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Discuss how you would plan and design a project management process for the workplace.

This essay will discuss how I would design a project within Carmarthenshire County Council using the Six Sigma. Through this essay I will go through the stages of Six Sigma process, explain what each step entails and explain what steps I would take during this stage. The stages of Six Sigma follow that DMAIC process, which stands for Define, Measure, Analyse, Improve, and Control (Kumar, 2023). Six Sigma is a project management methodology that is data driven to create the most valuable and effective improvements for businesses and organisations (Kumar, 2023). The main aim of this method is minimum error, maximum success (Kumar, 2023), hence why I feel this is a good method for the organisation I work for. As the council is a government organisation, it is important that the projects we undertake provide the most value with the least amount of error possible.
 The project I will be discussing, has the aim of improving the public opinion of the council. This project aims to increase the Average Index score of the statement “The council provides good quality services overall”. We can obtain this score by conducting an annual survey, asking businesses, residents, staff, and trade unions a set of opinion questions. This project will only focus on the business survey, as with limited resources, this cohort fit within the scope. 
The first stage is the “Define” phase (Antony, 2006), this phase sets the stage for the rest of the project (Antony, 2006). Identifying the problem that the project aims to improve. Defining the project in a clear and detailed way is critical (Antony, 2006), as it allows all stakeholders to clearly understand the nature of the problem we’re addressing (Raisinghani et al, 2005 and Antony, 2006).  In my organisation, when defining the problem, I would make sure to clearly define the issue at hand, as well as the root causes of this issue. Similarly, it will be important define what data we can collect to analyse the problem and what data we can use to track the progress of the project (Krishnan and Prasath, 2013). Within my organisation I would look at what internal data we hold in relation to the project topic and then find data through databases such as the Office of National Statistics. I would do this as it would allow me to understand a wider perspective of the issue and help define a realistic scope. 
Additionally, clearly defining the issue we will be working on will help us to understand the expectations of stakeholders, ensuring we have a customer centred approach (Murray-Webster and Dalcher, 2019). By understanding the issue, we will be able to identify the most valuable outcomes to the stakeholders and align this with the project goals (Hobbs, 2015 and Olander and Landin, 2008). Within the council we would address the public through consultations and speak with officers who will be directly impacted by this project, allowing us to identify their expectations. As a local authority the public have a vested interest in our outcomes, resulting in a large group of stakeholders. This could cause issues when it comes to identifying their expectations (Olander, 2007), creating difficulty in aligning our goals to expectations (Hobbs, 2015). Therefore, it will be important to identify a concentrated pool of stakeholders who have a particular interest in the outcome of the project (Elias, 2016). For this project the stakeholder would be the Economic Development department, business owners and councillors who are specifically involved with the issues that surround the project. 
Defining the scope is a key part of this phase, this is when we will discuss the boundaries of the project ensuring there is no scope creep and resources are allocated to the correct aspects of the project (Hobbs, 2015). This is crucial as it is when we will discuss what aspects of the problem will be included in the project and what aspects will not (Hobbs, 2015). This phase is a good chance to identify what resources are available, and what stage of the process they would be effective (Baguley, 2008:14). This stage of the process is when I would consult stakeholders to discuss the scope and resources. Not only will this provide a realistic scope, but it will also ensure that stakeholders have realistic expectations of the project (Baguley, 2008:14). It will be important for us to set clear objectives to have a clear targets that are measurable (Langabeer et al, 2009). At this point we will set SMART objectives, SMART stands for specific, measurable, achievable, relevant, and time-bound (Bjerke and Renger, 2017). By consulting with stakeholders to set these objectives, the project will gain a clear focus, which is key to the success of a project. 
During the defining phase, after the above has been addressed it will be important for us to develop a project charter to formalise the objectives, team members, and resources. I will allow for team-members and stakeholders alike to understand the expectations, boundaries, and goals of the project. As well as the project charter, it will be key for us to identify any potential risks that could occur during the process. Identifying these risks now will allows us to plan for potential challenges and put risk mitigation strategies in place. This aspect will be key to the project, as identifying the risks early on will help us reduce error throughout the project. Furthermore, at this stage it will be important for us to consider the budget and financial aspects of our project, noting potential benefits and expected spending (Murray-Webster and Dalcher, 2019). In order to provide all the information in a clear and concise way I would create a business case (Murray-Webster and Dalcher, 2019), which is a document that combines all the information discussed and agreed during the "define" phase. Allowing team-member and stakeholders to have a clear understanding of every aspect of the project so far (Hobbs, 2015)
[bookmark: _Hlk145339473][bookmark: _Hlk145334918][bookmark: _Hlk145341229][bookmark: _Hlk145341340]After completing the “define” phase I would move on to the “measure” phase. This phase is critical for baseline establishment, data analysis, defining key performance indicators (KPIs), and repeatability and reproducibility (Hessing, 2020). The baseline provides a measurement of the current process performance, providing a reference point for evaluating improvements (Hessing 2020). For this project, we will look at current survey results to set a baseline, as well as complaints from businesses, engagement with our website, and grant application. To set the best baseline for measurement and collect the best data to analyse improvement it will be important to consider how we will collect and analyse data (Krishnan and Prasath, 2013), collecting and analysing the right data will ensure that we are making decisions based on reliable information (Antony, 2006 and Raisinghani et al, 2005). During this phase of my project, discussions with the team about how to monitor and analyse this data to track improvement will begin (Krishnan and Prasath, 2013). This discussion will help us establish Key Performance indicators (Chakraborty and Chuan Tan, 2012). The Key Performance Indicators (KPIs), establish the data and trends that we will use to evaluate performance and improvement within the project (Chakraborty and Chuan Tan, 2012). 
Within the “measure” phase it will also be important to map the project process with tools such as flowcharts to enable all team members and stakeholders to understand the process direction (Krishnan and Prasath, 2013),). Similarly, when collection baseline data and setting KPIs it will be important for me to consider the repeatability and reproducibility of the measurement system, to ensure my results are reliable (Valles et al, 2009). Finally, before moving on the “Analyse” phase I will need to begin to think about the root cause analysis. During the current phase the data I collect will also need to enable us to analyse the root cause of the issue the project is addressing (Krishnan and Prasath, 2013).
The Next phase of the Six Sigma process is “Analyse”, this phase is critical to providing the analytical insights I will need to make informed decisions during the project (Krishnan and Prasath, 2013),). By identifying the root causes, which will allow my organisation to make meaningful and sustainable improvements to performance (Antony, 2006 and Raisinghani et al, 2005). Key aspects of the “analyse” phase include the identification of the root cause with the data identified during the “measure” phase, Confirmation of the hypothesis, risk assessment and mitigation, and feedback loop with the “measure” phase (Hobbs, 2015). It is important to remember that through every phase of six sigma there should be a customer centred approach (Olander, 2007).  Identifying the root cause is a step that follows on from the data collection in the previous phase, this step is key for being able to make effective improvements during the project process (Antony, 2006 and Raisinghani et al, 2005). Within my project, communication has been identified as a root cause. As a lack of communication has resulted in businesses not knowing the services we provide. I know this to be true as the scores and comments within the survey confirm this. Furthermore, the data collected previously and the tools identified to measure the progress will be built upon during this phase, to gain more meaningful insights into the factors that could contribute to variability during the project (Krishnan and Prasath, 2013). 
Another step in the “analyse” phase is the confirmation of the hypothesis, any assumptions made during the “measure” phase to do with data tools, reliability will be rigorously tested to make sure they validate assumptions about the root cause of the issue (Hessing, 2020). This is a key step as it will allow us to identify are error that is currently occurring and allow us to make changes. Furthermore, it will be important for me to categorise data into subsets of information (Hwang, 2006), this will allow me to decide what fits into the scope of the project as well as identify more detailed trends which may be overlook when analysing data as a whole (Hwang, 2006). For example, when look at data surrounding opinions, I will look at the data broken down by location of business or business sector. From here I can identify that one area has a different trend to others, which would have been overlooked in a whole dataset. This is a key element as it allows the project to have a level of detail which will aid in the achievement of the goals. Before finishing this phase, it is vital to conduct a risk assessment and implement solutions that will mitigate risks (Antony, 2006, Raisinghani et al, 2005 and Hobbs, 2015), this stage will allow us to identify many issues that can be avoided (Antony, 2006 and Raisinghani et al, 2005), and could potentially hinder the success of the project. In some cases, this phase identifies issues that lead to the revisitation of the “measure” phase, to gather more data or refine the problem (Hessing, 2020). 
The next stage is the “improve” phase, the phase in which the insights gained from previous phases are applied, leading to tangible improvements (Hobbs, 2015). The aim is to implement solutions that address the root cause (Hessing, 2020). During this phase we will identify and test potential solutions to the issue, conduct small scale-implementations, modify the process if needed, and monitor the impact of improvements (Krishnan and Prasath, 2013). Solutions for the root cause will be identified by using the data analysed in the previously (Hessing, 2020). Before these solutions are put into action on a large scale it will be important to test them at a smaller level to ensure they are producing the outcomes we desire (Hessing, 2020). Allowing us to identify any issues with the solution, or potentially identify a new solution, giving us the chance to rectify the process without having a large impact (Hessing, 2020 and LeMahieu and Nordstrum, 2017). In my organisation the solution would be implemented on a small control group. For example, I would only implement a potential solution to the Leisure and Tourism sector businesses in the county. Allowing any issues to be identified early. Once the smaller scale tests have been rigorously tested and show adequate improvements, I would identify the ways we intend to monitor the success of the large scale project (Krishnan and Prasath, 2013). This will then lead my project into the “control” phase. 
The ”control” phase is the final phase of the six-sigma process, and vital for sustaining the improvements made. This phase allows the process to continue operating efficiently (Hobbs, 2015 and Hessing, 2020). To ensure sustainability, I will need to establish Standard Operating Procedures (SOPs), implement Statistical Process Control (SPC) measures for the ongoing monitoring, and develop plans for unexpected events (Chakraborty and Chuan Tan, 2012 and Hessing, 2020). This phase of six sigma represents the closure stage of the project life cycle (Goh and Xie, 2003). The Statistical Process Control is crucial in identifying any deviations from the expected and desired performance levels, and the Standard Operating Procedures will establish how tasks are performed to meet these performance levels (Chakraborty and Chuan Tan, 2012 and Hessing, 2020). It is necessary to have these methods of control in place before completing the project, as they will allow the end user to get the most out of the project and will ensure the objectives of the project continue to be met.
Once these elements are completed, I will consider preventative measures to anticipate and prevent any potential problems from occurring once the project is handed over (Hobbs, 2015). This can be done by returning to the risk assessment and discussing with team-members ways in which we could stop any risks from occurring (Raisinghani et al, 2005). It will be important to communicate the processes and potential risks to the end user for the project to remain successful (Krishnan and Prasath, 2013). In my organisation this will take place in the form of a meeting between the project team and the Economic Development team. Once the project is handed over it will be important to conduct audits to ensure processes are followed according to the established standards and procedures (Krishnan and Prasath, 2013). This will help the project to maintain the intended outcomes and goals (Krishnan and Prasath, 2013). 
To conclude, when planning and designing a project within my workplace I would use six-sigma to ensure minimum error and maximum success. Furthermore, the six-sigma methodology would allow me to constantly assess and make decisions based on data, allowing for errors to be identified and mitigated as soon as possible. All this combined would help to provide the intended project outcomes with the most success.
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