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Assessment Component 2 – “Discuss how you would plan and design a project management process for the workplace”

Introduction
This assignment will discuss the current LA PM approaches and plan/design a PM practice that will move away from the inherent weaknesses that are causing problems for the LA. Problems include things like:
· Reactive over proactive approaches
· Not learning from mistakes
· Poor staff communication & morale
· Lack of real-world practical PM training and mentoring
We will look at the reliance of the traditional PRINCE2 methodology and the ongoing Waterfall approach to project delivery. We will ask the question why the shift to AGILE/LEAN methodologies and iterative approaches are slow to take affect and become mainstream in the workplace.
The assignment will discuss what tools and approaches can be taken to address these problems and hopefully, open a new way of working to deliver project initiatives throughout the LA.

Current PM methodologies and PM approach within LA context
During the last 10-14 years, the LA has taken the 4-step approach to PM overlayed by the Monitoring & Control’ element. The four steps are:
1. Develop the idea.
2. Develop the project.
3. Deliver the project.
4. Review and Close the project. 
The illustrations in Figures 1 through 6, present the current stages and elements that underpin all projects being managed at the LA. These were taken from LA intranet pages (Project Management):
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Fig. 1 – Summary view of PM methodology expected in the workplace (2022)
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Fig. 2 – Stage 1: Developing your idea (2022)
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Fig. 3 – Stage 2: Developing the Project (2022)
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Fig. 4 – Stage 3: Delivering the Project (2022)
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Fig. 5 – Stage 4: Reviewing and Closing the project –(2022)
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Fig. 6 – Monitoring and Control (2022)

As seen in the figures above the methodology is focused more on the traditional PRINCE2 methodology over more modern AGILE/LEAN approaches. There is a lot of requirements to fulfil and pass authorisation. Many control points are evident, and it is clear the PM approach is following the PRINCE2 ideology as seen in this simplified flow diagram (Fig.7):
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Fig.7 – PRINCE2® Process Flow Diagram, Manikandan Mohanakrishnan (2021)

The figure clearly shows comparisons with the LAs PM methodology. Mainly the areas:
· ‘Developing the Idea’ in the form of ‘Pre-Project’, 
· ‘Developing the Project’ in the form of ‘Initiation Stage’, 
· ‘Delivering the Project’ in the form of ‘Directing a Project’
· ‘Reviewing & Closing of Project’ in the form of ‘Closing a Project’
· ‘Monitoring & Control’ comes under ‘Post-project & Reviewing project outcomes and benefits’
So, we see a clear Waterfall approach being taken when applying PRINCE2 methodology. The idea being a substantial product delivered as a result. When compared to an AGILE methodology we see many small iterations delivering smaller products which lends itself better to transformational MSPs. We see the comparisons between the two methodologies and their related flows here:
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Fig. 8 - The Contrast of Waterfall Vs. Agile ways of working, Mohanakrishnan, M (2021)
As seen, the Waterfall method for delivery results in sequential stages followed to one final large outcome. With budgets being slashed due to ongoing austerity measures, this style cannot go on for much longer within LAs. The cumulative outcomes seen in the Agile iterations should be seen as smaller project initiatives being delivered as part of a strategized MSP Transformational programme/vision to leave a legacy in its wake.

Training in the context of Continuous Professional development (CPD)
As part of CPD, the LA work context ran a 1-week, Effective Project Management course from The Project Hub (Home (theprojecthub.co.uk)) with a group of selected PMs across all departments. The weeklong sessions were scoped around the initial stages of a Museum regeneration project that in real world terms is nearing completion. It helped draw focus on some of the poor practices that had plagued the project, especially the communication elements. The main communication/collaboration problems were identified when the lead contractor went bankrupt after the rooftop had blown off in high storm winds. There was complete chaos within the PM board whilst trying to identify whether the contractor had gone bankrupt or whether they were on other sites. It showed a complete lack of communication depth from the project managers in trying to locate the contractor site managers. The PRINCE2 approach had developed a blame culture, where the design teams would put communication tolerances on the PM, and the PM would chase the design teams regarding contractor engagement. This is not to be confused with an AGILE iterative SPRINT process to resolve a problem, this was sheer chaos caused by poor PM principles. PRINCE2 is now well known for developing a siloed and blame culture approach within LAs. The author feels the main issue is the tolerance elements that authorises the PM to act on scenarios. PRINCE2 can put incorrect stakeholders in the delivery of critical project elements. Some manager stakeholders know to put themselves in the authorising spot for certain project deliverables due to their control over certain budgetary constraints. This is where they become siloed as they are decision-making without thinking about the overall project environment. It causes endless conflict that can only be overcome by following SCRUM/SPRINT PM approaches within an AGILE PM environment. 
Another example on the same project found one department had failed to communicate a conflict of interest on some land with a partner organisation, which has resulted in fencing off the plot which looks completely out of place in the context of the new build complex. Rather than entering a SCRUM approach to run SPRINT iterations to find pathways to resolution, the local community stakeholders resigned in one meeting and distanced themselves from the project. There have been multiple attempts at trying to get the final fit-out teams in for the Museum technology elements. Discussing these elements in SCRUM meetings helped enormously in terms of visualising what elements needed completion allowing ICT to run SPRINTs with the design teams to upscale the phased power inputs for the exhibition kits. PRINCE2 methodology showed itself to be extremely obstructive, as the PM had to be included in all decision-making whilst communicating between authorising stakeholders and everything became reactive rather than the intended proactive approach that SCRUM/SPRINT brought to the closing elements of the project.
Applying newfound approaches to a work-based project supplies a better understanding on the fundamentals of project management and how key objectives should be delivered. The author believes project management officers should approach new projects based on their own interpretations and understanding of project management standards. Projects within the LA are so diverse and wide ranging that no one approach can encapsulate them all.

Modern Collaboration platforms and PM approaches
Technological platforms such as MS TEAMS have made project team collaborations far more effective although the platform is yet to reach its full potential. MS Teams worldwide User Acceptance Testing (UAT) and adoption was, pushed to the forefront of almost every business office operation due to COVID restrictions (Microsoft Teams usage jumps to 145 million daily active users - The Verge - Warren, T - 2021). 
Lack of structured TEAMS training in the initial stages of COVID19, resulted in end users picking up time consuming poor communication habits and relying on Outlook to plug the holes left by what was an ineffective collaboration process. Loryan Strant, 2019 (Best Practices for Avoiding Microsoft Teams Implementation Horrors (avepoint.com)) highlights some of the MS TEAMS implementation horrors that have caused inconsistencies for LAs.  These usage inconsistencies that LAs are experiencing in terms of project lag where certain team members and stakeholders are catching up through the older Outlook way of working. As with all technological advancements, LAs must go through the obligatory culture change and staff turnover to weed out the inconsistent habits and ensure effective channels of collaboration during PM engagement and delivery. 
We saw, and still see elements of this culture shift when rolling out new Smart phone devices to operational staff. The impact is less now due to the social shift towards Smart phones during the past decade and stricter training programmes during rollout phases. Most service delivery managers still do not understand that MS TEAMS & the wider o365 platform can be operated from a smart device for better inter-team collaboration. It is not possible to resolve PM issues using advancements in technology, but it does make life easier when technology assists project delivery. 
One of the early additions to MS TEAMS was the projects task list which interacts with MS Project functionality. Reminders to complete or refresh a task has always problematic and time consuming to setup in MS Outlook and most shy away from. The proof of collaboration platforms like MS TEAMS will come in the form of when their audit functionalities are recognised, and problematic communication areas cannot be simply brushed under the carpet any longer. The days of simply hiding paperwork in desk draws and burying heads in the sand have passed. Project stakeholders will question and scrutinise as to why certain project elements have not been read/actioned and will be a far more efficient method of project delivery. PMs should not rely on these modern collaboration platforms when managing their projects. They should always have a holistic methodology embedded in their skill set, as often when they are scrutinised, they will not have the collaboration tools in front of them to aid in answering their chosen method of project delivery. PMs should at the very least have a GANTT chart to hand as a visual aid when it comes detailing what stage a project is at. GANTT charts are recognised across the main PM methodologies and form a good framework for most projects. LA management teams are usually welcoming of a task breakdown in the form of a GANTT chart.
Culture effect to PM approaches and mentoring challenges
Culture change, combined with differences in PM opinion/approach across management regarding efficient project delivery, is problematic at LAs. The elements surrounding unity of command and direction and the impacts of authorisation to perform work combined with optimal use of resources will often conflict when distinctive PM methodologies cross paths. Delivering projects for an LA, inevitably results in conflict between diverse types of projects. You will have stakeholders in the form of programme delivery managers conflicting with infrastructure development managers, and development programmers that have distinctly different motivators and strategies. Often the Programme delivery manager is following the MSP methodology focusing on leaving a legacy. The Infrastructure development will usually follow an amalgamated from of PRINCE2/Agile/Lean methodologies. Then the developers with adopt a more XP Methodology for their deliverables. An extremely bizarre approach to PM that causes conflict across all levels and departments. Changing this culture will be difficult and require an MSP.
Culture change takes time and requires buy in from the very beginning when applying a new PM methodology:
“Implementing a new methodology for project-based work takes time. Because it doesn't happen overnight, there will be those who will say they don't have time for this—but it's necessary to take the time to be successful.”
Kiisel, T (2010)
A Corporate vision MSP for an LA is usually the best course of action for delivering new ways of working.



Conclusion & Presenting the idea
The author feels that another PM methodology would not bring any benefit in an already overloaded environment. It is easy to become confused by which PM methodology to use and the lines often become blurred, and this adversely affects project deliverables. The PowerPoint presentation will focus on the concept derived which the author terms ‘FreshView’ as a collaborative PM methodology and the effective use of MS Office365 Toolkit with MS TEAMS at its core to deliver a better collaborative led PM approach for LA. The idea revolves around a flanked PM approach in an AGILE context with deliverable implemented in an iterative approach as part of a longer MSP vision for the LA. The PM will follow a list of Q & A requests via MS Conditional Forms launched from MS Project tasks. The MSP Manager initially launches the task to the dedicated PM, then the Q & A form process will develop using an MS based toolkit. This process may take several days and may require communication (SCRUMs) with several experienced PMs & SROs – collaborative approach. The results will form the framework of a project methodology to follow/deliver. MS TEAMS has become the central collaboration tool for LAs post-COVID, and we need to make effective use of it. MS TEAMS integrates directly with MS Project, MS SharePoint lists (more advanced integration than MS Excel), and MS Power BI for reporting. It can use MS Power Automate to take responses from MS Forms and formulate a project plan & data flow diagramming (GANTT chart & dependencies), assign tasks, and initiate further Q & A sessions with PMs as phases of the project near completion. The GANTT Chart auto-developed from the Q & A stage will form the visual that all managers can refer to as the visual for any given project. This would be used to strengthen the current 4-step approach to LA PM with Q & A sessions building the final review and ongoing monitoring platform. Standalone PMs and consultants can be flanked using Robotic Process Automation routines/rules engines to launch tasks when deliverables are reached, or tolerances broken if traditional PRINCE2 approach is used.
The MS Toolkit framework would require some MS development work which most LAs do not have the internal expertise nor the budget to develop but generational culture shift will see the younger workforce coming through the ranks with office365 skills to develop this approach effectively. It would take many sprint iterations to get a workable platform and require a six sigma - continuous process improvement approach to keep up to date with a rapidly changing technological environment. This approach should ideally be implemented organisational-wide using an MSP methodology.
Taking ‘FreshView’ as a concept and applying it as a vision for LAs would drastically improve organisation culture towards PM. Across the entire organisation, PM should be seen as collaborated approach using ‘FreshView’ underpinned by the MS Toolkit available to all levels. Senior management should view this idea as an MSP long term strategy for delivery.
As the culture shift away from PRINCE2/Waterfall approach is establishing, the PMs across the LA should form a collaborated PMO MS TEAMS channel and show its value and strengths before, during and after project delivery. As the culture shift is proven, there should be a coordinated effort to deploy a dedicated PMO for the LA that all level PMs can collaborate with regardless of project size and scope.  References should call the recently deployed Corporate Procurement Team, Finance & Accounting teams, Business support teams and Audit/Legal teams. Their value and worth are starting to show and a PMO should be no different for LAs.
The planning and execution of this idea should form a strong PM foundation for any large organisation and not only in the public sector. The idea is scalable and can be applied to smaller organisations.
Presentation link here: https://uowtsd-my.sharepoint.com/:v:/g/personal/g_metcalfe_uwtsd_ac_uk/EVoo6jr6tFFErO-otscevfIB1GY-uSUmhJzNaSHt4eoK1Q?email=2134233%40student.uwtsd.ac.uk&e=rpRQ4c
Word Count (excl. quotations): 2,435
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IDEA

The aim of this stage is to develop the project idea without committing major resources and expenditure, to ensure it is viable, aligned with corporate objectives and is
‘worthwhile. During this stage a workable project proposal will be developed and approval from the relevant management group is required.

By the end of this stage you should have:
@ Documented and received approval of the Project Proposal Form or Business Case that shows the project to be viable and doable, and outlines the benefits, costs, risks and
resource implications of the project.
@ Identified a Project Board (where appropriate), an SRO and a Project Manager

@ Identified external funding opportunities and commenced any funding applications (if appropriate)
@ Contacted the Procurement Unit to begin discussing your requirements
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Identify and agree the project type. (This applies to ALL projects)

Establish the need for the project (Business Case). (This applies to ALL projects)

Get approval of the Project Proposal Form Business Case. (This applies to ALL projects)

Set up the Project Governance Team

Check for relevant lessons learned on other projects

Investigate External Funding Options (if appropriate)

A note about Partnerships

A note about Procurement
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Resources for Stage 1

Project Type Matrix Tool (.doc)

Stakeholder Analysis Guidance (.doc)
Managing Capital Document (.pdf)

Flowchart of PPF process (.pdf)

A Guide to Effective Project Governance (.pdf)

Monitoring and Controlling
External Funding Team Contacts
Working_in Partnership — Project Management Guidance (.pdf)

Procurement
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DEVELOPING THE P

The aim of this stage is to document the common understanding of the reason for the project, and the detail of what will be delivered, by whom, how, when and at what cost. It is the
preparation for the delivery stage.

This stage should be undertaken as thoroughly as is warranted by the scale, complexity and risk involved in the project. Best practice shows that it is important to prepare thoroughly,
but this must be balanced with the need to deliver the project in a timely and controlled way.

In small and/or basic projects the stages of developing an idea and developing the project may be combined, this is acceptable provided all of the preparation is done in sufficient detail.

Change is an inevitable part of project development and delivery, and should be recognised as a factor in the planning stages so that unexpected change can be effectively managed
and new opportunities embraced.

By the end of this stage you should have produced an approved Project Business Plan containing the detail of the project; what success will look like, how the project will be managed,
resourced, delivered, communicated and measured. You should be in a position to start the delivery phase of the project.
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Develop the Business Plan

Get Approval of the Business Plan

Secure funding and resources for the project

Set up project files and logs

Set up project budgets of the financial management system

Appoint the remaining project team

Develop the Detailed Project Delivery Plan
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Stage 2: Resources

Financial Procedure Rules
Procurement

Stakeholder Analysis (.doc)
Communication Plan Guidance (.doc)

A Guide to Effective Project Governance (.pdf)
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The delivery of the project to achieve the objectives, outputs and benefits is the priority of this stage. There are three key areas of activity during this stage that support effective
delivery and can be summarised under the following activities:

Planning - confirming what needs to be achieved, by when and by whom, and updating the project plan to reflect any changes.
Delivering - ensuring that the work packages and their outputs are completed to the required time cost and quality.

Managing - managing the project plan, reviewing overall progress, taking management decisions, monitoring and managing risks and issues, controlling and approving any changes
necessary to keep the project on track to achieve its agreed objectives.

By the end of this stage the project should have been effectively managed and delivered, or stopped if it became necessary to do so. Outputs should have been measured and should
meet quality expectations, future benefits realisation and measurement will be planned.
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Plan for Delivery Stage(s)

Manage Stakeholder Engagement and Communications

Monitor and Manage Delivery

Manage Risks and Issues

Managing change

Maintain records for audit and funding body purposes

Plan for any Future Monitoring
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Stage 3: Resources

« Highlight Report Guidance (.pdf)
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TAGE 4: REVIEWING ANI

One of the main features of a project is that it is finite; it has an end date. If a project loses this it becomes operational or business as usual activity.

The end of a project occurs when delivery of the project outputs / objectives have been realised or the Project is closed early at the instruction of the Project Sponsor or Project Board.

At the end of a project you need to tie up any procedural lose ends, review the experience and capture accomplishments and lessons learnt. This doesn’t need to be a time consuming
stage, but is none the less important.

By the end of this stage the project should be complete and handed over for an operational phase (if appropriate). The Project Board will have confirmed that the project has come to
an end and the project will have been reviewed to capture the benefits, lessons and other relevant experiences.
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Review the project aims and achievements

Review and close off any residual risks and issues

Capture and share project successes

Capture and share lessons learned

Check that the paperwork is in order for audit and funding purposes, and close files

Prepare for handover (if appropriate)

Plan for future monitoring

Obtain final sign off from the Project Board

Complete the post completion review document and share outcomes, lessons etc with colleagues (Capital Working Group)
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Stage 4: Resources

Project Closure Form (.docx)

Project Closure Guidance (.docx)

Lessons learnt (.doc)
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The Monitoring and Control Decision Matrix below provides you with a guide to the minimum level of seniority required to make decisions at the Control Points in different types of
project.

Basic Projects: Control Point/ Key Decisions

>
Operational Projects: Control Point/ Key Decisions >
Strategic Projects: Control Point/ Key Decisions >

If you are applying for external funding you should inform EFT of your intentions so that they can provide guidance and/or assistance with the application and ongoing support.
EFT will automatically be informed if you complete a PPF and indicate that the project requires external funding.

External funding providers may determine a different decision making structure to the one provided above. In this situation the funding providers requirements should be
adhered to unless the seniority requirement is significantly lower than that suggested above, in which case the above guidance should be used.

If a project appoints a project board, the above decisions can be taken by the project board providing the level of management representation on the board reflects the guidance
provided above.
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