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Abstract
“A project infers that diverse work activities are carried out for a finite period with one or more defined objectives (Turner and Muller, 2003)” (Moore, 2005). 

Richard Morreale (2009) says that successful project management is a combination of approximately 20% hard skills and 80% soft skills (Morreale, 2009), so if project management focuses on working with stakeholders, does this mean that soft skills now rate more highly than academic knowledge?

Thamhain (1999) conducted a study on project managers’ awareness of how to use PMTT “and found that project managers used only 28% of PMTT given in the study and more so they had only 50% basic knowledge about the use of those tools. (Zaman, 2014 ).

So how useful are project management tools and methodologies in achieving positive outcomes? 





1. Introduction

This report aims to provide a critical assessment of the usefulness of project management tools and techniques for managing a project. Projects are undertaken at all levels in organizations, and it is generally accepted that the adequate use of project management means, and methodology will provide results. 

The numerous problems that businesses and other organizations face daily necessitate the use of modern management methods and disciplines to function more efficiently and productively. The most well-known project management methodologies are suggested to be: “PMI, IPMA, APM, YUPMA, PRINCE 2, etc” (Berić, 2018).

This report will demonstrate a realistic awareness of the ability to plan the implementation of a project and consider the management of appropriate stakeholders and soft skills in relation to project management. 

The report is approached with an objective ontological position relying on facts and informed opinions of theorists in the field to achieve a balanced conclusion.

1.2 What is a Project?

The Project Management Institute, 2017 defines a project as a “temporary endeavour undertaken to create a unique product, service or result” (Project Management Institute, 2017). An example of this would be a current feasibility project in the Swansea area, mapping local produce in the area to shorten the supply chains in the rural areas of Swansea. This project clearly details what the project aims to do, how it aims to do it, and the time in which it will happen. (Welsh Government , 2022)

The Project Management Institute (2017) says that projects are undertaken to achieve goals by producing "deliverables” (outcomes and deliverables may be used interchangeably throughout this report with the same meaning).

 A deliverable is defined as “any one-of-a-kind and verifiable product, result, or capability to perform a service that is required to complete a process, phase, or project." Deliverables can be physical or intangible. (Project Management Institute, 2017). Using the above Swansea example, the deliverable would be viewed as the outcome of linking the producers/suppliers with the consumers and achieving the goal of shortening the supply chains in rural Swansea. (Welsh Government , 2022).

It is also worth noting that project-based workplaces are thought to be places of short-term transactions and contribution, which can be particularly difficult for individuals in charge of managing execution and performance. 
A classic example of seemingly the most established and largest project-based industry historically would have been the construction trade, with the brief of a temporary enterprise, to create defined structures, with the deliverable being the completed building. (Moore, 2005). Nowadays projects and project management seem to be frequently used to achieve outcome-focused deliverables, both physical and non-physical in all areas of enterprise and industry as a measurable and “common sense” approach to meeting objectives with an element of managed risk with regular review. 
“Projects today are a core business process for most organizations” (Maylor, 2001). Industries such as IT, management consultancy, product design, and manufacturing, are increasingly project-based.
1.3 Project Management and Manager

In the early 1990s, project management was considered a managerial tool that helped businesses to attain corporate objectives” (Zaman, 2014 ). Whereas Maylor (1999) defined project management as the process of planning, organizing, directing, and controlling activities in addition to monitoring what is usually the most expensive resource on the project – the people (Jena, 2017).
However, with the rapid expansion and globalization of business, project management is now concerned with a much broader range and level of complexity. It dissuades thinking about projects as a business process, instead, encouraging the focus to be on the technical or physical aspects of the work involved. 
Nonetheless, even in modern and competitive surroundings, implementation of project management is of utmost importance to deal effectively with the increasing challenges of more multifaceted projects, customer requirements, and risks, but the core intention of the project is still to obtain the business objectives whilst also managing and meeting the expectations of proactive stakeholders. 
An expansion in project management performance is closely linked to the expansion of knowledge in project management and the training of competent enterprise managers. 
On the other hand, it can also be argued that knowledge growth is in turn connected with procedures and methodologies planned in management practice (Berić, 2018), although this is not an argument supported by the author. There is literature that indicates that only 28% of project managers are regularly using project management tools and techniques, suggesting that they are not as useful as stated in theory, and furthermore, of that 28%, 50% only had basic knowledge about the tools (Maylor, 2001). Suggesting that the expansion in performance may not necessarily be linked to the training of project management methodologies and raises questions about the importance of soft skills in project management. 

2 Methodologies / Tools and Techniques

A definition of methodology can be a simple list of duties or something more sophisticated. The development team can establish their own technique or use one that has previously been developed (Lopes, 2013).

Literature suggests that the project management methodology for an efficient project represents a set of approaches and best practices and specific project management styles to achieve positive outcomes. (Berić, 2018).

Some of the most recognized methodologies in the world of project management include the following: 

a) PMI methodology
b) IPMA methodology
c) PRINCE2 methodology
d) YUPMA methodology
e) APM methodology
f) HBS methodology
g) Agile methodologies and others.

The list above is neither exclusive nor exhaustive. The theory and practice of project management propose and apply several approaches. These approaches are mainly suggested by national or international project management associations as well as by certain organizations and institutions (Jovanovic, 2017). 

The main goal is to decide which methodology could or should be applied to an identified project, with so many to select from, the most important thing is that the methodology chosen covers all the identified requirements of the new project to be met. It can be argued that methodologies are an essential tool in project management because they allow for the measurement of progress and task control.

It is reported that between 2002 and 2011 there was a significant increase in the use of project management approaches, it is further suggested that this may be associated with the idea that employing a project management approach could help eliminate wasted time and efforts that may have been absorbed by irrelevant tasks (Mafimisebi, 2016).  

There is a wide-ranging amount of professional literature resources providing guidelines and frameworks for the best practices in project management. For this report, the focus of the comparison will be on the PRINCE 2 framework and PMBOK.

2.1 Prince 2 (Projects in a Controlled Environment)

 The PRINCE 2 methodology originated from the United Kingdom and is the standard approach used by the English government and is reported to be widely recognized and used in the private sector in the UK (Mafimisebi, 2016).
 
The approach in PRINCE2 with active project management is outcome-based, which means that the emphasis is on the outcome rather than meticulously planning out the project.

The application of this methodology gives the framework for the project to be driven by its own business case, which describes the organization's justification, commitment, and rationale for the deliverables. The business case can be reviewed on a regular basis throughout the project to ensure that the business objectives, which can in an unpredictable world and business climate frequently change during the project's lifecycle, are still met. (Mafimisebi, 2016). 

Use of an approach such as PRINCE 2 intends to provide a common language for all project participants and provides the controls and breakpoints needed to work successfully within a contractual framework (Project, 2021).

However, PRINCE2 seems to exclude some possible key elements to project management that may be required to meet the needs of businesses in this changing business climate. Examples of elements that do not feature in the PRINCE 2 methodology include people management techniques such as motivation, delegation, and team leadership; generic planning techniques such as Gantt charts and critical path analysis; risk management techniques; the creation and management of corporate quality management and quality 
assurance mechanisms, budgetary control, and earned value analysis (Lopes, 2013). 

2.2 PMBOK (Project Management Body of Knowledge).

PMBOK, created by the Project Management Institute (PMI) in 1969 is a detailed framework broken down into nine key knowledge areas. These knowledge areas are then grouped into action across five process groups reflecting the project life cycle, which are said to incorporate the knowledge generally viewed as good practice in the project management profession. 

Unlike PRINCE 2, PMBOK also appears to consider that effective project management requires an understanding and empathy for the application area, the project environment, general management knowledge, and interpersonal skills, generically referred to as the softer skills (Lopes, 2013). 



Figure 1 characteristics of both methodologies (Lopes, 2013)

3 Strategy
Porter (1991) said “strategy is the act of aligning a company and its environment. That environment, as well as the firm`s own capabilities, are subject to change. Thus, the task of strategy is to maintain a dynamic, not a static balance” (Albana Berisha Qehaja, 2017). Strategy can be either descriptive or prescriptive in approach and represent two different perspectives to strategy formulation influenced by the aims and objectives of the project and comprehensive business case. 
 


Figure 1.2 Process v Product orientation in both methodologies (Lopes, 2013).

3.1 Organizational culture 

Organizational Culture “Is defined as the set of values, beliefs, and behavioural norms that guide how members of the organization get work done” (Project, 2021).  
[bookmark: _Hlk102688169]Organizational factors were accredited to team effectiveness. “Organizational context is defined as management processes, organizational culture, and organizational systems that exist within an organization” (Project, 2021). 
Early studies have confirmed that companies that place emphasis on key managerial components, such as customers, stakeholders, employees, and leadership outperform those that do not have these cultural characteristics (Kotter & Heskett, 1992; Wagner & Spencer, 1996). Leaning more towards a methodology framework like PMBOK which has steps to consider and include these factors unlike the PRINCE 2 methodology. 
Today, successful project management cannot be secured by meeting just the three traditional “criteria, cost, schedule and criteria”.  Mallak (1991) said that “We must meet the cost, schedule, and quality criteria and, in doing so, we must satisfy the stakeholders of the project “ (Mallak, 1991). 


4 Stakeholders
To satisfy our stakeholders, we must know who they are, and can apply tools such as stakeholder analysis using a power and interest grids to establish this information. Stakeholders, open project management of the environment, organisation framework, strategy and change management, as such managing the expectations of the stakeholders and being aware of how the project managers actions are viewed by the external parties.
We can be in a better position to meet the stakeholder's expectations if the stakeholder also buys into the expectations given the constraints of internal factors such as budgetary and timescale requirements or external factors such as local restrictions, regulations, and at this time in business uncertainty of supply chains and skilled and unskilled labor. 
4.1 Soft skills in project management 

“Soft skill reflects a person’s relationship with other people through his character traits and interpersonal skills. It focuses more on who people are, rather than what they know” (Jena, 2017). The aim is to make the work environment easier to manage through subtle behaviours and communication. Soft skills can include elements such as adaptability and flexibility, problem solving, creative thinking, conflict resolution, time management, self-awareness, and self-motivation to achieve a goal through effective teamwork.
It can be suggested and supported in the research literature that leadership quality can depend on the soft skills Jena (2017) says that “It is the interpersonal people skills, social skills, communication skills, attitudes, social intelligence, and emotional intelligence quotients is what matters” (Jena, 2017).
“Communication skill helps the project manager to inform the team members regarding the changes. It is normally said that a project manager spends approximately 85% of his time communicating. Effective communication is the key to the proper execution of the project” (Jena, 2017).
This is reiterated by Richard Morreale (2009) who says that successful project management is a combination of approximately 20% hard skills and 80% soft skills. The hard skills relate to the actual processes, procedures, tools, and techniques comprising planning, organizing, monitoring, and controlling, while the soft skills relate to the project manager’s attitudes and behaviors (Morreale, 2009).
5 Project Failures
Why should projects fail without achieving the project objectives if project management standards, models, or strategies are applied in managing the project? 
Failure is not entirely surprising since projects face uncertainty, change, complexity, and the stakeholders who arguably have conflict interests in the project.
Another recognized cause of project failure shows that the lack of a clear strategy can be a root cause of failure (Berić, 2018). Buttrick (2000) went on to say that more than 80 % of all problems at the project level are caused by failures at a board level in firms to provide clear policy and priorities. (Maylor, 2001).

Jena (2017) says that there are few reasons for which projects sometimes fail, and these are outlined in figure 3 below
	Project Failure Reasons
		Skill Responsible For Project Failure

	Lack of experience and training of a project manager
	Both soft skills and hard skills

	Project manager fails to manage expectations
	Both soft skills and hard skills

	Lack of leadership in all five phases of project management
	Soft skill

	Project manager fails to identify document
	Soft skills are more important



 .
5. Conclusion

The findings of this report suggests that to lead projects successfully project managers should be skilled to manage project activities relating to initiating, planning, executing, monitoring, and controlling and closing. (PMI, 2008). 
However there also remains a strong claim and research to support the theory that culture, and soft skills are essential in terms of project management. Early studies have confirmed that companies that place emphasis on key managerial components, such as customers, stakeholders, employees, and leadership outperform those that do not have these cultural characteristics (Kotter & Heskett, 1992; Wagner & Spencer, 1996). 

This is further reiterated by Richard Morreale (2009) who says that successful project management is a combination of approximately 20% hard skills and 80% soft skills. The hard skills relate to the actual processes, procedures, tools, and techniques comprising planning, organizing, monitoring, and controlling, while the soft skills relate to the project managers’ attitudes and behaviours (Morreale, 2009). 

On the balance of probability, it can be hypothesized that the technical “hard skills” can be taught to project managers as part of training development, or academic criteria to meet the criteria and competency framework for a project management positions and knowledge in techniques and tools. Whilst, on the other hand, culture and soft skills appear to be human characteristics that are less able to be learned and then delivered consistently and in a meaningful way to colleagues and all stakeholders. 

At the same time, it is acknowledged that project management methodologies can provide a broad framework for the structure and development of a business case, and are recognized tools and language for project management but may not be fluid or flexible enough to adapt to the need of all stakeholders and human elements within the project.
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