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Introduction 
This assignment will reflect on how to plan and design a project management process for the workplace, utilising the Hybrid approach combining the Waterfall and LEAN methodologies, in the context of a previous European Social Fund Project delivered by the University under the Convergence funding. It will be carried out by using Rolfe’s reflective model (2010).
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                      Fig.1 Denis (2024) Rolfe’s Reflective Model.

About the Project 
This was developed in partnership with two local Further Education providers to meet the needs of Work-Based Learning for employers in the convergence areas, providing course subsidies to employers. The Programme Management Unit (PMU) for the programme was delivered by a separate university who were the Grant Recipient Body (GRB), managing the funds for the region based on the Welsh European Funding Office (WEFO) Guidance Delivery models, which applied the Waterfall approach based on the Prince2 methodology for the programme and the projects in the portfolio. 
A formal evaluation found that the target deficit resulted from a series of connected theories relating to the project delivery model. This was exacerbated by external influences comprising the economic environment and uncertainty following the EU referendum, as well as the business performance and uncertainty of a large steelwork employer central to the project's development. These factors are thought to have adversely impacted wider business confidence and interest in training. 



Initiation 
The project benefited from the rigorous guidance laid out by WEFO for the pre-planning stage (WEFO, 2018a). In collaboration with the research and development unit staff completed an Operation Logic Table (OLT). The OLT aimed to understand specifically what the anticipated project intended to deliver against the programme objectives and how it would be achieved. This considers the PMU’s aims and regulatory requirements. However, there was no formal protocol or project approval process to ensure the project meets the university needs and requirements. 
A Project Initiation Document (PID) is crucial to establish, to inform an effective project team. The PID should provide clear guidelines and expectations, which help align the team’s efforts. Similarly, Tuckman’s (1965, Tuckman and Jenson,1977 cited in Bonebright, 2010) five stages of small-group development highlight the importance of creating a team charter. This charter is valuable for guiding the group’s productivity and ensuring successful outcomes. By clearly defining roles, responsibilities and objectives, the team can operate with a shared understanding, minimising ambiguity and enhancing overall performance (Natvig and Stark, 2016; Bonebright, 2010). The Waterfall approach was predictable and well-defined aspects of the initiation and provided structured risk management timelines and planned activities. Without the benefit of the LEAN methodology, there was limited flexibility for adaptation to address the evolving user and stakeholder requirements. The initial setup was also done, for the most part, by members of staff who weren’t part of the project team moving forward. 
By utilising a PID from an organisational perspective would have further clarified roles and responsibilities from the beginning for the project. As the team evolves through distinct stages, Tuckman’s (1965) theory enhances team and individual performance (Natvig and Stark, 2016). Having greater awareness of this framework for establishing a new project team would have significantly benefited this project, as it would have given the project manager a framework to manage the team through these stages with understanding and ease. Going forward by using a Hybrid approach of Waterfall and LEAN these pitfalls could have been avoided, as LEAN encourages regular feedback and continuous improvement, leading to higher-quality outcomes. This Hybrid approach is especially beneficial for projects where iterative cycles are required (Douglas, Antony and Douglas, 2015).

Planning and Design
The project’s focus on Foundation Degrees shaped key budget and profiling decisions and was a factor that impacted success due to the low uptake in the region. As recruiting students at the start was essential due to the duration of the qualification relative to the project timeline. The evaluation found, in retrospect, that adjusting upfront development work would have been beneficial, such as scaling staff recruitment. The evaluation also found that the project developed process groups too late in the project to have an impact.

The project began confidently due to the approval of a detailed plan using the structured Waterfall approach, recommended by WEFO (2014) effectively defining project requirements and risks early on. However, uncertainties around team management and leadership soon emerged. Poor communication and challenging team dynamics led to confusion and conflict. While the stable project plan was a positive aspect, ineffective leadership and communication resulted in delays and disengagement, undermining the project's overall success. When discussing leadership in a university context, often a Laissez-Faire leadership approach is taken, giving autonomy to the project staff, which lead to insufficient clarity around responsibilities, causing confusion and a lack of motivation for the team (Munna, 2021). 

There is evidence to suggest that projects related to learning and recruitment would benefit from an optimal hybrid approach in this phase (Albuquerque, Torres and Berssaneti, 2020; Klein et al., 2021; Douglas, Antony and Douglas, 2015). This combined hybrid approach benefits from the clarity of Waterfall and LEAN’s flexibility, ensuring both compliance and adaptability. Adair (2022) found that successful leaders focus on the task, the team, and the individual team members; continuing without fostering a positive team environment leads to the team losing motivation. On reflection action-centred leadership offering a functional approach to address the individual, team and task needs would be the best contemporary leadership style to adopt for future projects (Adair, 2005; CMI, 2014).  PMBOK (2021) highlights the need for considering the different mapping models to be utilised during the different project phases and performance domains at an early stage. 

[bookmark: _Hlk177201422][image: A chart with text and numbers

Description automatically generated with medium confidence]Fig.2 PMBOK (2021) Mapping of Models Likely to be used in each Performance Stage.
[bookmark: _Hlk177966941]The above table (PMBOK, 2021) indicates where each of these models can appropriately be used and adopted. The project manager and team should ensure the correct model for the organisational culture and project is implemented from the outset. Creating process groups earlier, including a management team outside of the project board that provides business direction, insight and checkpoints internally, will be integral to future endeavours. 

Execution
The evaluation recognised that processes, course content and resources were documented as high quality. However, there was no evident market for the varied modules and qualifications. The administrative management of project execution, the development of internal systems and customer care were considered effective and showed improvement over time. However, the project was perceived to lack a commercial viewpoint, formal direction and a specific role responsible for leadership and strategic direction. Additionally, while having other educational institutions and employers on the project board maintained relationships and provided opportunities for collaboration, the nature of the funding limited their ability to provide strategic input. This was due to the requirement for decisions to be made at a high level within WEFO and the university, which undermined the authority of the board.

The project's success is dependent on the processes used to achieve the work defined in the project management plan. However, common challenges were encountered during the execution phase, such as unsuccessful leadership, lack of team unity and inadequate change management (Sommer, Dukovska-Popovska and Steger-Jensen, 2014). These challenges suggest the need for a more structured and responsive approach to leadership and team management.

Considering the challenges faced, McGregor’s Theory X, Y, and Z, particularly Theory Z, which Maslow viewed as motivating staff through self-actualisation, becomes relevant when considering project management (PMBOK, 2021). In a university context, a Laissez-Faire leadership approach, which often gives autonomy to project staff, can lead to unclear responsibilities, confusion and a lack of motivation (Munna, 2021). Adair (2022) found that successful leaders focus on the task, the team, and individual team members. Projects that fail to foster a positive team environment often leads to demotivated teams. For future projects, adopting action-centred leadership that addresses individual, team, and task needs would be effective (Adair, 2005; CMI, 2015). By allowing team members to establish improvement methods during the execution phase, the Project Manager can focus on fulfilling their LEAN responsibilities. This includes effective communication with non-development teams and removing obstacles that hinder progress (Cornelius, 2014). A key aspect is managing stakeholder and customer relationships efficiently, aligning with step three of LEAN's five guiding principles: "Create Flow" (PMI, 2022). This approach ensures a smoother execution process, enhancing overall project success. 
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Fig.3 PMI (2022) LEAN's five guiding principles.
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Fig.4 PMBOK (2021) Example of Information Flow.
[bookmark: _Hlk176893859]The above illustrates the need for information flow between senior management and the project team to align with university goals, remove obstacles and efficiently escalate unresolved issues (PMBOK, 2021). 
Monitoring and Controlling
The monitoring and controlling process managed and tracked the project, allowing potential difficulties to be recognised so that corrective action can be taken using the project management plan (PMBOK, 2021). Milestones, progress reports and meetings with the team and stakeholders were used to monitor these activities, utilising tools such as project reviews and highlight reports. Standardised templates are valuable tools for managing and monitoring these activities effectively (Iqbal, 2024). These templates provided a framework for team members, promoting consistent language and practices and enhancing efficiency and best practices (Iqbal, 2024) (see Appendix 1). During this phase, change is inevitable. However, the project was halted early partly due to the lack of a change management approach. The evaluation highlighted slow response to factors, such as business changes, market changes and a lack of strategic direction as an issue. These issues led to significant budget and target reprofiling, resulting in the project underachieving against some of the initial milestones and outcomes.

The evaluation revealed that while the Waterfall methodology effectively managed the linear elements of the project and the initial setup, it was less effective in assigning risks requiring individuals to take responsibility. This was partly due to the leadership and change management approach used, which contributed to challenges in holding individuals accountable. The lack of stakeholder involvement and project board authority during the initiation and execution phases resulted in a disjointed approach, which may have exacerbated accountability issues of the identified risks and issues. 

The Waterfall approach effectively managed project monitoring and control according to PMU and ESF regulations but lacked flexibility and integration into the wider university. PMBOK emphasises the importance of overlapping general management principles, highlighting the need for a university-wide change management framework. Lewin's Change Model (Bell, 2020), with its unfreeze, change, and refreeze stages, could provide a structured approach to handling project changes, as could models like Kotter’s 8 Steps or ADKAR (PMBOK, 2021). 
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Fig.5 PMBOK (2021) Overlap of Project Management and General Management Principles. 
Clear role definition through a RACI matrix would enhance accountability and support long-term project success. It would allow the PM to fulfil their role during monitoring, which is to oversee quality, costs, and risks while ensuring smooth project execution (PMBOK, 2021).
Delivery, Closing and Control system 
Project closure is an overlooked part of project management. PMI (2022) states closing a project means finishing all the agreed activities, splitting up the project team, and signing off on the project with the sponsor, in this case, WEFO.
The project closure report communicated how well the project performed in relation to its original business case, quality measures, cost, duration and tolerances (PMBOK, 2021). The team completed a lessons-learned report to share important information and pass on valuable learning that can be applied to future projects (PMBOK, 2021).
In line with the WEFO (2018b) project closure guide, the project was systematically closed, including procured tenders, staff redundancies/reallocation and the handover of resources and assets to the university all project documentation was fully audited and archived appropriately. A main contact from the Research, Enterprise and Innovation Team who supported the project through the lifecycle was formally handed over responsibility. 
Implementing the Waterfall method to close and handover the project proved to be an effective methodology; however, opening the internal strategic information flow listed by PMBOK (2021) would have improved the overall success and accountability.
Conclusion 
Whilst the project did not reach the scale initially anticipated, it successfully delivered positive outcomes for many learners in terms of personal development, including increased confidence, improved well-being and enhanced motivation to advance their career or their business. The project impacted self-employed learners, enabling the diversification of business offerings. The lessons learnt included the need for a timely review of project delivery models for future projects, to respond more effectively to changing demands and the external environment. The impact of not reviewing the delivery models effectively at the outset, evidently had a large impact on each of the delivery phases and all involved. By implementing this change, future projects will benefit from stronger strategic leadership and proactive information flow between the project and the university. 
Due to the strict funding requirements and regulations, meeting the needs of the funders took priority over the needs of the employers. The methodology utilised didn’t consider that a more comprehensive approach might be required to deliver this project effectively. At the time, Waterfall and Prince2 were considered standard in the public sector despite their lack of adaptability and less focus on involvement and communication. 
By way of analysis, the structured nature of the Waterfall methodology helped manage the predictable aspects of the project, such as the budgeting and scheduling; however, the rigidity of the Waterfall likely clashed with the need for flexibility in the delivery of the project outcomes, especially in terms of communication which proved ineffective. The absence of a team-orientated risk management approach, meant that potential issues became risks, leading to difficulty in responding to the market's external changing needs. 
The proposed hybrid approach also provides an action plan that will allow balance and flexibility, ensuring that mapping models are appropriate to each of the phases and performance domains are considered at an early stage. This step will be impactful in addressing all the key issues discussed around the need to improve motivation, leadership, change management, risk accountability and process groups encompassing a communication plan and information flow map, ensuring strategic buy-in and support from the beginning. 
In conclusion, by reviewing and applying the appropriate models and ensuring the staff had the relevant skills to deliver the project, the university could have reduced the risk of project failure.  By applying the proposed hybrid methodology in future, the project can benefit from the predictive security of the Waterfall methodology without the linear constraints. Utilising LEAN’s adaptive approach allows for more flexibility and functionality with a focus on the importance of team and stakeholder communication and strategic involvement.  
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