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Project management methodologies are a defined combination of logically related methods, practices and processes that determine the way to plan, control, and deliver a project. The continuous implementation of processes allows for the delivery of tasks according to the project scope. It provides a structure for describing every step of the project so that the project manager and project team know how to deliver the project tasks according to the schedule, specifications and budget. 
The ideal project management process encompasses how the defined needs of stakeholders will be achieved, provides accurate & credible cost estimates, identifies and resolves risks at an early stage, uses a standard approach with quick implementation of solutions and on time project delivery.
Opting for the right project management process is essential as it defines the way in which a project team work. It offers the structure that guides the success or failure of the project. Since one method cannot fit all the requirements for different business types or industries it is important to choose the right process for different contexts. 
My own workplace is a large county council that provides Transport, Planning, Environment and Education services to the public, under the direction of elected county councillors. Approximately 178,000 people live in the county and are supported by the council. I work in Digital Transformation, a team within the ICT department. In my role as a Project Officer, I manage and support ICT related projects across all council services. Although all of my projects have an ICT component to them, they vary significantly, from supporting hybrid working, rolling out multi-factor authentication, transitioning to cloud applications and supporting the ICT network connectivity for large visitor attractor developments. There are many different types of project management methodologies and they all have their pros and cons. A project process used to manage a Digital Transformation project within my team may not meet the requirements of a project carried out in another department. For that reason, I want to focus my evaluation of project management processes on their suitability within an ICT environment. 
The definition of project management takes on numerous forms depending on the literature referenced. A guide to the project management body of knowledge states that: 
Project management is the application of knowledge, skills, tools, and techniques to project activities to meet the project requirements. Project management is accomplished through the appropriate application and integration of the project management processes identified for the project. Project management enables organizations to execute projects effectively and efficiently. 
(A guide to the project management body of knowledge (PMBOK guide), 2017, p. 10)

This definition, along with many others, encompass the key components of project management. All definitions agree that specific knowledge and skills are needed to manage project activities or objectives which are delivered within defined time and cost parameters. Understanding what project management is has allowed me to understand how it differs from normal work-based practices, that project tasks are unique and are not part of routine operation. 
As I’ve increased my understanding of project management, I’ve developed my own definition of what a project is and what it means to be a project manager, specifically in the context of my own workplace. I understand a project to be a temporary effort with a defined start and end, undertaken to achieve unique objectives and goals, to improve or change a current environment. Understanding that projects are a temporary effort has allowed me to differentiate projects from business-as-usual tasks in my own workplace. This doesn’t necessarily mean that the project will be short lived, as (PMBOK, 2017, p. 5) states “Temporary does not necessarily mean a project has a short duration. Projects are temporary, but their deliverables may exist beyond the end of the project. Projects may produce deliverables of a social, economic, material, or environmental nature. For example, a project to build a national monument will create a deliverable expected to last for centuries.” Making my workplace efficient and successful is a critical part of my role in Digital Transformation and delivering business improvements beyond project closure is essential.  
All projects can be thought of as a series of phases that have a start and end point. A project management life cycle usually consists of 5 phases, project initiation, planning and design, project execution, monitoring and controlling and project closure. Each phase of the project life cycle involves specific activities and objectives which can differ from project to project. 
In my own workplace we have a Project Management framework that has been developed based on sector best practice. It is intended to be used for all corporate projects. The framework is designed to provide guidance to any staff members involved in a project, with the knowledge that there is no ‘one size fits all’ approach, but a core set of principles should apply. Its purpose is to clarify project roles and responsibilities and provide structure for the planning, delivery and closure of projects. 
Similar to other project management processes, the framework is broken down into four stages, developing an idea, developing the project, delivering the project and reviewing and closing the project. Monitoring and control is expected to take place throughout the life cycle of the project.
Figure 1 Represents the 4 stages of the project management framework with monitoring and control spanning the duration of the entire project.  
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In project management, Initiation and Scope Definition is the starting block of the project life cycle. “This first stage of a project defines the business case, the justification for the project, which will be used to ensure the project stays on track.” As described by Naybour (2014). The aim of this stage is to develop the project idea without committing too much resource and expense. It ensures that the project is viable, aligned with business objectives and is worthwhile. During this stage a workable project proposal is developed, usually in the form of a Project Initiation Document (PID). 
In my workplace, staff are required to submit a Project Proposal Form (PPR) for approval. The PPR details the business case for the project. Staff are required to document what the project will deliver, how it meets the council’s corporate objectives, how it will be delivered, by whom, and how much it will cost. Only when the PPR is approved can the project proceed. This stage is heavily influenced by the Prince2 methodology which states that “a project should be driven by a Business Case” (Managing Successful Projects with PRINCE2, 2017, p. 7) and that “a viable Business Case should be proved before a project is allowed to start and its continued justification should be confirmed at all major decision points throughout the project” (Managing Successful Projects with PRINCE2, 2017, p. 7). 
In my workplace, Project Proposal Forms (PPF) are frequently submitted for large projects where the monetary value is high, however they are rarely used for smaller projects, especially under circumstances where there is a need to deliver a project within a short timescale. Furthermore, in my role as an ICT project officer I work specifically on ICT related projects and the ICT related elements of projects which means that I’m not always involved in projects initiation. For example, during the Covid19 pandemic, there was a need to deliver an online form for parents and guardians to submit applications for free school meals. While the Business Case and project specification may have been developed by the Education and Children department it was delivered to our ICT department as a verbal discussion rather than as a PPF. For these smaller, cross departmental projects, I’m usually involved in project discussions when the ICT element of the project needs to be delivered and don’t always experience the benefit of contributing to the PPR. While I agree with the Prince2 approach of documenting a clear Business Case for projects, I don’t agree that this is a practical approach for all projects and in some instances a verbal Business Case caries the same weight, especially where the project is business critical and needs to be delivered within a matter of days, as exampled above. 
Despite this, we have put measures in place to mitigate against the issue of not always being included in project initiation. Within our ICT department we’ve taken the further step of introducing an Expression of Interest process which is viewed as a business case specifically for requesting ICT resource or Digital Transformation funding. It gives justification of the requested project and helps the service to prioritise the work against other departmental priorities. This process has been very successful, not only in providing an understanding of the Business Case but also in quantifying the level of interest in ICT projects and encouraging departments to share their ideas for business improvements. 
Our lessons learned from previous projects has allowed us to identify the integral need to set up a project governance team during the project initiation phase. The Project Sponsor and Project Manager for the project are identified, the Project Sponsor taking overall responsibility for the project, the Project Manager being responsible for the day to day planning and control of the project. In the past, especially where projects have run cross-departmentally, there’s been a lack of commitment and resource attributed to projects which almost always results in project failure or projects being delivered well beyond the target delivery date. Keller (2011, p. 20) describes these challenges well “Resource allocation is a critical challenge for any organization. You often hear, “Our people already feel overworked.” In many smaller organizations, resource allocation is further complicated because employees “wear several hats,” usually because each function can’t be cost-justified as a full-time position. Furthermore, many of these functions include tasks that are critical to the daily operations, not just the longer-term survival of the firm. Managers may question how they can afford to “lose” key people to the black belt role.” To combat these pressures, Keller (2011, p. 20) recommends the following “A mature Six Sigma program usually has about 1 percent of its workforce committed as black belts. Once trained properly, these individuals work only on black belt projects. In this regard, they are strictly overhead and contribute nothing directly to the everyday operations.” Historically, this isn’t how resource has been assigned to projects in my workplace but I can certainly see the benefits and have started to see departmental project teams being resourced across the authority, not just in ICT. This is also supported by PRINCE2 methodology “To be successful, projects must have an explicit project management team structure consisting of defined and agreed roles and responsibilities for the people involved in the project and a means for effective communication between them.” (Managing Successful Projects with PRINCE2, 2017, p. 22). Another benefit of assigning a project governance team is that it encourages a ‘lessons learned’ discussion at the beginning of the project. Have we delivered a project similar to this in the past? Are there members of staff in the Authority who have delivered projects like this before and can we draw on their expertise and experience, and most importantly, learn from their mistakes. 
In the project planning stage, all the tasks which are required to complete the project on time and within budget are detailed. Brokman, Y. (2011) states that “The planning phase is comprised of four parallel sub-processes: scope definition, work flow definition, resource planning, and schedule development. Creation of a comprehensive and reliable project plan necessitates that the four sub-processes progress simultaneously.” Furthermore, Naybour, P (2014) states that “once a project is underway it is typically the project schedule where most attention is focused. All tasks need to be scheduled in the most efficient order to ensure tasks with inter-dependencies are completed when required and to enable several tasks to be performed in parallel.”
In my workplace, the stages of developing an idea and developing the project may be combined for small and/or basic projects, provided all of the preparation is done in sufficient detail. For larger projects, the information approved in the Business Case or PPF is now built on with details of what the project will deliver, how it will be delivered, by whom, and how much it will cost. Our current workplace process is supported by the PRINCE2 methodology “Under the principle of focus on products, PRINCE2 requires projects to be output oriented rather than work oriented. PRINCE2 calls these outputs ‘products’. This approach ensures that the work carried out on the project directly contributes to the delivery of a ‘product’, the project scope doesn’t creep and the risk of customer dissatisfaction is reduced by agreeing exactly what will be delivered at the start of the project” (Managing Successful Projects with PRINCE2, 2017, p. 25). In contrast “The agile approach to projects starts out with the expectation that the requirements (or features) will evolve and change during the course of the project. What is fixed and agreed between the project team and the customer is the resources that will be used and the time that will be taken by the project team to deliver as much as possible of the prioritized features the customer wants.” (Morris and Carroll, 2015, p. 8).  
Figure 2 The difference between the two approaches is illustrated below (Morris and Carroll, 2015, p. 8).  
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I can really see the benefit of this Agile approach in my workplace, especially working in ICT where we often work on projects involving software. At the beginning of the project, the customer identifies what they want the system to be able to do and what business process it will support or replace, however we don’t always know what the system will offer in terms of functionality until our development team are configuring or building these features. I believe this approach would also allow for better, more creative output from our software developers because they’d be given the freedom to think innovatively using their experience and expert knowledge to deliver an outcome, an outcome which could be even better than what the customer or project team had envisioned. In Agile projects there are several phases or iterations throughout the project. The first iteration is planned based on the customers requirements and a finished product is delivered to the customer at the end of the iteration. This allows the customer to test and use the product and provide feedback for further changes that need to be included in the next iteration. This process continues and after all iterations are complete, the fully finished product meeting the customer requirements is produced. Using iterations and review periods really appeals to me as it would allow us to implement more structured milestones. At present, we work towards the project delivery date while meeting periodically throughout the duration of the project but rarely take the opportunity to evaluate work done so far and how that work can be improved upon.
Considering who the stakeholders are in the project, who has an interest, what that interest is and how that interest should be managed is an integral part of the project planning stage. Once the stakeholders have been identified, a decision can be made regarding who is advised about the project, what information they need and when they need to receive it. How the project will be communicated is an area that needs significant improvement in my workplace which is why I’d like to adopt the Six Sigma approach whereby individuals working on projects are not involved in everyday operations and can therefore fully assign their resource to the project. If we did adopt an iterative project development process, I think a daily scrum meeting would be very beneficial in maintaining clear communication across the project team. Morris and Carroll ( 2015, p. 38) states that “Daily Scrums result in improved communications and remove the need for other meetings. They identify and deal with obstacles to development, promote speedy decision making, and increase the Development Team’s product knowledge.”

During the project execution phase, the project team carry out the tasks defined in the project plan in order to meet the objectives of the project. Having a comprehensive project plan in place should allow the project team to begin tasks efficiently. The project manager’s role is to manage the project plan, review overall progress, make management decisions, monitor and manage risks and control and approve any changes necessary to keep the project on track in achieving its agreed objectives.  
PMBOK guide (2017, p. 10) states that “Project scheduling provides a detailed plan that represents how and when the project will deliver the products, services, and results defined in the project scope and serves as a tool for communication, managing stakeholders’ expectations, and as a basis for performance reporting.” For larger projects in my workplace we do develop and follow a project schedule but this often falls by the wayside for smaller projects, especially when the project has significant time constraints. I think it’s important to strike a balance between planning and doing but many of the smaller projects in my workplace don’t follow any kind of structured plan or schedule which can make it difficult to manage risks, maintain stakeholder engagement and deliver the project within the agreed timeframe. Many of out projects are managed on an ad hoc basis which can make it difficult to maintain momentum for the project. 
Kanban project management is another popular project management methodology that puts a focus on visualising the project and the upcoming tasks. The utilisation of visual tools allows the Kanban process to be collaborative whereby all team members have involvement in the process. Splitting the project into stages makes the project more accessible by spreading out the workload. The visual element of Kanban combined with simplified task allocation enables a workflow that everyone can see, contributing to team accountability. Nordborg, N. (2015) describes Kanban in the following way “It gives up-to-date information about what is in progress and how work is flowing through the process. This leads to insights of areas to improve, such as eliminating bottlenecks and streamlining processes in general.” Utilising the Kanban process during project scheduling and monitoring particularly appeals to me because of its visual nature. I believe it would empower our staff to self-organise their tasks and prioritise work in order to make efficiencies. 

In my workplace, staff are encouraged to keep a risk and issues register which should be updated and reviewed throughout all project phases. Risk reviews should establish if the likelihood and/or impact rating of risks have changed, an action needs to be updated or added, a risk is no longer applicable or a new risk needs to be added to the register. Association for Project Management (2021) states that “Effective risk analysis and contingency planning will see planned time and/or contingency used. Unused contingency is most likely caused by overestimation, luck or the efficient management of risk. Insufficient contingency is most likely caused by optimistic estimation, bad luck or inefficient management of risk.” In my time working for the authority, I haven’t seen a risk register being used in practice. As noted earlier, many of our projects are managed on an ad hoc basis so I think it’s quite likely that, where projects have been delivered on time, we’ve been fortunate with good luck and projects that haven’t been delivered on time are likely to be the result of poor risk management. Moving forward I’d like to see a more structured approach to risk management in my workplace. 
Issue management is also important. The project manager is responsible for making sure that even small issues are dealt with and do not disappear from view without a conscious decision being made about what should happen to them. Again, issues are not currently being documented in my workplace projects which I think would be so beneficial for developing project experience and lessons learned.
Change is an inevitable part of managing and delivering projects, from relatively minor changes through to major changes that will affect the project scope, deliverables or objectives. Change can occur because the environment or organisational need has changed, or because of issues that have arisen during the project. When change does occur the project manager should consider it in the context of time, cost and quality. Some change can be looked upon positively, where the project is delivered early, there is a cost saving or the deliverable or output is of a higher quality. Project Management Institute (2022) highlights the importance of building change ready teams, “When you engage teams and let them contribute toward the change process, they feel involved and can own the process from the beginning.” Change management in my own workplace can sometimes be met with resistance so I support the idea of engaging with project teams to clearly communicate change and involving staff in the change management process. This is further supported by Project Management Institute (2022) “Information is power, and when teams are empowered with all the information regarding the impending change then they feel empowered to accept and even drive the process.”

One of the main features of a project is that it is finite. If a project loses this it becomes operational or a business as usual activity. The end of a project occurs when delivery of the project outputs or objectives have been achieved. At the end of a project there is a need to conclude any loose ends, review the experience and capture successes and lessons learnt. This stage doesn’t need to be time consuming but it is just as important as all other project stages. By the end of this stage the project should be complete and handed over everyday operation. The project board will have confirmed that the project has come to an end and the project will have been reviewed to capture the benefits, lessons and other relevant experiences. In my workplace, project closure isn’t very well managed and project resources are often required to continue supporting everyday operation and further changes beyond project completion. This is something I would really like to improve upon in my own work practice as this is currently having a negative impact on my capacity to work on other projects and my available time. Before project closure, the project manager must confirm that the expected results of the project have been achieved. Verifying user acceptance of the project outcomes removes the possibility for further requests for change or operational support. Managing Successful Projects with PRINCE2 (2017, p. 262) recommends the following for planned project closure, “Update the project plan with actuals from the final management stage. Confirm that the project has delivered what is defined in the project product description, and that the acceptance criteria have been met. Seek approval to give notice to corporate, programme management or the customer that resources can be (or are about to be) released.” Moving forward, I’d like to start implementing these actions as I believe it will alleviate some of the issues we have with project closure, highlighted above.  

Making my workplace efficient and successful is a crucial part of my role. By opting for the right project management process I can deliver Digital Transformation projects that improve the way in which the Authority delivers its services to members of the public. After reviewing a number of project management processes used in industry, I don’t think there’s a specific process that can be utilised to suit all of the Authorities’ projects. Despite this, reviewing and evaluating each process has given me the opportunity to select the most suitable elements of each process. 
The project management toolkit currently utilised in my workplace is heavily influenced by PRINCE2 and having evaluated the process myself, there are elements of the process I think could add real benefit in my workplace. In particular, developing a clear business case for the project during the project initiation stage. By having a business case in place, we justify the reasons for running the project and evaluate whether the project is viable. In my own workplace this would allow us to drive successful projects forward as well as put a stop to projects that aren’t viable or are unlikely to succeed. 
The Six Sigma methodology describes the challenges industries have with limited resource and attempts to lessen these pressures by assigning ‘black belt’ individuals to projects that work only on project work and are not involved in everyday operational work. I think the Authority would see huge benefits if we adopted this approach, not only in allowing us to maintain drive and momentum on projects but allow us to develop a positive project management culture among staff. 
I believe adopting the iterative approach to managing and delivering work used in Agile project management would be well implemented within the management of Digital Transformation projects. Many of our projects involve the implementation of new software systems or applications which can be changeable and quickly evolving as with all technology. By adopting an iterative approach we could empower our development resources to explore new ways of working with greater opportunity for innovation. 
Allowing the project team to meet on a daily basis for a Scum meeting would further improve our efficiencies in project communication as well as increasing the opportunities for idea development, risk analysis and problem discussion and resolution. I think this approach would also allow us to reduce the number of lengthy project meetings and therefore freeing up more time for our resource to deliver project objectives.  
As mentioned, the Kanban approach also appeals to me as a method for project scheduling and risk management. It further encourages clear communication and collaboration which I think is so crucial for successful project management. 
In my elevation I’ve been able to identify project close as an integral part of the project management process. Not only is this outlined in the PRINCE2 methodology but many other project management processes which only further supports the importance of this stage.  
The right combination of elements from different project management processes could allow for a robust process which utilises flexible, collaborative and easy to use management tools that support every stage of the project management process. By combining these project management methodologies, I believe I’ve been able to identify those that meet the needs of my workplace that can be adjusted and scaled to suit a variety of different projects across Digital Transformation but also the Authority as a whole. 
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