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Discuss and critically evaluate project management processes and assess the suitability in the context of the workplace.   

Introduction
Change is constant.  In an ever changing and ever-growing world of technology and innovation, now more than ever we are seeing organisations and individuals having to be vigilant and prepared to adapt quickly and effectively.  “Efforts to be efficient in the execution of organizational work lead to the concept of projects and project management” (Sokowski, 2015.)  To transform businesses into the best they can possibly be, some change and improvement is usually introduced, and implementing a project can usually effect that change (Parker and Craig, 2008, p.1).  A project is temporary, it is created for the purpose of delivering one or more business products (Office of Government Commerce, 2009, p.3) and is very unique, created to solve or improve a certain problem or area within an organisation.  A project has many characteristics that tell it apart from the usual day to day workings of an organisation.  As stated above, it is temporary so a good project will have a clear start and end to it.  It must be mentioned also that although a project is set in place to only better an organisation, it doesn’t come without risks and threats being such a unique and time investing piece of work.      
It is important to understand going forward, the different between project processes, being the specific practices carried out to execute a project by the manager and project management being the elements that are fulfilled by managers carrying out the project (Laufer, 2012, p.2).  Even though this piece of work will show understanding of a range of project management methods, the basics of carrying out a successful workplace project are similar.  All use a set of processes that help form and execute a project.  It’s difficult to explain in one what the project management process is, as it is made up of a few key elements which allow you to work through a project from beginning to end, from the initiation and planning to the monitoring and controlling.  Therefore, not all project management processes look the same, some may vary, and different stages or phases will be completed at different times all depending on what the project is setting out to achieve.
As well as the generic processes associated with Project Management, we also have very specific methodologies that have been created and used for more tailored projects.  Examples of these are Waterfall, Prince2, Agile and Six Sigma all of which I will discuss in my writing.  This piece of work will take us through the main processes associated with Project Management, whilst comparing and evaluating methodologies and how they use these processes.    

Methodologies 
A methodology is a set of guiding principles and practices that can be modified and used towards a specific or tailored project.  An exact methodology may have a more precise approach to managing a project, using certain tools to enhance and execute a project.  Through clear training, definitions, tasks and tracking, a methodology can be chosen by the project leader.  Interestingly it has been said that, “guides from professional associations must be part of a holistic organisational project management system, not a standalone resource” (Ajam, 2018, p. 27.)  This is suggesting that a good organisation should have some sort of project management system set up whether it be a very simple one, but something of a basis that anyone can base any project upon before looking more specifically at the deliverables.  Just using a specific methodology won’t necessarily create a successful project.  
The point of selecting a project management methodology is to maximise the use of resources and time.  But is one methodology better than the other or is it possible that understanding and using elements from different ones is useful?  Some believe that there is “no single, generic project management methodology that is universally applicable, across all projects or all sectors” (Pace, 2018) so you would need to be selecting one that was very tailored to your project, where-as others suggest that combining elements from methodologies is the appropriate way forward as no project follows a predictable path, a manager and team must adapt and adjust in the correct circumstances even if that mean’s adjusting the original methodology (Makar, 2017).  
We can’t either assume that all organisations have the options or selection of project management methodologies when undertaking a work-based project.  With that in mind, a book based on the best practices and advances in Project Management believes that a small or medium sized organisation that doesn’t have these options may constrain their management system and instead of carrying out a well-structured project, results will fall accidently, allowing no room or time at all for accurate documentation of measure project success (Ajam, 2018, p. 26.) 


Implementing Project Management into an Organisation 
An organisation small or large will have certain values and ethos’ they adhere by, and factors such as vision, mission and objectives will also influence the outcome of a project within that workplace.  When taking on project management in the workplace, as a project manager, implementing that can be quite the task.  Factors that play a large role in the execution of a project are “a project manager’s leadership qualities, communication skill, and ability to see and live an organisation’s values” (Sokowski, 2015, p.8.)  It is crucial to have full commitment from the top throughout – full investment is also key to a successful project.  But what exactly is the role of a project manager within project management?  In a nutshell, managing a project consists of managing resources to meet certain planned objectives (Parker and Craig, 2008, p.1).  It is the responsibility of that individual to organise and control the project, taking the lead in overseeing all aspects of the work from delegation, timescales, and costs.  To implement a project, an appropriate team is assembled by the project manager.  As mentioned previously, a project is temporary not business as usual, so “as different from an operational phase where employees work on a consistent / homogeneous environment for long time, and there is a natural learning process of the job and cross dependencies,” this team will be chosen specifically to enable the success of the project and assuring deliverables are met (UK Essays, 2018.) 
It may not be just the individuals that work within the main team that are involved in a project. “Those groups and individuals that can affect or be effected by their actions – that is, stakeholders” (Freeman et al. 2010, p. 9.)  That, in terms of project management means that a stakeholder is anyone that effects or is being affected by any of the work that will be undergone before, during and after a project is done.  As a project manager you must identify the key people that will be involved in the project whether that be throughout or for certain elements.  You can then use all that information to build the support needed around you to carry out your project.  Using theories from Mendelow’s Matrix can be very useful for this part of a project.  He created this tool, a matrix, to analyse not only stakeholders themselves, but their attitudes and levels of interests in the work.  Using such a tool will allow for managers to consider what the matrix will need to look like for the project to succeed, and plotting the stakeholders on the matrix showing high/low interest level and high/low power level allows room to develop or change any of the initiatives in the plans, and where that stakeholder sits in the project (Norton, 2009. p.36.)



Project Management Processes
Phases and Stages
When looking at the mentioned various methodologies, it’s evident that majority follow some sort of ‘stage’ mentality.  Without any structure there would be no clearly defined project, but all vary in the way they use these stages and to what extent.  By thinking in terms of phases or stages, you can ensure that the deliverables produced at the end of each phase meet their purpose, and that project team members (or sub-teams) are properly prepared for the next phase (Mind Tools, 2020).  This can’t be said for all the project management methodologies.  If we take the Waterfall methodology, that is the traditional method for project management also the simplest, following a sequential system (Rasch, 2019, p.4).  It may use certain stages to plan the project but there is no stopping in-between stages to evaluate or check what has already been done, that will come at the end of the whole project, so as good as having a linear structure is, it comes with its disadvantages.  In comparison, if using the Agile method, an evaluation will be carried out after every phase or module to make sure everything is as it should be and if there is anything that needs to be amended or changed it can be done there and then.  Research claims that adaptation of the plan to the realities along the way, is how an organisation can really avoid waste and infrequently used deliverables.  Originating in the world of Information Technology, the Agile method was developed in 2001 and focuses on time, money and its people and how to use these resources carefully whilst eliminating waste.  This is done through “continuous decision making, continuous testing and continuous integration of phases” (Rasch, 2019, p.13).  
The generic project management processes include Initiation, Planning and Design, Execution, Monitoring and Controlling and Closing.  Projects are delivered in stages and it can be said that the key project management processes run through all these stages/phases, it just may be that certain approaches in varied environments and organisations will put emphasis on certain and different elements.  If using the Prince2 method for a project, you’ll find that it is a process-based approach meaning that it groups its core elements into seven processes, and these are what will guide you through a certain project.  Dating back to the 1980’s, Prince2 method was formalised by the UK Government and it can be said that this methodology is one of the largest and most universal due to its processes, being applicable regardless of the scale or type of project (Office of Government Commerce, 2009, p.4).  Prince2 recommends preparing a high-level plan right at the beginning, diving the workload into stages like above, and using a similar detailed plan for each stage, therefore ensuring each is done efficiently.  This is called management by stages.  Once a stage has been completed then it can be assessed against the business plans and the team will decide if the work can proceed on to the next stage.  Whereby the Waterfall method would create a plan for the whole project, Prince2 users may disagree, believing that time can be wasted planning too far in advance.  It must be done sensibly and manageable, for example planning a team’s workload a year in advance is almost certainly going to be inaccurate by the time that comes.  Such structure and concise planning would be suitable for a whole host of industries and sectors, especially engineering.  Prince2 could be recommended for these such projects, as many engineering firms would emphasise the importance of step-by step working (The Knowledge Academy, 2020).  

Initiation
The first step in any project management work - the initiation process is there to find out exactly what the project needs to do and how to do it.  The initiating process determines the nature and scope of the project.  Project Scope Management is one of the largest project management knowledge areas.  Simply put, scope will demonstrate to all members of the team, what exactly the project will entail, what it sets out the achieve just as much showing what the project will not do.  It’s important to know there is a slight difference between ‘scope management’ and ‘scope definition.’  Management relating to what is included and needed to carry out the project, definition relating to the documentation of all the features and work needed to accomplish that.  According to Moustafaev, the Work Breakdown Structure is the last outcome of the project scope definition phase.  It is vital that everyone involved in the carrying out of the project understands what the project is trying to do and the exact outcomes necessary (Moustafaev, 2015, p. 13-14).   
Ironically in traditional project management, any changes to the scope is usually seen as a threat to the project and change overall is seen as daunting.  Users of the Agile method believe that change should be expected and the way they initiate their project means that “if and when the scope changes we have invested a minimal amount of energy in specifying out the bit that is no longer needed” (Thomas, 2008).  Similarly, aspects of the Six Sigma methodology would co-inside with this, as this method is used predominantly for change and improvement projects.  As with the other methods, scoping while using Six Sigma is essential.  A popular tool is an ’18 Word Problem Statement’ – as it keeps to a specific title for the whole team to adhere by, including only the vital and essential information needed.  


Planning
When using a traditional approach such as Waterfall, its linear structure is considered a popular and strong way of working due to its structure.  It may be recommended that the Waterfall method is “best applied in projects that are related to a physical result.  For example, multi-story house construction” because of the order of tasks and the way they are finished before the next begins (Rasch, 2019, p.5).  When it comes to the planning, it simply means refining the main objectives and deliverables, setting people to tasks, forecasting any potential risks and communicating everything efficiently.  When working on a project specifically using the Prince 2 methodology, certain characteristics would be present throughout the project as it uses a high level ‘plans theme’ strategy.  This can include a ‘project plan’ so the plan created at the start of a project, ‘stage plans’ which are detailed plans prepared for each stage before commencing, and ‘team plans’ which are optional but good for even more detailed planning, more so than the ‘stage plans’ by managing each of the deliverables.  A stage should not be started unless a detailed plan for it is ready and been approved.  This strict way or working, assures that all elements are executed efficiently.  For this reason, Prince2 is recommended and commonly used for private sector companies as well as the Home Office and Central Government.  Pressures to meet such specific targets are extremely high within these organisations, and it’s believed that the “tailorable applicability of PRINCE2” can meet them (The Knowledge Academy, 2020).  Even though, others would argue this method’s generic design, is applicable to all, meaning that the “specific intrinsic activities are not described for an industry or type of project” – it can be tailored accordingly (Hedeman and Heemst and Fredriksz, 2009, p.11).  

When using the Six Sigma methodology for project management, the planning is just as crucial, but somewhat varied to possible others as discussed.  Six Sigma’s evolution began in the 1970’s when a Japanese firm took over the Motorola factory in America.  They realised the quality of their goods was awful and embarked on making drastic changes and started taking quality seriously (Bubevski, 2018, p.29).  Six Sigma uses the DMAIC structure and process in its work, this standing for ‘Define, Measure, Analyse, Improve, Control.’  The Define stage in theory is the planning but combines the initiation and planning parts seen in a generic project management method.  A process can look different depending on who you are, from what angle you are looking at the project and what your interest is, so high level process mapping is used regularly alongside the Sigma method.  This is where you clearly define a problem that needs solving and allows you to gain a good starting point to begin your improvement and project work.  Unknown to many, Six Sigma can be recommended and used within the finance sector.  With the vast amount of processing banks need to do weekly, this method allows a consistent yet fast approach to implementing a project or improvement, by eliminating unnecessary tasks and making what is already a high-level process more efficient (The Knowledge Academy, 2020).  Project managers using the DMAIC approach may also use the SIPOC model to help scope the project.  This allows you to understand the ‘Process’ ‘Outcomes’ and ‘Customers’ as well as the ‘Process’ ‘Inputs and ‘Suppliers.’ (AcademiWales)  It seems many people and managers believe that planning should come before the physical work has begun, and traditionally that is the case.  One of the largest differences between more traditional approaches and Agile, is that Agile will create a high-level plan to ensure the estimation and planning at that point in the project.  Some would argue that planning everything prior to the commencement of the project requires too much guesswork and estimations (Turner, 2019, p.20).   
One thing that is certain and necessary for all projects and mangers to implement into any work-based project is clear communication.  This counters Conway’s Law which suggests that poor channels of communication may be reflected in the structure of the final product or deliverable.  Developing this theory around the 1960’s, computer scientist Melvin Conway believed and tried to convey to organisations that “the design of any system is significantly affected by the communications structure of the organization that develops it” (Rouse, 2016).    Without effective communication methods, it will become very difficult for a project to be understood by everyone involved and executed successfully.  As a project manager, the previous processes would have allowed time to plan out the stages and deliverables of the project, so many also see it beneficial to do the same with communications, creating a structured communication plan.  Doing so can create clear expectations for stakeholders, showing them what needs to be done and when.  Most importantly it is an opportunity for everyone to produce feedback or update the team with any changes.  The methods used to communicate well can vary and be used accordingly whether you’re working in a traditional approach or a more complex methodology.  Simple things such as regular meetings, discussion boards and surveys can all contribute to good communication levels and minimize uncertainties within the project (LaPrad, 2018).    
Another factor all must consider when carrying out a project is the potential risks that may come from it.  As mentioned previously, a project includes such a unique set of objectives, budgets and timescales that it must be treated with caution, and the best way to deal with any of these issues is to carry out a risk assessment.  A risk can be considered as a threat, damage, injury, loss, or any other negative occurrence, that being from internal or external issues.  In the context of a project it’s the objectives that could be at risk.  The usual connotations that come from risks is usually negative, but it must be considered too that a risk can be a probability of gain too and looking at risks can have a positive effect (Vojo, 2018, p.8).  Risk management therefore is the identification, quantification, response and controlling of these negative aspects, and those elements would create the basis for risk management in a traditional project method.  The positive impact of managing the risks like so is that risks can be identified early on before any large amount of work has been done and all involved are aware.  Some would argue there are also negative implications to this, such as the management of risks not being specific enough, and it being carried out by a small time at the beginning doesn’t leave room or time for any to be done throughout the project even if there are any changes and demand for it (Smith, 2020).  In comparison, a project that has adopted the Agile approach may look to identify and address risks throughout the project instead of right at the beginning, therefore only projecting small parts instead of trying to envision the risks of the whole project cycle (Smith, 2020).  The Prince2 approach to risk is based on a number of other principles, and it’s been said that “in the Prince2 method, risk management constitutes an integral part of all the processes to be implemented” (Hedeman and Heemst and Fredriksz, 2009, p.7).  Managers using the Prince2 method may develop a risk management strategy after reviewing the context of the organisation and the project (Office of Government Commerce, 2009, p.77).  Similarly, Six Sigma and risk assessments go hand in hand, and if using this method for a project, it advises very thorough work, using a risk matrix to conclude the biggest risks.  A tool such as ‘Failure Mode and Effects Analysis’ is used within Six Sigma, where risks are listed and scored for their severity (Young, 2020).  

Execution
In a standard project approach, the execution phase simply is the ‘doing’ of the work planned out, therefore typically is the phase that uses majority of the resources and can take the longest.  It incorporates the processes needed to be involved to accomplish the project objectives.  By this stage, all plans should be finalized to the extent of the agreed method, if using one, as well as the team involved.  Just as much as a team’s approaches to work will now change becoming more hands-on and practical, a manger should be now be focusing on supervising these certain activities and tasks that are being undertaken to achieve the proposed end results (Peterman, 2016).  This phase is where you would see such the variety in work elements depending on the nature of the project as well as the method being used, but the approach to the phase will be the same, seeing physical work being contracted. 
A common element of this phase in many traditional approaches to project management is the use of testing and piloting to “identify and manage risk, validate the benefit and secure buy-in” (Stern, 2020. p.6).  Many believe that when referring to a project, it should be tested or piloted in some way to ensure success.  This is strongly emphasised in change and improvement projects, such as projects using Six Sigma method (Stern, 2020).  The traditional Waterfall method may use what is called a POC, a rather small test looking at a specific aspect of the work.  So specific that some argue it has too many disadvantages wasting time and resources having to get in experts to understand and manage the testing.  As an agile project may consist of smaller steps and parts, it’s said that they may test these smaller steps individually instead of trialling the whole work behind the project (Ahmed, 2012).  It is said that failure to test and correct things during a certain stage in an Agile run project “can take up to 24 times more effort and cost in the next” (Layton, et al, 2020). This is why the Agile approach would be highly recommended and is seen as useful for software companies.  The small teams and quick responses would be beneficial to something like operating system updates, work that is in fast demand within many organisations (Toggl Track, 2020).  To be able to monitor a project during this phase, the variety of project management processes seen across all methods need to be implemented as such things as cost, time, resources and quality will all be put to test in this phase.

Monitoring and Control
According to the International Organisation for Standardisation, control stands for the “comparison of actual performance with planned performance, analysing variances and taking appropriate corrective and preventive action as needed” (International Organisation for Institution, 2012).  When relating to traditional project management, the basis comes from the “time-cost-quality triangle” (Lester, 2007, p.2).  At the end of a project, even if it has been completed on time and within budget, if it has not met the quality or performance criteria then it is difficult to call it a success.  As well as the triangle, these elements are also important and vital to monitor – “Time, cost, quality, scope, risk and benefits” (Porta, 2018, p.43).  As we have found it other stages of project management, although methodologies may vary in their way of working, a lot of the variables are similar.  This as a stage in project management is where documentation is vital, as it is where the project leader will track and review the project’s process.  It may be that in some traditional approaches, the execution phase and controlling phase are fulfilled separately, where-by according to the OGC’s official Prince2 project book, this process is simply put in place to ensure attention is solely on the delivery of those execution stages, and if there is any movement away from the original plan, “the stage is monitored to avoid un-controlled change and loss of focus” (Office of Government Commerce, 2009, p.167).  In comparison, Agile and Six Sigma methods have a less restrictive view on change and see it as something quite casual.  It’s believed it can happen without documentation, review or even any approval (Layton, et al, 2020, p.29-30).  Unforeseen circumstances may mean that development may be required, so a project manager must be able to adapt and review certain processes to avoid failure of the project.  Certain tools may be used, depending on the nature of the project as well as if the project is using a specific method.  As Six Sigma is heavily based on implementing change or improving certain aspects in the workplace, a control chart may be used to assure the action has been well implemented.  Some experts even question whether Six Sigma is more of a quality-control tool than a project management method (Toggl Track, 2020).  Similar tools are used in majority of methods, including possibly KPI’s, Gantt charts or Milestone plans.  Many people would suggest that “the waterfall model is not a good framework to control the development process for products that have so much new content” so it can be said that this method should be used for existing work only, possibly manufacturing where a product has already been created.  (Toggl Track, 2020).

Closing 
In traditional project management, the closing phase would be the fifth and very last phase in the project life cycle.  A formal closing phase is necessary in all projects to ensure it is signed off correctly and the appropriate administration is carried out to close it down.  Most importantly it gives a proper chance to review and evaluate the project to determine whether it’s been successful or not.  The Prince2 method believes heavily in this, bringing a ‘learn from experience’ element to the work.  Before starting a project, this method questions, can lessons learned be applied from other work or projects?  It may be beneficial to record and act upon any previous work throughout the life of a project (Office of Government Commerce, 2009, p.11).  In any project, this phase will ensure the deliverables have been completed according to the plans depicted at the start (Lucid Chart, 2020).  With Six Sigma basing the method more so on performance and quality, to assure the continuity of measuring this success a Monitoring Plan can be created.  This can then also be used as a sort of response plan in case of any deterioration in the work that has just been implemented.  This would be in comparison to a more traditional approach, the Waterfall approach where a project has been created for one sole purpose and that will be closed once finished (Go Lean Six Sigma, (2020).  As some argue that Agile is more of a tool, in this instance at the end of a project using the Agile approach, different to the other methods where they are clear on closure, an Agile team will transfer the succession and findings to an operations team to carry forward the new processes or workings (Cosgrove and Hubbard, 2020).  If and where desired a Project Closure Form can be used which is useful to show the outcomes vs the original objectives and formally note the relevant dates, costs, sign offs and so on.  It’s suggested that this would be more useful in a large-scale project, possibly one using the Prince2 method. 

Conclusion
To begin, I think it’s clear and definite that any approach to carrying out a project whether that be using a specific methodology or not involves a great deal of planning and consideration of all the steps that will be necessary within that project.  Without any planning, whether it be as minimal as the Waterfall approach, or as detailed as the Prince2 way, it’s hard to imagine a project succeeding without it.  I think researching into these different methodologies and approaches can be beneficial in many ways.  Seeing what others have done, comparing your organisations and the types of projects to others can give some inspiration and tips before taking on a project.  This could be especially so if you are part of a very tailored project in a specific work force such as software development for example.  I also believe that the idea of choosing one specific method to follow throughout the whole project life cycle shouldn’t be portrayed as the only option.  It’s clear to see there are many things that can impact which methodology is the best choice ranging from costs, team size, flexibility, and stakeholders so some consideration should most definitely be put into it.  Through researching across these methodologies, I think good project management comes from understanding the true fundamentals of your organisation and its needs, and if that means taking elements from different approaches to meet those needs, then so be it.  It is up to the team and management to decide the best approach for them.  
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