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Discuss and critically evaluate project management processes and assess the suitability in the context of the workplace.
Introduction
The following paper will be discussing and critically evaluating a number of different project management processes, considering the suitability for the context within the Education Department of a Welsh local authority. The discussion will consider research and methodologies such as the principles of PRINCE2 (Bentley, 2002), The Project Management Book of Knowledge (PMBOK) guide (Project Management Institute PMI, 2013), as well as agile approaches to project management. 
The Project Management Institute (2013:47) defines project management processes as the processes needed to ‘ensure the effective flow of the project throughout its life cycle’ and conveys that applying effective project management processes can enhance the chances of project success. The Project Management Body of Knowledge (PMBoK Guide) (2013) categorises project management processes into five groups: Initiating process group, Planning process group, Executing process group, Monitoring and Controlling process group and the Closing process group. Each process group encompasses and outlines activities, tools, and sub-processes that are needed to support the overall project management process. Wysocki (2014) argues that the five processes promoted within the PMBoK guide are a traditional method of project management processes and can be used as the ‘building blocks’ for traditional as well as more contemporary or complex projects. Contrastingly, Joslin and Muller (2015) state that the processes within the PMBoK are not a methodology at all, but a collation of best practise and suggestions. This paper will however be considering similar and comparative methods of project management to assess which is most suitable for the context of the Education Department’s project work. 
For the purposes of this discussion it is important to consider the definitions of ‘project management’, what a ‘project’ is and what ‘project success’ looks like. 
Young (2013:15) defines a project as a ‘temporary endeavour to achieve some specific objective in a defined time’. Similarly, The Project Management Institute (2013: 3) defines a project as a ‘temporary endeavour undertaken to create a unique product, service or result.’ Whereas, Watson (2002) defines a project as a process undertaken to achieve a clear objective and bring about change. Watson (2002) emphasizes the need for ‘bringing about change’ when defining projects to ensure that projects are not confused with routine or standardised processes. 
Project management is defined by Young (2013) as a dynamic process undertaken in a structured manner, utilising appropriate resources to achieve strategic needs and objectives. Whereas, the Project Management Institute (2013:5) define project management as ‘the application of knowledge, skills, tools and techniques to protect activities to meet the project requirements.’ Reiss (2007) conveys that project management is a combination of management and planning, whereas, Lock (2008) suggests that project management roles have evolved to include the planning, co-ordination, and control of diverse and complex modern-day projects. Association for Project Management (APM) (2020), suggest that an effectively managed project plan will result in the disparity between advancement and regress when undertaking a project. Effective and successful project management establishes strategic alignment, as well as ensuring clear focus, goals, and quality control. Efficient project management ensures that the strategic goals of a business are reflected and facilitated within the project objectives (APM, 2020). Similarly, The PMI (2013) highlights that companies who invest time and money into project management processes and expertise have greater productivities, increased stakeholder satisfaction and greater competitive advantage. Ultimately, project management is a method to control spending, ensure consistency and improve project outcomes. Although definitions of project management differ, common research literature highlights the need for effective project management processes to ensure the smooth progression of a project. 
[bookmark: _Hlk48209903]Yet, Shenhar and Dvir (2007) would argue that many projects that have followed the necessary processes and been managed by experienced project officers have failed; and other projects that have not followed the traditional project management processes and rules have been deemed successful over time. Likewise, Pace (2019) conveys that despite an abundance of resources available, projects often run over schedule and over budget. Due to this, Pace (2019) suggests that understanding and identifying project success factors are critical, in which more research is needed to better understand the relationship between project management elements and project success. 
However, attempting to define project success is difficult and often subjective due to the high number of processes and stakeholders often involved within a project. Shenhar and Dvir (2007) emphasise that the traditional methods of measuring project success being completing a project within time, budget and according to the specification has evolved; success must correlate to a company’s overall vision and success. Yet, Atkinson (1991) argues that although the definitions of successful project management differ, the criteria for success must still include time, cost and quality. Joslin and Muller (2015: 1379) identify five project success criteria that need to be met in order to label a project successful: ‘project efficiency, organisational benefits, project impact, stakeholder satisfaction and future potential.’ Joslin and Muller (2015) also highlight that a distinction should be made between ‘project success’ which considers aspects such as the project objectives and output; and ‘project management success’ which considers aspects such as cost, time and quality. Likewise, Young (2015) suggests that the perception of success depends on who is measuring it, such as the customer, the sponsor, or the manager. Nonetheless, Shenhar and Dvir (2007) highlight that despite the need for it, there is still no universal method of how to assess and measure project success. 
Workplace Context
I am currently employed as a graduate trainee research officer within the Education Department of a Welsh local authority, based within the Modernising Education Programme (MEP) team. My main responsibilities include undertaking policy research and analysis to support existing projects as well as proposals for new bodies of work, developing research findings to identify and recommend best practices and to contribute to the delivery of the team’s service. The main responsibility of the MEP service is to manage, maintain and prioritise investment funding for enhancing and modernising Primary, Secondary and Special Needs provision within the authority. 
The MEP service is responsible for managing school construction projects, such as new school developments or refurbishments and expansions of existing school buildings. As well as this, the MEP service is responsible for managing school reorganisation proposals; these are required when a school wishes to change any part of its provision, such as a change in age range, language provision or a federation between schools. Both types of project undertaken by the MEP team require project officers to follow robust government guidelines and legislation. Project officers are required to plan and manage school development projects by creating consultation documents and completing full business cases. Project officers are also required to attend monthly project delivery board meetings to update the rest of the team and any other officers involved. Decisions discussed in project delivery board meetings are then taken to programme board who carry the overall responsibility, management, and decision-making process of a project. 
Project officers within the authority including the MEP team are required to implement the principles of the PRINCE2 method of project management. However, project officers are not required to undertake any formal PRINCE2 training to complete projects. Nevertheless, project officers are competent and experienced officers who have undertaken a number of different projects and the lack of training does not appear to disadvantage the work of the project officers. Research by Reiss (2007) supports this by arguing that formal training does not have a significant impact on the outcomes of a project or improve a project officers competency in managing a project; training will only increase an officers knowledge in the methodologies used within the PRINCE2 method. 
Traditional vs Agile
Pace (2019: 57) explains that ‘there is no single, generic project management methodology that is universally applicable.’ Project management methodologies were developed to improve project effectiveness and success, and support project managers in achieving success (Joslin and Muller, 2015).  It is important to note here that the Project Management Body of Knowledge (PMBoK) is not a methodology, however a body of knowledge that collates best practise (Joslin and Muller, 2015). The PMBok (PMI, 2013: 546) describes project management methodologies as ‘a system of practices, techniques, and procedures, and rules.’ Pace (2019) defines project management methodologies as different tools and techniques collated together to deliver project objectives, with the aim of project success. Likewise, Joslin and Muller (2015) describe methodologies as a sum of methods, tools and techniques used by the project team to efficiently deliver the project objectives. Project management methodologies vary greatly between organisations with some regarded as inappropriate or inadequate for particular types of project (Joslin and muller, 2015). Wysocki (2014) conveys that a one size does not fit all when considering project management methodologies, suggesting that better results can be obtained by project managers who tailor procedures and resources to suit the organisation or specific project they are working on. I agree with this advice, as projects undertaken within the education department of a local authority are vast and varied. I undertake research for projects that range from full school builds, involving a number of different stakeholders and processes that are quite complex; to small ‘in-house’ projects to improve ways of working that do not require a complex project management methodology. 
Traditional methods of project management are sometimes referred to as the ‘waterfall approach’ as each stage progresses to the next, with no backward progress (Pace, 2019). Laufer et. al. (2015) suggests that the compartmentalization of stages, results in effective planning and progression. Laufer et al (2015) also advises that emphasizing the planning stage will increase the chance of success; if more time and effort is put into the planning stage, there should be limited reasons to go back. However, more modern, or agile approaches to project management would argue the need to go back to previous stages if required, in order to manage change, adapt accordingly, or maintain stakeholder satisfaction (Pace, 2019).  Laufer et al (2015) suggests that traditional methods can be advantageous as quality can be maintained with errors more likely to be detected in the early stages and resolved before progressing forward. Likewise, Pace (2019) conveys that traditional methods are familiar, easy to use and easy to follow. Critique of traditional methods argue that the rigid structure does not best manage complexity. When projects are overly complex, a degree of flexibility and adaptability are needed (Pace, 2019). Stettina and Hortz (2015) agree, portraying that strict linear methods can lead to wasted work if changes are required. Similarly, Pace (2019) indicates the bureaucratic nature of traditional methods can lead to conflicts and tensions within a project management team. 
[bookmark: _Hlk52790125]Where traditional methods emphasise upfront planning, agile project management methods emphasize continuous planning, with value placed upon collaboration and responding to change (Nichols et al., 2015). Agile methodologies were originally developed as guidelines to support software development, but the principles can be contextualised to other types of project. Where traditional methods follow a linear progression, agile methods follow a series of iteration cycles, with each cycle encompassing some form of planning, designing, and testing (Pace, 2019). Effective teamwork, collaboration and communication are key to delivering a successful agile project (Pace, 2019). Correspondingly, Frank-Cervone (2014) emphasizes that communication is critical during each phase of a project to improve project success, regardless of which methodology is being used. Agile project management can reduce costs and increase speed of deliver, according to Stettina and Hortz (2015), however, users of traditional methods would also argue the same. Jackson (2012) highlights that agile methods work best for any project that contains an air of uncertainty or risk, as agile methods have the ability to adapt and address changes in requirements. 
Likewise, Stettina and Hortz (2015) discuss an advantage to agile methods being flexibility and embracing change, which traditional methods do not. Although Stettina and Hortz (2015) argue that traditional methods do not embrace change, the PMBoK (2013) acknowledges that changes can be requested at any time within a project and by any stakeholder. It is the responsibly of the project manager to have put appropriate change control procedures in place. The PMBoK (PMI, 2013:530) defines change control as ‘a process whereby modifications to documents, deliverables or baselines associated with the project are identified, documented, approved or rejected.’ Large MEP projects require robust change control procedures due to the complexity and high number of stakeholders involved. Change requests are documented and discussed within project delivery board and then taken to programme board for approval. Once a change request has been approved, the decision is communicated to project delivery board and all relevant stakeholders, with revised costs, schedules and resources communicated and updated accordingly (PMI,2013). 
Nonetheless, Laufer et al (2015) suggests a combination of traditional and agile approaches to project management, to allow for smooth progression and flexibility in order to effectively manage complex projects. I agree with the idea of a combination or hybrid approach to project management, particularly within an education department work place. Traditional processes and stages are easy to follow and can set the basis for a project lifecycle (Langley, 2006). However, I believe a project still has to be open to flexibility and the possibility of iterations of processes; as outcomes cannot be entirely predicated within the planning phase when a project relies on a large number of dependencies. Similarly, Fitsilis (2008) argues that although agile methods are popular, they are not complete project management methodologies as a number of processes are not explicitly explained or missing completely. This further suggest that traditional methods should be used as the building blocks to develop project management lifecycles, with the principles of agile methods embedded within, such as the focus on collaboration, reflection and embracing change (Nichols et al., 2015). 
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Image 1: Agile Methodology (Initio, 2020). 
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Image 2: Traditional Methodology (Pathak, 2020).
Regardless of which methodology a project manager chooses to follow, each phase or process are deliberately sequential and interdependent, used within a logical manner (Young, 2013). However, Young (2013) argues that the building blocks for a project management process are never as simple as they may seem, and a significant amount of reiteration and adaptability is often needed throughout a project life cycle. 
Project Management Processes Applicable to the Workplace. 
This section of the discussion will critically evaluate an example of a traditional project management methodology; examples of traditional methods include six sigma, linear and PRINCE2. However, as Carmarthenshire County Council promotes the use of PRINCE2 I shall be exploring the principles and processes used within PRINCE2. I will also be analysing an example of an agile methodology such as SCRUM to evaluate which is best suited to the Education Department work place. 
The PMBoK guide (2013) uses five project management process, starting with the initiation phase. The PRINCE2 approach (Bentley, 2002) is similar, based upon the PMBoK, however it uses seven process categories with an eighth repeatable process (planning), starting with the ‘starting up a project’ process. 
	
	PRINCE2 (Bentley, 2002)

	1. 
	Starting up a project

	2. 
	Directing a project

	3. 
	Initiating a project

	4. 
	Controlling a stage

	5. 
	Managing project delivery

	6. 
	Managing stage boundaries

	7. 
	Closing a project

	8. 
	(planning) 



On the other hand, the Scrum method involves breaking the proposed project down in to small manageable chunks which are prioritised and tackled in ‘sprints’, the product is reviewed at the end of each sprint which can either result in another sprint or a final product (Scrum.org, 2020). As the Scrum method is a form of agile project management it focuses on customer value, embraces change and collaboration, and aims to continuously learn (Fitsilis, 2008). Frank-Cervone (2011) highlights that the Scrum method is most suitable for digital library projects that involve rapidly evolving environments using digital systems and software. Scrum allows project management teams to adapt quickly and reflect continuously. Mircea (2019) identifies Scrum as one of the most popular agile methodologies. The Scrum method is based on five values: courage, focus, commitment, respect, and openness (Mircea, 2019), which I believe are useful qualities for all types of project, including projects that follow traditional methods. Scrum teams are small and self-organised with cross-functioning responsibilities. Teams must release a product during each iteration or fixed period, which is usually two to four weeks (Mircea, 2019). However, as the education department does not release digital software or have the pressures of releasing products before competitors during a fixed time frame, the Scrum method is not applicable to my workplace. However, the core values underpinning the Scrum method are applicable to the workplace, as the local authorities core values which include encouraging team work, focusing on the customer, listening to stakeholders, striving for excellence and acting with integrity (Carmarthenshire, 2018), coincide with the Scrum values. 
Likewise to the Scrum method, PRINCE2 is based upon seven mandatory principles including business justification, learning from experience, having defined roles and responsibilities, managing by stages, managing by exception, having a focus on products and tailoring stages to the environment (Vanickova, 2017., Bentley, 2010). PRINCE2 also claim to be applicable to any project or organisation as it is versatile and can adapt to the size and scope of a business (Bentley, 2010). This concept is favourable to the education department as the department is large and undertakes a number of different projects ranging from small and simple to large and complex. Although projects within the education department differ, Reiss (2007) argues that having a consistent approach to project management processes and documentation is important. Having a continuous project management approach in place ensures consistency, reliability and stability which is an essential aspect of the education department. 
By managing through stages, PRINCE2 allows the project to have regular evaluative approvals before proceeding to the next stage (Bentley, 2010). This allows the project to be segmented into manageable chucks, similar to the ideas of agile methodologies.  Therefore, the PRINCE2 method divides the project into stages in which the project manager plans only for the next stage with project board maintaining control and only approving one stage at a time. This allows senior management to review and keep up to date with progress made and then decide whether to authorise the next stage (Bentley, 2010). This concept is used extensively within MEP projects and therefore very applicable as it aligns with the Welsh Government’s (2018) School Organisation Code. The MEP team follow three stages that require authorisation including permission to consult, permission to notice and permission to implement, with the final stage requiring full county council approval. 
A key reason that the PRINCE2 methodology is advised within the authority and applicable to MEP projects is the emphasize on a valid business case. Bentley (2010) conveys that the business case should be the driving force of a project and include information on cost, changes, and impact. The business case should also align with the authority’s corporate strategy. Likewise, Vanickova (2017: 230) identifies that a project ‘must be based on a viable business case’ which must be verified during the ‘starting up a project’ stage as an outline business case. This justifies the expenditure, which is then developed into a full business case during the ‘initiating a project stage’ (Bentley, 2010). The development of a sound and valid business case at the outset of a project can reduce the risk of project failure, according to Bentley (2002). Creating an in-depth business case is particularly important to the MEP workplace as the development of new school buildings or refurbishments require funding from Welsh Government. A Full Business Case (FBC) needs to be created by the lead MEP officer and submitted to Welsh Government for approval. Bentley (2010: 125) advises that ‘no project should start without a valid business case’. This principle aligns with MEP project management as a project would not be able to start without funding from Welsh Government, and thus an appropriate FBC. Prior to an FBC being submitted to Welsh Government a cost benefit analysis has to be undertaken in order to include all considered options, as well as a risk and benefit analysis of each option. This ensures that the most effective and value optimising option has been chosen based upon research and evaluation. Correspondingly, Bentley (2010) advises that the business case should be reviewed regularly to assess benefits, risks, and impacts. 
Herman and Seigelaub (2009) emphasize that the business case should sit ‘at the heart’ of a project in order to increase the likelihood of project success. However, Herman and Seigelaub (2009) also identify that the development of a robust business case requires the project manager or executive to be more attentive to the organisations aims and objectives. This may therefore require a more experienced and highly trained project manager. Another limitation Bentley (2010) identifies is the time needed to create a business case, as they tend to be lengthy documents. Sufficient time must be allocated at the start of a project to ensure the business case is completed and submitted appropriately and to a high standard. However, this limitation does not apply to my workplace as the submission of an FBC is required and therefore a fundamental stage of our project management processes. 
A further justification for PRINCE2’s applicability in the work place is having a specific process for ‘directing a project’. This process is important as it ensures the overall management of a project is supervised by senior management or a project board (Vanickova, 2017). This allows the project manager to be responsible for the day to day running of the project and the project board to be the responsible committee who exercises overall control (Bentley, 2010) and approve key decisions. Responsibilities are delegated throughout the team with progress updates being communicated back to project board for decision making and ‘ad hoc’ direction on issues that may impact the project (Bentley, 2010). For example, a new school build requires collaboration between MEP officers, architects, finance officers, highways teams, community teams and school organisation teams within the authority, as well as communication with contractors and stakeholders. With a large number of colleagues involved communication is crucial. Having a project board to direct decisions and authorise next steps ensures the project runs smoothly with everyone involved maintaining consistency regarding project progress. 
Although PRINCE2 is effective in managing risk and controlling quality and change, the methodology however, does not focus on leadership or people management, according to Langley (2006). Whereas the PMBoK highlights that leadership skills are a crucial interpersonal skill that project managers require as ‘successful projects require strong leadership skills’ (PMI, 2013: 284). Effective leadership is needed through all stages of a project in order to communicate the vision and inspire team members (PMI, 2013). Likewise, Nokes and Kelly (2007) convey that active leadership is critical for managing successful projects in which the project manager creates an effort to know their team well. Whilst PRINCE2 doesn’t specifically elude to leadership within its methodology, appropriate and efficient management is referred to throughout the stages in particular ‘directing a project’, ‘controlling a stage’, managing project deliver’ and ‘managing stage boundaries’ (Bentley, 2010). Nonetheless, I feel that appropriate and motivating leadership skills are needed to manage a project within the MEP department, due to the stressful and complex nature of projects undertaken.   
Correspondingly, another reason why PRINCE2’s methodology is particularly relevant to the MEP workplace is it’s focus on project organisation. For any project, but in particular large and complex projects, ‘establishing an effective organisational structure for the project is crucial to it’s success’ (Bentley, 2002:129). PRINCE2’s philosophy suggest projects need appropriate direction, communication, control and management, using four layers (Bentley, 2002). The third layer being the responsibility of the project manager including monitoring and controlling the day to day planning of a project. The second layer being the responsibility of the project board who are able to authorise decisions the project manager cannot; and the third layer concerning the very top level of a corporation’s management, who coordinate all projects that contribute to the corporation’s vision. The fourth layer is only needed when the project is impacted by geography (Bentley, 2002). For MEP projects we follow a strict hierarchy of management roles that align with the School’s Organisation Code (Welsh Government, 2018) and the council’s hierarchy of authority. For example, proposed projects such as new school builds or school reorganisations require authorisation from departmental management (Project board), corporate management, scrutiny committee and executive board; with the final phase of a project (permission to implement) requiring authorisation from full county council, they very top level of management. This structure is followed to ensure every detail of a project is considered and consulted upon, with stakeholder views evaluated thoroughly and then communicated accordingly.  However, some would argue that following such a long and meticulous hierarchy of authorisation could have negative effects on a project, such as having to wait an extended amount of time for decisions to be authorised (Shenhar and Dvir, 2007). 
To summarise, although a number of different project management methodologies exist with corresponding processes and resources, PRINCE2 seems to be the most applicable to the education department workplace, due to its versatile nature. However, PRINCE2 does provide limitations such as timeline impacts and a lack of emphasize on leadership and collaboration. Therefore, elements of agile methods could be embedded within a PRINCE2 approach to result in a successful project management method. 
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