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Assessment component 2:

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





Introduction
Every project is unique (Burgan & Burgan, 2014), whilst some are relatively straightforward and predictable, others are highly complex and risky. Therefore, each project undertaken requires consideration of the most appropriate approach when it comes to deciding how the project should be managed.
With an array of project approaches and methods to choose from, each should be considered carefully to determine if it is applicable to the project undertaken.
A projects approach should be developed to reflect the uncertainty that many projects face, and should recognise that not all projects are the same as requirements are subject to change, timelines may become imposed, and budgets may become limited (Burgan & Burgan, 2014)
It is against this backdrop, that this assignment aims to discuss a particular project management process employed to facilitate the planning, designing and delivery of an event within an educational setting. 
To meet this aim, a summary of the project is provided outlining its nature, characteristics, and scope.
The project methodology preferred, and its rationale for selection is evidenced and in doing so highlights some of the common advantages and disadvantages of the methodology and why it is deemed suitable to this particular project.
The specific stages of the methodology will then be explored and a discussion in relation to their relevance in the context of the project will be provided.
.
The Project Scope
This project refers to the design and planning of an event - A Post Graduate Research Symposium.
The symposium will form part of the students’ postgraduate programme and will be delivered online. 
A period of 4 months has been allocated to plan and design the event.
In order to minimise costs, the programme team consists of the programme manager ( the course tutor) and volunteer students. No budget has been allocated, and the event will last for 4 hours. 
The objectives of the event are:
1. To highlight postgraduate research
2. To share knowledge and good practice 
3. To encourage discussion and develop ideas for future research.


The ‘Waterfall’ Methodology
The Waterfall methodology is a well-known and traditional method for project management (wrike, 2023). Its approach emphasises a direct progression from the beginning to the end of a project. It is described as a ‘sequential development process that flows like a waterfall through all its phases (i.e., design, development and testing), with each phase concluding before moving on or feeding into the next (Adobe, 2022). It therefore provides a systematic framework for managing the project from its initiation through to completion (wrike, 2023). 
It is however seen as a rigid process, as it does not allow the project to start the next step until everything in the preceding step has completed – there is therefore a great deal of emphasis on early strategic planning. However, once the project’s process has been developed and optimised the project should flow as expected (Finlay, 2021).
The methodology can have between five to seven steps in which to work through (projectmanager.com, 2023) dependant on the project and its deliverables.
It differs from other methodologies in that it is a linear process rather than cyclic like AGILE or PRINCE II. These cyclic processes require the project to move through a series of cycles with each cycle being completed and agreed before moving on throughout its lifetime. When compared to Agile project management, which involves short project cycles, constant testing and adaptation, ‘waterfall’ provides a single timeline alongside comprehensive plans.
Towner (2022) argues that implementing the ‘waterfall’ methodology is ‘a simpler process of moving tasks through its different stages’. Finlay (2021) supports this view and adds that where the project is well defined, unlikely to change in scope and is to be delivered within a short timeline – ‘waterfall’ is an ideal choice as it allows accurate planning which can benefit from its user’s knowledge and experience.

The Six steps.
The six most common steps among all ‘Waterfall’ projects are:
1. Initiation
2. Planning & design
3. Execution
4. Monitoring and controlling
5. Delivery and closing
6. Maintenance
(Metcalf, 2023)

The language used for each specific step varies depending upon the source referred to, however in essence each will be similar in relation to its content or context.
‘Waterfall’ has many advantages and disadvantages regarding its use. Although it is mainly favoured by projects that need tight deadlines and clearly defined stages to guide them (indeed, 2023), its stages can be adapted to fit the nature of the deliverable.

Advantages of the ‘Waterfall’ Method
The advantage of ‘Waterfall’ lies in several areas of its practice.
Firstly, it uses a clear structure. It’s argued, that when compared to other methodologies, ‘Waterfall’ focuses on a clearly defined set of steps allowing its structure to be seen as simple (Lucidchart.com, 2023). Therefore, if any issues arise that may impact on completion they are identified early on, and by following a step-by –step process, progress can be easily tracked saving time and money (Finlay, 2021).
Secondly, it is seen as a helpful and probable approach to project management especially where the project requirements are fixed, clear and well documented (Lucidart.com, 2023)
It is argued that ‘Waterfall’ does not require any specific training or certificates for project managers or others involved in the hands-on project tasks, thereby allowing team members to engage at any stage with little or no need for learning which may impact progress (Lucidchart.com, 2023). It is seen as a method that can be adopted spontaneously and implemented easily (Finlay, 2021)
A further key aspect of ‘waterfall’ is its obligation to an end product or goal right at the beginning – within small projects this allows for team members to be aware of the project’s objectives from the start thus avoiding any potential of getting lost in detail as the project moves forward and keeping the team focussed on the end result at all times (Lucidchart.com, 2023).
Furthermore, it allows project managers to examine each stages’ output before continuing to the next step thereby reducing any risk for problems to be overlooked and ensuring that the project is secure (Indeed, 2023).
In addition, the methodology can be easily replicated or copied for future similar tasks, and finally it can simplify the management of the project (wrike, 2023). Once the project’s initial structure has been developed this method can be seen as simple and due to its alleged rigidity can be highly stable and ‘tight’ due to structure and design (Indeed, 2023).

Disadvantages of the ‘Waterfall’ Methodology.
Although Waterfall is a well-known and respected methodology, some will argue that it has faced criticism for being outdated (Lucidchart.com, 2023). Research shows that the limitations or disadvantages of the method become more transparent depending on the size, type and goals of the project it is actually supporting.
It is therefore important to consider any disadvantages or limitations of a method to assess its suitability for the project itself, before adopting it (Lucidchart.com, 2023)

‘Waterfall’ makes changes difficult – this disadvantage of the method has also been seen as an advantage in that the method is based entirely on following specific steps that keeps the project moving forward, however as a result it leaves little or no room for any unexpected challenges, changes, or amendments and if these were addressed it could throw the entire project off its timeline. Therefore, to avoid future problems it is best to consider potential scenarios and how to mitigate them during the initiation stage (Finlay, 2021).
Secondly, it reduces the end user involvement. As an internal process within organisations the method focuses very little on the end user involved with the project. Its main purpose has always been to help internal teams move more efficiently through the phases of the project, but when used externally clients will often wish to be involved, sharing opinion and providing clarification throughout the process (Lucidchart.com, 2023)
Delaying monitoring/controlling or testing until after completion is arguably one of the biggest disadvantages to the method as by introducing this stage so late in the process any large amendments or revision could cause substantial delays and costs and ultimately jeopardise the project. Critics of the method have voiced that there is too much scope for problems to remain unnoticed until it nears completion. This could therefore be risky and as a result may not be suitable for complex projects (Lucidchart.com, 2023).

Rationale for project management methodology choice
According to Towner (2022) selecting the appropriate methodology for a project ‘will depend on preference and the nature of the project’. However, whilst some project managers and/or their organisations prefer a certain approach over others, Towner (2022) argues that it is the project type that should be an influencing factor in deciding upon a methodology. This is supported by Burgan & Burgan (2014) who highlight that it is ‘the nature and characteristics of the project that dictate the type of project management approach to be taken’.
 In considering the choice of methodology, Williams (2023) suggests that the following points should be deliberated: 
 1. Complexity of the project and each task 
 2. Benefits and risks of going with a specific project management methodology
 3. Meeting project management standards of the organisation in which used.
In addition, she advises the need to consider:
1. The skillset of any resources used.
2. Any leeway in relation to the deadline for the delivery of the project outputs
3. Project budget
4. Availability of resources – financial, human (staff) and physical (venue, working spaces etc)
5. Any risks.
Ultimately, choosing a project methodology should avoid any pre-existing bias and should be based solely on the needs of the project (Williams, 2023).

For this project the ‘Waterfall’ method was deemed to be the most suitable for the following reasons:
· Simple process for a small scale, non-complex project.
· No project budget.
· It is a recognised methodology that is accepted and utilised within the organisation – therefore previous project experience could be exploited.
· Small team who has the necessary skill set and experience to undertake allocated tasks that could be undertaken alongside normal duties.

The Six Steps - Discussion
1.Initiation
A key aspect of the methodology is that all the project requirements are identified and understood right at the beginning, allowing every other step to be planned without having to re-visit requirements at a later stage. It is an opportunity to outline the ‘big picture’ of the projects requirements which can then be carried out in many diverse ways (Hoory & Bottorff, 2023). It is assumed that all the requirements can be gathered at this stage otherwise it may not be the appropriate method to use (projectmanager.com, 2023). 
In this project, this is where the business case will be completed and put forward for approval within the organisation having provided an outline of the project, its scope, objectives, resource requirements, budget and the key milestones for delivering the event. Researching similar past events within the organisation would be useful at that stage so that any lessons learnt from previous events can be considered. An early meeting with key individuals to share the above and receive buy-in is important.

2.Design.
This stage begins with identifying a process that will outline the end result and how it will be achieved and could be seen as a brainstorming phase (Finlay, 2021). It highlights and reinforces all the decisions to be made around the event. It is often referred to as the ‘blueprint or roadmap’ to the complete project (PROFIT, 2023). 
In this project it will outline what the symposium event will look like on the day, when it will be held, how and what content will be delivered and by whom and who should take part both participants and audience. This is a very detailed part of the process and will start to develop a list of tasks or actions that need to be completed in order that the event can be delivered. With the tasks in place, an estimated time frame to complete each task will then be done and maintained throughout.

3.Execution – also referred to as implementation (ProjectManager.com, 2023; PROFIT, 2023). Now that it is known and agreed what the symposium, its contents and participants will be this step will start to undertake the tasks or actions that need to be completed in order to deliver the symposium on time and to the required specifications. This step takes up a significant portion of the project, therefore it pays to be organised and to document everything carefully (PROFIT.com, 2023).

4.Monitoring and controlling – During this step, managing and tracking all the tasks against the agreed plan is undertaken whilst also monitoring alongside other matters such as cost, effort and scope to ensure that there are no issues to be addressed that could jeopardise the event. Any identified ‘slippage’ will be addressed through the reallocation of tasks and balanced workloads.
Although Risk is an issue to be mindful of throughout the project, any risks where some mitigating action can be undertaken before delivery at the next step can be highlighted and addressed.

5.Delivery and closing - in this project, prior to delivery of the event it will be important to complete all outstanding tasks that have an impact on the final outcome. A pre-run of the event will be undertaken to check timings, test equipment and ensure that those participating are familiar with what is required of them. Finally, the event can be delivered.

A vital element of project management rests within strong communication which underlines each of the above steps and beyond. A good communication plan devised early on to support the project to run smoothly and on time, to coordinate effort and build trust amongst those involved is integral to its success (Joubert, 2020).

6.Maintenance – this is an optional stage depending on the deliverables of the project. 
In this project, maintenance has been added to facilitate some reflective aspects of the project. This would include an evaluation of the project and how it performed – this will be undertaken by a de-brief following the event with those from within the project team and also through feedback that participants/audience would be invited to provide. Any lessons learnt from the project and the actual event would be recorded and fed-back through internal processes to be shared within the organisation. 
A key matter at this point would be to make sure that appropriate rewards or recognition is provided to those that took part in the event.

Conclusion

[bookmark: _Hlk145277826]A clearly defined methodology provides a framework and consistency within which to meet the requirements of the project. Although any methodology may deliver the project, successful delivery is reliant on the correct methodology being utilised effectively (Hart, 2022).  With so many methodologies being available the problem of choice can however become an issue (actitime.com, 2018). A structured approach such as ‘Waterfall’ has in this instance been deemed the appropriate method to deliver the project successfully, negating any argument for not using one (Naybour, 2016) and helping to organise an efficient process (actitime.com, 2018) for delivery by taking account of the project’s nature and characteristics from the outset.
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