large construction projects to rolling out systems, programmes or processes. My own work is within the Estates department, and even within our department there are projects of varying size and complexity; we don’t currently have a preferred method of managing projects, which can sometimes cause some confusion and conflict of interests to rise. 
During this essay, I will be discussing Waterfall, Prince 2, Agile and Lean and assessing whether these would be effective methodologies to use within my workplace. Due to the variety of the projects being delivered, I will assess whether there is just one methodology that would work for the whole organisation but will focus primarily on the benefits or drawbacks within the context of my department. 
Waterfall
The Waterfall method of Project Management is a linear, phased approach. It comprises of 5 phases: Initiation, Design, Execution, Monitoring and Closing and Maintenance. It is a sequential methodology, with each phase needing to be fully completed before the next one can begin.
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The first phase is the Initiation of the project, sometimes referred to as the Requirements phase. This phase is completed prior to the project commencing and sets out the main principles and requirements of the project. This is generally done by the project manager and involves creating the Project Brief or Project Initiation Document (PID), outlining the key elements of the proposed project including scope, objectives, costs and risks. This is a key document in the project as it sets out the main aims of the project and serves as a contract between the project sponsor, key stakeholders and the project team. Other elements of this stage include establishing requirements on timelines for completion and the success metric for this specific project. 
Once the scope of the project is agreed, the following phase is Design or Planning. This is a key phase of the project where the core team is appointed, the scope, timescale and budget are agreed and the workflow is planned. Risk analysis is undertaken through creating a risk register and incorporating mitigation measures into the scope of the project. The communication plan is also created after stakeholder analysis to identify the people or groups who will be involved in, interested by or affected by the project. 
The next phase is Execution, or Implementation, which is the main activity of the project taking place, following the plans agreed in the first two phases. During the project, the risk register should be maintained as well as an Issues Log, which acknowledges what went wrong during the project and can feed into improvements for future projects. If any major issues or variations to the agreed project plan or scope are required at this stage, it may mean that it is necessary to go back to the Design stage in order to incorporate these changes into the plan and resume the project. 
The fourth phase is Monitoring, which involves monitoring against the project plan, mitigations and managing change. This phase is also known as testing or controlling as the key indicators (KPIs) are monitored in order to assess the success of the project which can include the process, cost, time, risks, communication and quality of the output. During this phase the Issues Log will be used to feed into a Lessons Learned Log to identify any issues and hopefully avoid these happening in future projects. The objective of this phase is to test for any errors to the project (or product) and to ensure that all requirements set out at the beginning have been met. 
The final phase of the project is Closing and Maintenance; where the project comes to an end and is handed over to BAU. The Closing, or Delivery, of the project indicates that all other steps have been completed and issues ironed out. Then, the Maintenance of the project is ongoing; the project is delivered to BAU teams to ensure upkeep. 
The benefits of the Waterfall method are that it’s a chronological method, meaning that everyone within the project can easily track progress through clearly defined milestones. The tasks and requirements are laid out from the beginning, meaning that everyone involved knows exactly what they need to be doing and when, so they can easily fit this in around their day-to-day tasks. As the project is front-loaded, all of the decisions are made and research completed prior to the project starting, including the risk assessment and mitigation; this means that the main requirements of the project, including costs and time, can be accurately estimated. This also means that people can get up to speed quickly as all documentation is completed and available. Issues should be spotted during the analysis and design stages and can therefore be edited or worked-through before the project is underway, avoiding delays when the project is taking place. Once the process is defined, there is also the possibility to copy the workflows for future tasks or projects.  
The main disadvantage of this method is the lack of flexibility for change; if significant changes occur during the project, it requires going back to the planning phase to amend the scope of the project.  The work is front-loaded, when fewer people are involved in the project, which means it can be a costly process, both in money and time. It is also possible that when people are introduced to the project, they may propose changes or discover issues with the proposed project, which would then mean going back to the planning and design phases. The Brief can be difficult to develop accurately as clients don’t always know exactly what they want or need during the initial stage, or their requirements may change during the project; this can delay the whole project following the Waterfall method. Each phase must be completed before moving on to the next one, which can cause delays, particularly if there are some tasks that could take place independently. 
In my organisation, there are some projects that could work under this methodology, but its rigid nature could cause issues in others. The benefit of team members being able to work independently once they know their tasks and deadlines, meaning that they can fit these into their existing workload and BAU tasks. The structured nature of this methodology means that the progress of the project can be clearly tracked, and workflows and budgets can be predicted. However, due to the size and nature of the organisation, there is also a chance that the project will be required to change while underway, which is difficult to manage in this methodology. Front-loading the information means that often stages are required to be repeated as things change; this causes delays and increases the costs associated with the project, which could be avoided if using a more flexible project management approach. 
PRINCE2
The PRINCE2 methodology is one of the most popular, being used all over the world, predominantly in public service industries; it is focused on control and organisation, following a set of stages to achieve the project goal. It is a linear and process-focused approach which follows pre-defined stages. The PRINCE methodology was first established in 1989 by the CCTA and based on a UK government project management method known as PROMPT (Project Resource Organisation Management Planning Technique). PRINCE focused on IT projects, but was developed to apply to a wider range of projects and the PRINCE2 methodology in the 1990s. PRINCE2 is widely used and recognised, and is made up of clear principles and phases which help guide the project team through the stages of the project. 
The project roles within PRINCE2 are clearly defined with each team member having a clearly defined role with expectations and responsibilities. The Project Manager is the main individual responsible for planning and executing the project. If the team is large, there may be a need to appoint a Team Manager to assist the project manager by helping to supervise the team. The Customer is the person who receives the project end-product which could be external or internal to the company. The Project board is a group of people who make high-level decisions about the project; this is usually made up of executives and end customers.
There are 6 key aspects of the PRINCE2: scope, costs, timescale, risk, quality and benefits, which the project manager tracks as the project progresses. The project scope involves outlining what goals, deadlines, and project deliverables the project is seeking to achieve. The cost relates to the budgeting of the project, while the timescale relates to the estimated timeline for the team; these are typically estimated and set out by the project board. Risk involves creating a risk management process to identify possible risks for the team and mitigate against them. A quality register is created, which states the standards for all deliverables. The final aspect is benefits, which is the business justification for the project. 
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There are also 7 phases of a PRINCE2 project. The first phase is starting up the project, which involves submitting a project plan and creating a rough outline of the project. At this stage, the business case is created along with an outline of what the project entails; from these a more detailed project brief is formed. The next phase is directing, which involves reviewing the project brief and outlines the next stage. Once both of these are completed, the next phase is the initiation of the project. During this phase, the project manager is appointed, and a more detailed project plan is created including baselines for time, cost, quality, scope, risk, and benefits. The project can’t begin until the plan is approved by the project board. The fourth phase is controlling; during this phase the project manager breaks down parts of the project and delegate the smaller portions to team members to complete. The next phase is managing product delivery, the project manager ensures the project is progressing as planned to include ensuring the quality register is being met. At this stage, the project board reviews the deliverables and can approve the work or request changes or additional work if required. At the end of each stage, the project board holds a review to assess whether the project can continue moving forward, or whether to abandon the project – this phase is known as managing stage boundaries. The final phase is closing; final documentation, outcomes, and reporting are completed by the project manager before completion of the project. 
The benefits of PRINCE2 are that it is a clear step-by-step process; this means that everyone involved in the project can keep track of progress and the project is able to be broken down into more manageable stages. The control system is robust, with regular check-ins and each phase being signed off before the next can begin. Any challenges that arise can be dealt with during these check-ins and if required, incorporated into the next phase. The PRINCE2 methodology is universal, being used in many different organisations, meaning that if projects are taking place in conjunction with different departments or organisations, they may already be aware of the phases and aspects required from a PRINCE2 project. Risk Management is a core element of PRINCE2, and is considered from the initial stages, meaning that risks can be mitigated against and then incorporated into the project.
The drawbacks of the method include its rigidity, the costs involved and documentation required. It would be difficult to apply PRINCE2 methodology on small-scale projects due to the amount of governance and documentation required. The process can be seen as rigid and inflexible, as you are not able to progress to the next phase until the current phase has been completed and the project board has signed it off. There is a cost implication to adopting PRINCE2 as a methodology, namely in the training and exams required to be accredited.
In my organisation this method could be beneficial as it can be applied to all projects. This would be a benefit due to the varied nature of the business and therefore the variation on the projects carried out. The structured nature of the methodology is beneficial to a larger organisation as it’s a step-by-step process that can be followed. There is a certain level of governance already involved in the project, which is also beneficial within the University as many projects would need to be reported against both internally and externally. Once everyone is trained, the skills are transferable along with the framework. However, this only really works in controlled environments, which is rarely the case in a large organisation. The cost of training all the staff required to undertake project work would be large as well as the continuing costs of maintaining the qualification. 
Agile
The Agile methodology places the emphasis on collaboration, flexibility and customer feedback. It was initially designed for software development but has since been applied to numerous other fields and industries. There are many iterations of Agile methodologies including Scrum and Kanban, but the main principles are communication and adaptability. This methodology allows for changing requirements and allows the project to progress even if there isn’t a detailed aim or supporting documentation. The project is divided into smaller sections, known as sprints (typically 2-4 weeks), in which the team works on a set of prioritised goals; within the sprint there are regular meetings with opportunity to feedback and make improvements. The focus is on delivering maximum value against business priorities, including time and budget. Switching over to Agile project management involves a cultural change within an organisation as it is based on a set of values and behaviours: trust, flexibility, empowerment, and collaboration. 
The main difference compared to traditional methods is that Agile methods start with a broad direction and adapts and evolves as the project progresses towards the end goal or product. This allows the team working within the project to focus on what matters, delivering value to the customer and improving as the project progresses. Agile is most effective when regular feedback is necessary or beneficial for aligning deliverables to customer needs, or when the requirements aren’t clear or are likely to evolve. 
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The Agile methodology has several key principles. The main principle is that customer satisfaction is the highest priority; this is achieved through rapid and continuous delivery. The user or customer are able to drive the design of the project and make a significant difference to the outcomes based on regular feedback between the end users and project team, who work together to establish and achieve the key deliverables. Linked to this is the principle of responding to and embracing change at any stage of the process; this provides the benefit to the customer throughout the process. Flexibility and change take precedence over following a structured plan; the resources and timescale drive the scope by focusing on what is possible within these parameters. Another principle is Individuals and Interactions; this replaces the focus on processes and involves a shift from control to consensus. This is where the cultural shift within an organisation is a key element as this principle relies on benefits being achieved through engaged, accountable and high performing teams. The focus of the team and the project should be on sharing data, communication and learning through feedback; this includes management and requires all team members to feel confident in sharing their feedback and suggestions. There is an emphasis on face-to-face meetings as these are considered to be a more efficient and effective format. Generally, there is a core deliverable that will trigger the start of the delivery process and a number of agreed time and cost delivery windows, or sprints, which allow the project to begin and evolve. During each sprint, the team is focused on finding or developing a solution towards a core deliverable, but it is also likely that other opportunities and benefits will be created that can be incorporated into the project. The team owns the work and are able to make changes to the scope as they progress through the sprints and at an ongoing pace. Simplicity is also acknowledged as an essential element of the methodology. 
By its nature, Agile doesn’t follow a set process like with other methodologies, although there are some general phases that make up Agile projects. The customer will define the problem that needs to be solved. The team will create and prioritise a product backlog, or work to be done, teams then select from this and determine how to go about completing the work. The work is completed as part of the sprint with regular updates to the team and manager within this timeframe. At the end of each sprint there is a sprint review. This process is then repeated until all tasks from the backlog are completed. The agile methodology involves less paperwork than the traditional methodologies with the focus being on the final solution. 
The people involved in the project are a key part of the Agile methodology and its success; the team must work together to align the principles and project aims and to produce the best possible solution. The team must work closely with the customer and stakeholders, and be empowered to voice their opinions and feedback. The integral skills within the Agile framework are focus, motivation, coaching, organisation, ability to prioritise, ability to work well under pressure and adaptability. 
The benefits of using Agile are in its flexibility, collaboration, and empowerment of staff; the methodology values staff having and voicing their opinions and implementing changes with the aim of continuous improvement. The methodology is most effective when requirements aren’t fully set out at the beginning of the project or are likely to evolve while the project progresses. If a project is complex and the scope isn’t entirely clear, then an agile methodology can be useful to figure out the specifics through the sprints; it helps the team involved to focus on what matters within the project. It is also beneficial to use an Agile methodology when regular feedback is beneficial to the deliverables and customer needs. The sprint structure can also be useful as there is regular feedback and workers can plan out their work within the sprint. The structure of this methodology also encourages customer feedback which is built into improving the product or end goal; it also means that the customer can get some of the benefits while the project is ongoing rather than having to wait until the project is complete. 
The disadvantages of Agile are that it requires a culture shift in order to be effective; this can take time but is necessary for the project team to work effectively within this methodology. The methodology also won’t work if the team are not trained or aren’t able to work within the sprint framework. The flexibility and informal processes associated with agile may not be easily absorbed within larger and more traditional organisations where the processes, policies and teams are more rigid. Agile works best when the whole organisation is onboard and doesn’t work as effectively in isolation; this would require a big investment and a total culture shift within the organisation, while also needing to consider the BAU activities that may be impacted by these changes. If the goal isn’t clear, agile can be problematic, as it requires the broad aim to be defined before the project and sprints can begin. Agile may also not be suitable for projects with a lot of required paperwork, such as funded projects with stricter governance, scope or contracts.  
Within my organisation, agile could work in certain circumstances, but overall it’s not the ideal method. The benefits of good communication, regular check-ins, empowerment of staff involved and the engagement with the client would all benefit the company. The flexibility of the method and the ability to adapt the project as it progresses would also be beneficial to some projects. However, the culture shift required to make this methodology successful, and the training involved would be costly. There are also a number of projects that need to comply with governance due to external or grant funding, and therefore require more detailed paperwork to be completed or need to be completed within a tight deadline, where agile wouldn’t provide the right structure to achieve this on schedule as there could be a tendency to keep going back over steps in the quest of continuous improvement. 
Lean
The Lean method of project management is focused on maximising customer value and minimising waste and is an Agile methodology. This system was first derived from the Toyota manufacturing system in the 1950s, developed for wider project management by Womack et al in 1990. It is mainly used in manufacturing but can also be used in customer service. This method is based on continuous improvement as it is always on review for identifying and eliminating any waste or inefficiencies, seeking to get as much value as possible and optimising workflow. As part of the Lean method, there is an emphasis on empowering employees to develop a culture of problem-solving and continuous improvement. The methodology provides a structural approach to making improvements in work processes, purposes, and people. Lean management encourages shared responsibility and shared leadership. 
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There are 5 guiding principles to the Lean method. The first is ‘Identifying Value’. The main aim at this stage is to identify what the project is aiming to deliver. Once this has been identified, the second principle is ‘Map the Value Stream’, which involves mapping the workflow of the company or project. During this stage, any ‘waste’, or parts of the process that add no value, will be identified. Waste could be overproduction, waiting time, unnecessary processing, and any defects. Once the workstream is mapped, it’s easier to see where processes are owned and who is responsible for each stage. The third step is to ‘Create Flow’; this involves ensuring that each team’s workflow works as it should. Having established a constant flow of work, there’s a need to ‘Establish Pull’, which ensures that work is only “pulled” when necessary. The main aim of this is to optimise resources and to only deliver the product or service when there is a need for it. The final principle is ‘Continuous Improvement’, which involves constantly repeating the first four stages to continuously reduce waste and therefore improve the process. This final step is where the employees become vital, being able to identify possible improvements to the process. 
The main benefits of the Lean method are improved efficiency, productivity and quality as well as continuous improvement. The whole method is focused on eliminating waste, ensuring that the system is as efficient as possible in terms of materials, time and resources while also focusing on quality or value to the customer. The fact that Lean is focused on continuous improvement means that organisations become adaptable and therefore could be more competitive in the long term. The Lean method encourages employees to be involved in the management of the workflow, which leads to increased engagement and focus.
The main drawbacks of the methodology are the difficulties in implementing change. Employees may be resistant to change, especially when this is initially introduced, and culture can take a long time to establish; the system is based on a culture shift within the organisation, which won’t happen quickly. There is a need for significant investment into training on the methodology for managers to shift their way of working and thinking. There is also the risk that the focus is shifted to heavily towards the performance data in the short-term and may lack the ability to plan and create a long-term strategy. 
When assessing whether the Lean methodology is suitable for my organisation, and specifically the Estates team, there are many factors to consider. Improved efficiency and productivity are advantageous to any team, and it would be useful to identify who is responsible for each stage of a process and who owns the work as this is somewhere where I think the department and the organisation as a whole could make improvements and save time. I also think that more employee engagement in terms of improving the systems would be an advantage to our team and may create a better culture where employees at all levels feel listened to and like they are participating towards continuous improvements. However, for many projects that we work on, there is not enough time to map out the workflow as reactive projects often become bigger than initially thought and involve more people or teams than would have been originally mapped on the workflow. I think that the main benefit of the Lean methodology is for organisations that repeat processes again and again; although my organisation completes projects, they differ greatly in scope and nature, so not all improvements would be applicable to all future projects. The other disadvantage, in particular my department, is that the scope of identifying value would be difficult, as different sites have different needs and purposes, meaning that this would need to be reviewed for each project; this means that the first stage of the process would constantly be changing and the subsequent steps would also be changing as a consequence. 
Conclusion 
In the context of my work in a large, varied organisation, it’s difficult to come to one methodology that fits all the different types of projects within the company; even within the Estates department the projects vary in terms of scope, budget and timescale. The variety of projects and the number of staff within the organisation that would need to be trained if required, make it difficult to apply just one project methodology. 
My recommendation would be a hybrid approach between a more traditional and an agile approach which would follow a strict set of steps but with flexibility to incorporate changes to the project. The linear approach is beneficial as it helps with tracking of a project and allows people to follow progress, as well as the level of planning and governance required that can then be used for reporting, for example when grant funding needs to be considered. The front-loading and governance of the traditional methods allow for research to be completed and more realistic timescales and budgets to be set in a more comprehensive way. However, the adaptability and flexibility of the agile methods once the project is underway and susceptible to changes can also be better suited, rather than repeating phases and going back to the beginning and therefore wasting time. Also, during the execution, the ability to make changes can result in a better product or delivery. The feedback loop is also a huge benefit to projects and generally an improvement in project processes, with regular contact with the customer to ensure success and future success. There are certain tools that can be used in this way that allow for tracking of the project such as live Gantt charts that track progress but also update the timescale to reflect changes. For planning, there are tools such as Project Canvas[footnoteRef:5], which lay out all of the elements required within a project initiation document on one sheet of paper.  [5:  https://www.projectcanvas.dk/ (accessed 11:29 25/02/2024)] 
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