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I work at a University which employs more than 300 people. I work for a department consisting of 15 members of staff, working pan-Wales and responsible for the Welsh for Adults (WFA) sector nationally.

The WFA is experiencing a transitional period. One of the requirements was to propose a new system which included a new online platform and Learning Management System (LMS) with reporting capabilities. This is a new and separate platform designed to supersede the existing website and LMS platform. This project would be developed over a period of 1.5 years. 

Various people have mentioned PRINCE2 and Agile as project management courses and techniques. However, it wasn’t until this course that I realised they were methodologies and considered the processes within them. Having not completed a project management course, but gained experience of working on, coordinating and managing projects I was not aware of the various methodologies available to suit different projects size and goals. Nonetheless I was aware of the importance of being organised and that projects have various stages, or processes as I now refer to them.  

During this paper I have decided to discuss primarily the PMI/PMBOK 5-classic project management process, figure 1, as I feel that this method is typically transferable across all methodologies and is likely to be the methodology that I will adapt. I will however still be discussing other methodology processes alongside the PMI/PMBOK, mainly concentrating on PRINCE2 and Agile as I have come across these previously. 

I agree with Le Cren (2016) that following a project management methodology can help structure the project, providing more clarity and therefore making it more organised and more likely to succeed. Without a methodology process to follow, I feel that it would be more difficult to organise tasks and a team. In hindsight I have followed a process of my own, which loosely covers the PMI/PMBOK. However, following this course, I have gained valuable knowledge of risk assessments and the importance of stakeholder analysis, therefore I strongly believe that having a process and structure to follow provides more clarity for myself as the Project Manager (PM) and for the rest of the team and stakeholders. 

[bookmark: _Toc510035726]Figure 1: PMI / PMBOK Processes: 

Gwyther (2018)
[bookmark: _Toc510022963][bookmark: _Toc510023382][bookmark: _Toc510036044]2.0 Project Management Processes
There are different methodologies available for Project Management, and each methodology is suitable for different projects. All of which are composed of different processes, but also themes, frameworks standards or principles as illustrated in figure 2. Interestingly, PRINCE2 is the only methodology that covers themes, principles and processes, whereas PMI/PMBOK is composed of processes and standards. In contrast, Agile is composed of principles alone, which raises the question whether it is a methodology. 

[bookmark: _Toc510035727]Figure 2: Project Management Methodologies: 
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Aston, (2017). 


PRINCE2:
PRINCE2 is an acronym for Projects IN Controlled Environments, Westland (2017). It is a very popular process-based methodology, which they claim can be easily tailored and adapted to all projects, PRINCE2 (2018). This methodology is not adaptable to all projects as it needs a project board. But as indicated in table 1 it follows 7 processes, which means that its incredibly thorough. However, as indicated by Aston (2017) it is a useful methodology for larger businesses and projects but might be slightly onerous for smaller projects. The PRINCE2 processes closely reflects PMI/PMBOK, yet despite this similarity, it is composed of themes, principles and processes unlike other methodologies as outlined in figure 2. During research, I believe that PRINCE2 is very thorough for larger projects, and similar to PMBOK, the terminology can be used with other methodology; Aston (2017).  
PMI/PMBOK:
The PMI/PMBOK methodology is referred by Westland (2017) as one of the traditional methodologies but interestingly Westland also questions whether it’s a methodology at all. Westland questions its integrity, suggesting that it’s an agreed structure for projects rather than a methodology, Aston (2017) also agrees with this to a certain degree. However, it is widely used in project management as a methodology, as it is broken into 5 phases / process as discussed by Gwyther, (2018). However, in contrast I agree with Westland (2017) that the PMI/PMBOK provides a clear process for PMs, which are easily transferable as it can be utilised for all sized projects. Additionally, many methodologies have similar processes to PMI/PMBOK, which surely demonstrates it’s a strong methodology. Table 1 maps the processes of two other methodologies, PRINCE 2 and Agile against PMI/PMBOK.
AGILE:
Another highly popular project management methodology is Agile, which tends to be used in projects that require fast paced production schedule, Westland (2017). Once again Westland (2017) argues against its integrity as a methodology, however many organisations use it to run projects, including the commissioned organisation for the WFA website. It can be stated that Agile is reactive rather than proactive in comparison to PMI/PMBOK as it responds to change in contrast to planning ahead. Aston (2017) clarifies that Agile works off the premise of principles rather than processes, figure 2. This I feel questions its integrity as a methodology. 






[bookmark: _Toc510035728]Table 1: PMI/PMBOK, PRINCE2 and Agile Project Processes 

	PMI/PMBOK
	PRINCE 2
	Agile

	Initiating a project
	Directing a Project
	Concept and Inception

	
	Starting a Project
	

	
	Initiating a Project
	

	Planning and Design
	Managing stage boundaries 
	Iteration / Construction

	Execution
	Controlling a stage
	Release

	Monitoring and Controlling
	Managing product delivery
	Production

	Closing and control system
	Closing a project
	Retirement

	
	Planning
	

	Gwyther (2018)
	PRINCE2 (2018)
	Zain (2018)



[bookmark: _Toc510036045]The PMI/PMBOK Processes 
[bookmark: _Toc510022964][bookmark: _Toc510023383]Here I will discuss the processes within PMI/PMBOK and other methodologies as relevant. 

[bookmark: _Toc510036046]2.1 Project Initiation
The project initiation is the first phase of a project management process, or in terms of PRINCE2 this equates to three processes; directing, starting and initiating a project; Agile refer to this stage as Concept and Inception. 
PRINCE2 and PMI/PMBOK agree that at the start of a project it’s important to outline the objectives, goals, detailed plans, reporting and define roles, and also more importantly, what it is not trying to do. Without this understanding it is difficult to define timescales, budget and expectations. Yet despite many stating that PRINCE2 doesn’t place enough finance through its processes, Aston (2017). 
This can be accomplished by creating a Project Initiation Document (PID) to provide a clear understanding of the scope, resources and budget allocated to achieve project goals. If a project has internal staff, external clients, key sponsors, the PID will be signed by all parties as a contractual agreement. This would contain:
· Business case / Project Definition
· Project scope and objectives
· Project Organisation
· Management and team structure
· Roles and responsibilities
· Project plan, milestones and payments
· Risk management
If this is not completed well, it could have an impact on the project success. Throughout the project timeline the PID should always be referred as it illustrates what was initially agreed.

A stakeholder analysis, appendix B, would also be completed at this stage, which is integral to how the project is managed, Thompson (2018), by providing support to identify stakeholders, gain further understanding, win support and improve communication. 

[bookmark: _Toc510022965][bookmark: _Toc510023384][bookmark: _Toc510036047]2.2 Project Planning and Design
The second PMI/PMBOK stage equates to the PRINCE2 Managing Stage Boundaries and possibly the Concept and Inception from Agile. Here with PMI/PMBOK it is important to have an understanding about the project, for example with the WFA we are implementing a new system. 
The design phase is critical for project success, Gwyther (2018). At this stage a PM needs to be identified to be responsible and accountable for delivery. A PM must have the skills identified in Appendix A.  At this stage it’s important to involve the correct people to discuss management and team structure, therefore different roles and responsibilities are outlined in this phase and discuss communication flow. As Gwyther (2018) suggests a kick off meeting is useful to gather everyone involved to discuss. Ideally, following this meeting everyone as greater clarity about their roles and the main decision makers. 
The WFA sector needed a new system, therefore we followed an AGILE methodology with regards to the project. AGILE design is more of a continuous set of activities that includes a series of sprints formed up of different elements such as Design -> Develop -> Test -> Discover. This method allowed us to add features or aspects that we’ve discovered into our project, as described by Reich, which interestingly provides more flexibility than PRINCE2. 
“However, agile process can create a never-ending loop through many different aspects. The finished project can often become something completely different than what was originally planned for and if mischanged can greatly overrun budget expectations.”
Reich (2012). 

[bookmark: _Toc510022966][bookmark: _Toc510023385][bookmark: _Toc510036048]2.3 Project Execution
This is the third phase of the PMI/PMBOK methodology and often the most crucial process of the project phases, since it’s the process where you’ll need to execute the deliverable and achieve objectives. ‘Controlling a Stage’ or ‘Managing Product Delivery’ would be the equal process in PRINCE2, and possible ‘Release’ or ‘Production’ within Agile. 
The project execution is usually the longest phase of the project cycle and typically the most demanding. 

Every individual member and sub teams involved has the responsibility to carry out their own assignments within the given deadline. The key here is to keep in mind that the project will be on track towards a successful completion as long as your team works effectively towards the project plan. 

Additionally, reporting activities need to be completed during this phase where regular updates are required for the senior management team (SMT) and stakeholders, whether its on a daily or weekly basis. The PM will need to manage expectations of stakeholders by understanding what they need to know about the project. 

Communication is very important during the execution process of project management, as Buering and 2020 Project Management state below. 
“A successful PM must be a great communicator! Project management communication is a skill that is never perfected, can always be improved and is pivotal in being able to initiate and mobilise a project effectively.” 
2020 Business Insights (2017)
“Communication is Key to Successful Project Management” 
Buering (2009). 

The Shannon and Weaver’s model of Communication, is one of the simplest communication models dating back to 1948, figure 2. Mishra (2017) states that communication is not a one-way process. Some critics state that ‘feedback’ doesn’t need to be considered in communication; however, through experience, feedback strengthens the communication process to improve project performance. More importantly I think the ‘Noise’ element is significant, which can cause distraction when receiving the message. I think that this model can be used during Project Management execution stage as it is important to understand the ‘noise’ to solve problems and overcome challenges. 

[bookmark: _Toc503123053]
[bookmark: _Toc510035729]Figure 2: Shannon and Weaver Communication model
[image: Image result for shannon and weaver communication theories] Mishra (2017)
2020 Business insights (2017) highlights the importance of communication, stating that PMs should spend 90% of their time communicating and that a fifth of projects fail due to ineffective communication. Although communication predominantly lies within the Execution stage, I strongly believe that communication plays a significant part in throughout every project process. 

[bookmark: _Toc510022967][bookmark: _Toc510023386][bookmark: _Toc510036049]2.4 Project Monitoring
Gwyther (2018) states that this process is often referred to as Validation. The controlling aspect of this process is often adhered to by following the protocols discussed during the initiation process. Also, some projects may by subject to Industry Regulatory standards, or others could be subject to the project funders and organisational requirements, who sometimes have their own set of objectives or deliverables; these aspects need to be monitored and controlled. 
There are many tools that can be used to monitor a project, which are identified in figure 3. However, they have the same goals; tracking, reviewing and reporting progress. It is important for the PM to choose a method that suits the project and their skills. For the ‘Operational Plan’ within WFA I have adopted the ‘Milestones Checklist’ alongside regular project meetings, which can be classified under Project Reviews and delivery reviews. This combined approach works well to monitor and control the ‘Operational Plan.’ Once again communication is a key element of the monitoring and controlling process. It is vital for the entire team to communicate their achievements and challenges in some format to the PM, and vice versa. This could include communication, reviews and meetings with SMT, industry regulators and funders. 

[bookmark: _Toc510035730]Figure 3: Monitoring tools









This process of PMI/PMBOK and any Project Management methodology I feel is very significant as it can change the deliverables and tasks of a project. There are many reasons why changes may be applied to a project such as unforeseen risks, evolving requirements, and delayed timescales etc Sharma (2013). From experience, close monitoring of the WFA project resulted in an additional ‘Operational Plan’ due to unforeseen aspects that weren’t identified during the initiation and planning and design process. Interestingly, elements of the monitoring and controlling aspect of the project process needs to be implemented throughout the entire project process, Sharma (2013). But changes are inevitable within most projects and aren’t necessarily a negative aspect due to changing market needs. Interestingly not all methodologies take this into consideration. Apostolopoulos (2012) states that PRINCE2 focuses primarily on time, cost and quality, eliminating change management and adaption from its method. 

Change management can become a part of the monitoring and controlling process; the formal aspect of the process where changes are implemented, Apostolopoulos (2012; 4). As part of this process, a risk analysis, appendix C, and a good project plan supports its success.  A risk analysis should take into consideration any risk factors that could affect the project, alongside the chances of it occurring, the impact and action if it occurred. 

[bookmark: _Toc510022968][bookmark: _Toc510023387][bookmark: _Toc510036050]2.5 Project Delivery, Closing and Control System
This process according to many can have a significant impact, and involves more work than merely being able to achieve targets, as Aziz simply states; 
“The small process group with big impact”
Aziz (2015). 
This phase needs to be considered as important as the other four phases, it includes a combination of factors illustrated in figure 4. Failing to close a project properly can have adverse effect on the project team and their efforts throughout the project. 
[bookmark: _Toc510035731]Figure 4: Closing Process








Aziz (2015)
Reporting on lessons learned during the project is a key element of project closing, which can be reused by the organisation for future projects. On the other hand, Aziz (2015) explains that some organisations have recurring yearly projects, therefore ‘lessons learned’ can be applied year after year to improve the product.

During project closure, Method123 (2018) states the need to create a project closure report to ensure that the project is closed smoothly and efficiently. According to Gwyther (2018) and Aziz (2015), the project report needs to include: 
· Sharing information with all relevant parties and handing over relevant activities
· Ensuring the aims, objectives and targets were achieved
· Completion of work 
· Managing transition of staff 
· Any financial and budget over/underspend 
· Reviewing contracts and handover to relevant staff 
· Handover risk management 
· Report on lessons learned
· Evaluate the project
· Review practices 
· Archive relevant documents
[bookmark: _Toc510022969][bookmark: _Toc510023388][bookmark: _Toc510036051]3.0 Conclusion
In conclusion, it seems that PMs have various methodologies to choose from, appendix D, all of which have one common factor; the PM must have a good team and know how the project will be run, Westland (2017). I feel that it is important to be adaptable and to have an understanding of more than one methodology; different methodologies suit different project sizes and types. However, there are many available that are adaptable like the PMI/PMBOK which is transferable across every project, despite its integrity as a methodology being questioned by many. As Aston (2017) clearly explains, the main factor in project management is not choosing the correct methodology, but the overall commitment to delivering quality work that meets the needs of clients. Working in the public sector, I would also consider using PRINCE2 as the processes are similar if there’s a project board. Choosing the correct methodology for project management can be a difficult decision for any PM. However, after discussing the different phases and methodologies, I agree with Aston
"Ultimately, the best methodology is what makes sense and is most suitable for the project, team and client" 
Aston (2017).
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[bookmark: _Toc510036056][bookmark: _GoBack]Appendix A – Project Manager Skills
· Communication skills to effectively convey vision, ideas and handle issues
· Leadership skills to lead and deliver such as large project. Other members of staff will look up to the PM to remain positive attitude and handle all issues that may will come up
· Team management skills are needed because a project this size will be broken into different sub teams and the PM will need to delegate tasks, resolve conflicts and evaluate performance
· Negotiating well with all parties involved is a good skill for a successful PM. Negotiation the use of budgets, resources, schedules and a variety of other scenarios that are unavoidable.
· Risk management – This is a key attribute that not many possess is predicting issues before they arise, which will increase chances of delivering the project successfully
Abeid, (2015)



[bookmark: _Toc510036057]Appendix B – Stakeholder Analysis
The below stakeholder analysis is to introduce a new system proposed for the Welsh for Adults Sector all over Wales. The WFA consists of 11 providers: Aberystwyth University, Coleg Cambria, Carmarthenshire, Pembrokeshire, Swansea University, Cardiff University, Bangor University, Nant Gwrtheyrn, South Wales, Gwent, The Vale. Each provider is in charge of their own internal staff, tutors and courses.  Therefore, there are a lot of factors to consider for the below stakeholder analysis. 

[bookmark: _Toc471456350][bookmark: _Toc510022972][bookmark: _Toc510023392]Senior Stakeholders – The Project board
The decision-makers are responsible for the commitment of resources to the project, such as staff, cash and equipment.

[bookmark: _Toc471456351][bookmark: _Toc510022973][bookmark: _Toc510023393]Internal Stakeholders
The internal stakeholders will be the group of University staff who have the responsibility for the applicable areas of the business which are critical to the success of this projects. They are as follows;
· Technology & KPI’s – IT Personel
· Product – Joe Bloggs Sr
· Marketing and Brand – Joe Bloggs Jr (University)
[bookmark: _Toc510022974][bookmark: _Toc510023394]External Stakeholders
The external stakeholders will be formed of a group of Tutors, New Learners, Returning Learners, and prospective learners who have been involved in the market research and wireframing aspects of the platfrom development. The external stakeholders will not have any decision making responsibility but will influence decision making through scheduled input and feedback.
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2
	Stakeholder Analysis

	Project – Introduce a new system for the Welsh for Adults Sector

	Stakeholders
	Level of Support
	Considerations of Level of Support
	Influencing Strategy and tactics

	
	Against = A
Neutral = N
Supportive = S
	Positive or Supportive items
	Issues and Concerns
	To achieve or maintain needed level of support

	
	Current
	Needed
	
	
	

	Welsh Government
	S
	S
	Funding comes directly from the WG  
	N/A
	Annual Data reports is needed to feedback to the WG that funding is being used wisely, and targets are being met

	University - Board of Directors
	S
	S
	Support from Board of Directors has been extremely influential in the past for promoting the Welsh language  
	N/A
	Meetings every 3 months to give an update on the project

	Bangor University – The Manager 
	A
	S
	Promoting the Welsh Language across Wales has always been important to the manager and to this provider
Manages Bangor University staff (for Welsh for Adults)
	· Internal staff voice negativity towards having a new unified system. 
· Concern about un-tested system resulting in loss of learners
· Concerned about employee impact


	· One of the main providers in Wales for providing courses over Wales. Regular update meeting with them
· Can contribute to the success of the system

	Aberystwyth University – The manager
	A
	S
	It is the duty of Aberystwyth to provide courses for Ceredigion, Aberystwyth. 
 
	· Currently use a sophisticated system that is strongly linked with Aberystwyth’s internal IT team
· Concern about un-tested system resulting in loss of learners
	· Regular meetings at a high level
· Can contribute to the new systems development by identifying key area to focus

	Cardiff University – The Manager
	A
	S
	Our biggest provider within the Welsh for Adults sector which currently have around 3-4 thousand learners on their systems. 


	· Currently use a sophisticated system and scared of change

· Don’t want to give Cardiff University a bad name/reputation

· Have the biggest number of staff – therefore increasing concerns for potentially loss of job

· Concern about un-tested system resulting in loss of learners
	· Contribute to developments of the system by sharing ideas
· To be kept informed of any issues with the project and progress at a high level

	Carmarthenshire –The Manager
	S
	S
	Have no internal systems, therefore the manager is happy to be introduced to a new system
	· Additional Work load due to lack of internal staff compared to other providers
	· To feel assured that they are going to get trained and educated in the new system and procedures

	Pembrokeshire – The Manager
	N
	S
	Very proactive provider and have strong decision making. Has proving to be positive in the past. They have gone and created their own system which they have been using for the past 3-4 years. 

Therefore, they have an understanding of why a new system is being introduced
	· Giving up their current system to move to a new system that’s still being developed for 1-2 yrs
· 
	· Reach: Provides courses to a large region in South West Wales
· To be kept informed of every development stage with timeline/priorities when new functionality goes live

	The Vale
	S
	S
	Happy to be moved from a shared system with Cardiff where they had to work under restrictions. 

If a new system was introduced, then The Vale would benefit from having more control over their courses, learners, payments etc. 
	· Additional Work load due to lack of internal staff compared to other providers
	· To be kept informed of every development stage with timeline/priorities when new functionality goes live




[bookmark: _Toc508168705][bookmark: _Toc15283938][bookmark: _Toc106446692][bookmark: _Toc471456354][bookmark: _Toc510022975][bookmark: _Toc510023395]Issue & Change Management
During the course of a project, problems, queries and changes will inevitably occur. It is important that these ‘project issues’ are logged to enable progress on resolution to be tracked and any changes properly managed. Any changes or additions requested by the University after the commencement of design and development which significantly impact the scope shall be managed using the commsioned company’s  Procedure. Rates* are as follows:

	Production Staff: Design & Development Editorial
	Cost per day (£ sterling excl VAT)

	Consultancy (Design / Technical /UX / Learning / Video)
	150

	
	

	User experience (UX) design
	150

	Learning/Instructional design
	150

	Graphic design (Print/ Web/ App)
	150

	Snr graphic design (Print/ Web/ App)
	150

	Illustration / Art-worker
	150

	Motion graphics (2D)
	150

	Motion graphics (3D)
	150

	
	

	Front end developer
	150

	Back end/system developer
	150

	Snr developer / Architect
	150

	App developer (iOS/Android)
	150

	
	

	Content editor
	150

	Proofreading / Translation
	150

	Encoding / rendering
	150

	Quality Assurance testing (Design/technical/video QA)
	150




[bookmark: _Toc471456353][bookmark: _Toc510022976][bookmark: _Toc510023396]Internal/External Decision-Making Policy
For a project of any size it is important that there is a clear route identified for decision-making.  Decisions are usually required in response to a problem, query or change.  The table below sets out who within the Project team has the authority to take decisions on behalf of either party.

	Day to Day Decision making:
	Escalation Decision Makers :

	Mr A (commissioned company)
	Senior level: Mr C (commissioned company)

	Mr B (commissioned company)
	Senior level: Mrs D (University)

	Mr C (University)
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	Risk Register 2018/19
	
	
	
	

	
	
	
	
	

	Synopsis:
	



This risk register outlines the risk in setting up the University’s Welsh for Adults system

	Number
	Risk 
	Risk category
	Probability
	Impact
	Risk score
	Risk Response
	Trigger
	Risk Owner

	1
	Servers - Loss of data
	IT: Security
	7
	10
	70
	Set up Servers off campus for additional backup
	Daily/Weekly backups are made
	IT Manager

	2
	Budget management
	Finance
	7
	9
	63
	Contingency: Re-scope project, focusing on time and resourcing
	Less money left overall than first aniticpated
	PM/Chief Deputy

	3
	Commissioned Company: Possibility of going out of business 
	Operations
	6
	10
	60
	Re-tendering process to go out in order to attract other businesses to take on the development of the system
	Company has announced that they are going out of business
	

	4
	Not achieving deadlines
	Operations
	8
	9
	72
	Understanding the reasons why. Re-visit the project plan (GANTT chart), communicate effectively with internal and external partners
	Missing deadlines
	PM

	5
	Unclear Providers expectations: Lack of engagement from providers (negative towards new system and transferring to new system)
	Communication & Cooperation
	4
	4
	12
	Regular meetings and providing regular updates. Reassurance. 
	Increase provider complaints. Lack of attendance at important meetings. 
	PM

	6
	Commissioned Company unreliability
	Communication & Cooperation
	5
	5
	25
	Revisit the project initiation document (PID) and Tendr to see what was agreed upon. Arrange urgent meeting to discuss these matters. Seek legal advice if needed.
	Lack of communication / response. They don't meet their deadlines
	PM for the commissioned company

	7
	Poor performance / System not meeting provider and learner needs
	Operations
	5
	5
	25
	Create a working Operational Plan and share with providers
	Number of complaints from learners and reduced number of registration on the sytem for WFA courses.
	IT Manager for commissioned company / Universtiy IT Manager 

	8
	Internal staff reject new procedures
	Personnel
	2
	4
	8
	Offer 1 to 1 or group session to understand their challenges and provide guidance and support
	  - Staff don’t participate in training (not prepared for new roles);
 -  New procedures not applied (work-arounds still used).
	IT Manager / PM

	9
	As a new initiavite: Plans are based on presumptions and not experience 
	Strategic / legal
	4
	8
	32
	Seek advice from proffessionals with experience. Revisit the aims & objectives and change if necessary.
	No clear aims & objectives of what needs to be achieved
	Chief Deputy

	10
	Changes in political factor - Government decides to allocate funds elsewhere and/or major changes in politics that effect the Welsh policies
	Political / legal
	2
	10
	20
	Self funded and seek funding from elsewhere
	Online News. Announcement has been made that funding will no longer be provided from WG.
	WG



[bookmark: _Toc510036059]Appendix D – Project Management Methodologies

· PMI / PMBOK
· Waterfall
· Critical Path Method
· Critical Chain Project Management
· Agile
· Scrum
· Kanban
· Extreme Programming
· Adaptive Project Framework
· Extreme Project Management
· Event Chain Methodology 
· Lean 
· Six Sigma
· PRINCE2



Initiation


Planning and Design


Deliver, Closing and Control System


Execution


Monitoring and Controlling



Gantt Chart


Milestones Checklist


Project Scorecards


Delivery Reviews


Budget Variation Charts


Change Request Forms 


Project Reviews


Assurance that all the work has been completed


Assurance that all agreed upon project management processes have been executed


Formal recognition of the completion of a project
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