Discuss how you would plan & design a project management process for the workplace (2,250)
A project management process is a useful way in ensuring work-based projects are completed on time, within scope and on budget. Projects take place across multiple industries and vary in timescales and size, they arise when there is a recognised need for change within the organisation (Lock,2020; PMI, 2017; Watson, 2002). Rad and Anantatmula (2010) explain that projects are central for all organisations, as they offer strategic ways in ensuring an organisation runs effectively and efficiently resulting in a continuous delivery and growth of business value. It is through project management that the appropriate knowledge, tools, techniques, and skills are applied to each individual project, increasing its chance of success (Rad and Anantatmula, 2010).
This essay will discuss what project management process I would apply to ensure the successful completion of a project within my workplace. I will firstly focus on my workplace and how this influences the process used, secondly, a brief outline of the chosen process. Thirdly, a specific project example will be planned and designed using the Prince2 process model, and lastly, I will summarise the above sections and evaluate whether the chosen process is the most appropriate chose for the specific project example.
I currently work in a Local Authority, and therefore within a Government Body. Projects in Controlled Environments (Prince2), was developed by the Central Computer and Telecommunication Agency (CCTA) in 1989, however, the  Office of Government Commerce adapted and reintroduced it in 1996 (Karaman and Kurt, 2015, Singh and Lano, 2014, Bradley, 2002) and is now chosen methodology within the UK Government. Prince2 offers a structured project management method that can be applied to a variety of projects, regardless of their size or type, this is because the key principles are always constant (Bentley, 2010). This is an essential factor when consider the vast array of industries, departments and divisions that Government Bodies cover in the UK. Therefore, Prince2 allocates enough flexibility to allow for tailoring per specific project but also a level of standardised procedures across all bodies.  As a result, Prince2 is also the most popular project management process adopted in the UK overall (Singh and Lano, 2014; Wells, 2012).
Like many other project management processes, Prince2 was developed to offer the opportunity to resolve some of the key reasons for project failure. A survey carried out by the Hoskyns Group (cited within Bentley, 2010:2) identified that, without the implementation of a project management process, projects are likely to exceed expected timescales and budgets, not meet the requirements set by the customer/s, the final product being of poor or inadequate quality and lastly, not reveal the projects final status until completion. The study emphasised that these symptoms could be resolved through the implementation of a high-quality project management process. Wells (2012) notes that Prince2 is a suitable methodology to several different projects due to its structured features such as the management structure, system of plans and control procedures and focus on product-based delivery. 
Hinde (2018) describes the Prince2 principles as the core concepts that must be adhered to, it is these principles that make a project, a Prince2 project. Table 1 identifies the links between the 7 principles and the 7 themes of Prince2. These are essential foundations I must always consider when carrying out a project, therefore a thorough understanding of their links and definitions is vital before moving onto the 7 Prince2 processes and my specific project example.
The project example used for this essay is based in the Domiciliary Care Service, under the Adult and Social Care Division. Its purpose is to introduce a new Electronic Care Management System for the rostering of over 300 frontline care staff and performance reporting. It also incorporates the introduction of work mobile devices for all staff, so staff can access their rotas, work emails, and improve communication to support lone working and safe practices. 

	Principle
	Theme
	Link

	Cited from: Bentley (2010) and Bradley (2002), Hinde (2018) and the Office of Government Commerce, (2009).

	Continued Business Justification
	Business Case
	This begins before the official start of a project to determine whether the project can be justified, it is then reviewed by the project board. It is the business case, the stages of the project are navigated through.

	Learn from Experience
	Progress & Quality
	A vital component of Prince2 is utilising past experience and learning from them, whether from previous projects or within the current one. To ensure this, a lessons log is used to track lessons learnt within the current project. The second document is the Lessons Report, this is the final version of the Lessons Log, and is passed on to new projects. This principle ensures project management and the organisation is continuously bettering itself.

	Defining Roles and responsibilities
	Organisation
	It is essential that all participates in a project have clearly defined roles and responsibilities, and how communications will be managed. This is laid out in a team structure, which is first set out in the project brief, and once approved within the project initiation documentation (PID).

	Managed by Stages
	Plans & Progress
	A Prince2 project is planned and then run on a stage-by-stage basis. By breaking down the project into manageable stages enhances control and monitoring. An overall high-level project plan is developed in the initiating stage, however each stage itself will have a more in-depth stage plan, making it more manageable and easier to control.

	Managed by Exception
	Change & Risk
	It is important to clearly define the tolerances of each project objective, which in turn defines the accountability at each management level, therefore this principle links in with principle three. It can also be linked to several themes, such as “Change”, this is where changes to the project’s plans or scope is tracked and adjoining documents updated. It will also link in with “Risk” as any divergence away from the original plans may increase the chance of recognised risks or introduce new ones occurring. In the event of major plans being changed, or in the worst-case scenario the project having to be terminated early, an exception report will be submitted to the project board.

	Focus on Products
	Quality
	As an output-oriented methodology, Prince2 focuses on producing and delivery products (the result of the project) to the planned and specified requirements. By focusing on these two aspects, it will ensure the project fulfils the stakeholders and thus project boards expectations.

	Tailor to suit the Project Environment




	All Themes
	No project is the same, however through following the principles, themes, and processes of Prince2, each individual project can be tailored to suit its environment and scope. Each theme will apply to this final principle, however tailoring especially lends itself to a control level that suits the project and the formation of the business case and plans.

	Table 1: Prince2 Principles and Themes



Starting Up a Project
There are 7 processes within Prince2, the first process is “Starting up a project”. This is effectively a pre-project stage, where the objectives and approach to the project are decided, the project team put together and verification of whether the project is feasible (Bradley, 2002). The first step I would implement is to carry out a thorough review of the current situation which I would then feed into an initial Business Case. This is an important aspect, as the review will identify whether the project is necessary. I will also include a rough estimation of the costs and resources such as people and equipment needed within a project plan which would also feed into business case. Once this has been pulled together, I would then submit it to the Project Board.
This review discovered that rotas were distributed inefficiently and costly, as they were delivered on a weekly basis through paper copies and postage delivery. It also identified that there was a lack of communication with frontline staff and the back office, this raises key safeguarding issues. Lastly, there was a lack of performance tracking in place, due to these creating methods for growth would be difficult. Through this review I have identified that the project is required and through the business case three main objectives were highlighted, 1. Modernisation, 2. Increase safeguard 3. Business growth.
Directing a Project
The second process is, “Directing a project”, here authorisation is given by the Project Board for various other processes for the project, such as authorising the pre-project research, the project go ahead,  allocating resources, officially closing the project or terminating the project early and lastly monitoring progress and giving ad-hoc advice. Ultimately the project is owned by the Project Board, who as a result are accountable for its success or failure as they are the main decision makers (Bentley,2010). The project board will be made up of the key stakeholders of the project, for this specific project it includes the Department head, the appropriate Councillor representing the Area and Service Users, a Trade Union member to represent the Staff, and the management team of the Service. Assuming the Project Board sign off the project, I will move onto the third process which is the “Initiating a Project”. 
Initiating a Project
Here, the main planning for the entire project takes place, these plans cover the products, activities, resources needed, along with identifying the quality required and establishing a baseline of benefits and risks. This stage is one of the most important, as it lays down the framework and approach for all the work to be done. At this stage I would pull together a more in-depth Business Case and Project Initiation Documents (PID) which includes, but not limited to a risk assessment, quality management strategy, and official team structure. 
Due to this project having a large scope and varying requirements, it makes putting together a team structure essential, here I would define roles and responsibilities, along with an introduction and brainstorming meeting and layout communication pathways. This project will be made up of multiple disciplines such as I.T, Procurement, HR and Learning and Development (for training of staff on new systems). The roles and responsibilities will be recorded into a work breakdown structure (WBS) and then fed into the scheduling of tasks. It is important to have a clear schedule to achieve this I would develop and maintain a Gantt chart (Graham, 2010). At this point, the Gantt chart would show the planned performance of each activity and stage in which it is located, but as the project progresses, each team would update their actions and input the actual performance. Through this an approximate timescale can be provided, which would then translate into real time as the actions are complete. The chart will also identify where/when the project is going off track, which in turn will identify potential issues that may need to be reported back to the Project Board.
Controlling a Stage
The fourth process is, “Controlling a Stage”, this covers the basic project management process needed day to day, and would start alongside the first process, through to the final seventh one. Here, as the project manager it would be my responsibility to authorise work to be created, track progress and provide feedback or escalating issues to the project board. 
I would do this by setting up both wider project meetings regularly, whereby all team managers of the departments identified in process 2, would provide updates on there allocated actions. This would take place at the beginning, middle and end of each stage. Through this I will be able to track and log progress onto the Gantt chart, and be made aware of any issues. It will also allow the team managers to communicate with each other, and link in on joint actions. I would also expect the team managers to hold regular meetings within their own teams, which I would also attend. Through these meetings, along with an open-door policy I would be able to authorise work to be create and develop progress reports ready for the project board at the end of each stage.
Managing Product Delivery
Managing product delivery is the fifth process, and where the product (deliverables) of the project are created. It is here where the specialists work takes place, which were identified in the initiating stage and WBS. Due to this, regular quality reviews and progress reports are carried out and provided to the Project Manager, who in turn reports back to the project board.
Managing a Stage Boundary
The penultimate process is Managing a Stage Boundary, and is very important, as it marks boundaries where key decisions are made (Graham, 2010). Here, the project manager’s role is to check that all the work within that stage has been complete to requirments. I would do this by cross referencing the project plan and Gantt chart, this would also allow me to track the progress of the project to that point. At this point I would also update the business case and risk assessment. I would also be responsible for producing a report summarising the outcome and performance of the completed stage back to the Project Board. It is through this feedback report that the board will decide whether to authorise the next stage of the project to begin. Within this process, planning for the next stage commences and, in some events, an exception plan will be made at the request of the project board due to divergence away from the approved plan. 
Closing a Project
The final process is the Closing a project, here the project manager requests permission from the Project Board to officially end the project. To do this I would prepare an end of project report, along with the completed project plan and business case to demonstrate how the objectives have been met. I would also provide a review of the lessons learnt along with recommendations review going forward as well as planning for a post project review. 
Ultimately this final process is where the customer and project board sign the project off. As a project manager, it would be my responsibility to make sure all the handover documents, such as equipment and system guides, process maps and a key contacts list are produced and complete ready for the customer to use the final product. After project care is very important, it is at this point we see whether the project has been truly successful and if the customer is satisfied. For this specific project the handover documents include a user guide for both the system’s back office programme (e.g. Developing, maintaining and amending rotas) and guides on using the mobile devices for staff, Key Contacts list including the new system’s support desk and the Authority’s I.T support desk, along with the procurement contacts for ordering new equipment.
Diagram 1 below has been cited from the Office of Government Commerce (2002: 12). Within each box, I have annotated specific example of actions within each of the identified processes.Directing a Project – Project Board (Head of Department, Service Representatives, Trade Union, Councillor)
Actions Includes – Sign off for initiation of project, Tracking Progress and Ad-hoc Advice Authorising next stage and Closing of Project.


Initiating a Project
· Carry out research and identify suitable electronic system.
· Complete In-depth Business Case
· Complete and collate PID (including a risk assessment)
· Team structure – define roles and responsibilities
· Develop Gantt Chart

Managing Stage Boundaries
Example of Stages:
1.Procurement of system and mobile devices
2.Training on new systems 
3.Training and allocating of mobile devices.
4.Instal and train management on performance programme.
5.Customer Handover & Review
Example of Actions:
· Update Gantt Chart
· Produce and run training sessions
· Produce Handover Documents

Controlling a Stage
· Schedule Team Meetings
· Update Action Log.
· Track and report progress


Starting up a Project
· Project Brief allocated
· Review of Domiciliary Service
· Build and submit Business Case
· Identify and appoint project team.

Managing Product Delivery (examples)
· Specialist Training from contracted company for I.T staff – to then train Service Staff.
· Movement of data onto new system.
· Creation of work accounts for all staff. 





Closing a project
· Submit end of project report, lessons learnt report, final business case.
· Produce and provide Handover Documents.
· Plan post-project Review.







Planning – planning will take place throughout the identified processes


Diagram 1: Annotated Prince2 Process Map

Conclusion
This essay has discussed how I would implement the Prince2 project management methodology to carry out and complete a project in my workplace. I have explained how I understand the principles and themes of Prince2 to ensure they are implemented in every aspect of the project. Through the seven processes, I have demonstrated the key actions and tasks I would carry out as a project management, but also team tasks to ensure the successful competition of this project. As a project manager I feel it is essential to have a thorough knowledge of the background information, this is essential for the specific example used as the Domiciliary Service, not only has a large workforce, but also carries out vital services for vulnerable community members. 
It is due the nature of this service, mentioned above, that a more agile approach was not chosen, such as Prince2 Agile (Cooke, 2016). Agile projects allow for I.T projects to release products at each stage, and them implement improvements and developments in the following stages. However, this would not suit this project, although largely based on a software system deliverable, due to the need for the Service to continue the delivering a care, at the same time as the project being carried out. It would be deemed too high a risk for such an approach to be taken. Through, the Prince2 methodology, risks were minimised and a quality product delivered, meeting the scope and set objectives of 1. Modernisation 2. Improved Safeguarding and 3. Business Growth.
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