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[bookmark: _Toc24199399]EXECUTIVE SUMMARY
This report will attempt to provide a critical assessment of Project Management and the methodologies, frameworks, tools and techniques that are utilised when managing a project. The report will analyse in detail how effective these tools and techniques are while demonstrating the ability to plan and carry out a project. 
[bookmark: _Toc24199400]INTRODUCTION 
Within this report a critical assessment of Project Management will be provided, while looking at a range of different theories to analyse and evaluate several Project Management tools and techniques. The report will attempt to identify various approaches to Project Management and will look at different methods and their usefulness for managing a project. The report will also demonstrate the ability to plan the implementation of a project and the various stages of a project lifecycle and will look at stakeholder’s involvement in Project Management and the associated risks involved. 
[bookmark: _Toc24199401]WHAT IS PROJECT MANAGEMENT?
Project Management is the process in which specific knowledge, skills, tools, techniques and methods are used together to meet the objectives of a project or outcome. It is the method of ensuring that the project’s required outcome is met to the relevant time scales or budget set by the organisation (PMI; 2019). 
It is the use of specific “processes, methods, skills, knowledge and experience” to accomplish an objective or end goal in accordance to meeting certain specifications. (APM; 2019).    
Dr Martin Barnes (APM President 2003-2012) states "At its most fundamental, project management is about people getting things done." (APM; 2019). 
The above quote from Dr Barnes suggests that Project Management is focused on people; people within a team, working together to achieve an end objective. People are a fundamental part of Project Management and the relationships they build between one another could have a direct impact on the success or failure of what the Project Manager is attempting to achieve.    
Project Management requires that an organisation plans and uses their resources to achieve a particular goal (i.e. the project in question). These resources could include utilising their staff, finance/expenses and relevant technology in the best possible way to complete the given objective. It is important to note that the key role of a Project Manager is to define the objective and determine the various components that are to be achieved while working to set time constraints and budgets. (Labbarre, O; 2019). 
Project Management can be described as how specific processes and principles can be implemented to initiate, plan, execute and manage the way an end goal is achieved. Key components of Project Management include, time, cost, scope and quality. Increasing or decreasing any one of these components will have an effect on the others, for example; decreasing the amount of time available to complete the project could affect the quality of the end product. (Axelos; 2019). 
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The success or failure of a project rests on an infinite number of factors surrounding Project Management. A small number of these factors are listed below.  
The Project Manager – It is of fundamental importance that the Project Manager is fully committed to their role and gets fully behind the team in order to achieve success. They should do everything in their power to ensure the success of the team. (The Balance Careers; 2019). The Project Manager should not only hold academic qualifications but should also have good people skills, also known as soft skills. These include the ability to communicate effectively – speaking and listening, being able to build good relationships between employees and having good social skills. Peter Drucker (1909-2005) also known as the “The Father of Modern Management” believed that “The most important thing in communication is hearing what isn’t said.” (Webb. K; 2019). This is a fundamental skill that a Project Manager should possess and indicates that listening and able to read someone from their body language is just as important as being able to communicate effectively by speaking. A Project Manager should also be extremely trustworthy. Trust is what builds the relationship between the Project Manager and their team. The team needs to be able to trust the Project Manager’s intent and interest in their company. The team should believe in what the Project Manager wants to achieve.     
Goals And Objectives – It is extremely important to have a clear set of goals and objectives and understand what needs to be achieved. (The Balance Careers; 2019). This provides a clear understanding for the members of the team. 
Stakeholders – Stakeholders are an integral part of Project Management. They have a vested interest in the project’s success. (The Balance Careers; 2019). 
Team Members – Team Members are fundamental to the success of the project. Dedication of the team is extremely valuable, without dedication, deadlines would be missed, and work quality would decline. (The Balance Careers; 2019). This is the reason a strong relationship between the Project Manager and the team is so important. 
[bookmark: _Toc24199403]WHAT IS A PROJECT? 
A project can be described as a temporary endeavour or a series of steps taken in order to achieve a necessary result or objective. It is a way that an organisation can achieve their goal in an environment that is controlled by management approaches. (My MG; 2019).     
A project can also be identified as being a unique undertaking that is implemented to achieve objectives that have been organised and planned. The success of a project is based on whether objectives have been achieved in relation to the constraints allocated, for example budget and timescales. (APM; 2019). 
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A project lifecycle is the series of steps or stages that the project must go through from start to finish.  The project can have any number of relevant stages, but this is determined by the Project Manager or the requirements of the organisation. The project lifecycle can be subject to change as per the requirements of the particular organisation, but the lifecycle will always contain a start, an end and a monitoring/control point. The lifecycle of the project is always controlled by time constraints. (Invensis; 2019). 
The lifecycle is a useful tool to follow as it provides a basic framework of the actions that must be carried out through the duration of the project. It is helpful to have a set of guidelines to follow. It provides an element of structure by providing a framework to take the project through each stage to completion. 
Even though every project is different, every project follows the same basic stages as shown below. The sequences may vary from project to project, but all will follow a critical path of phases that are extremely important.  

     Startup/                Planning &               Implementation &               Completion &     
     Initiation             Organisation                  Monitoring                         Evaluation

Startup/Initiation – This is the starting point for the project. The requirement for the project must first be recognised for the project to begin. This is the stage where the project’s objectives are clearly mapped out. 
Planning & Organisation – This stage is where a clear and concise detailed plan is set out. It is helpful to draw on the skills of team members in order to create a plan of action and delegate roles. This provides the team with a method to follow and adhere to. 
Implementation & Monitoring – This is the ‘doing’ phase. This is when the team will build and test the product in order to fix any problems that arise. Monitoring of the project’s progress will be carried out at this point to ensure that the project remains on track.  
Completion & Evaluation – This is the closing stage of the project. This is also the stage where the project will be evaluated or reviewed. Evaluation is extremely helpful to plan for future projects.  Communication is key during this stage of evaluation as is the necessity to document findings. The evaluation stage is a learning opportunity for future projects.  
(Workamajig; 2019). 
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Project Management is used as a tool to predict as many complications or problems as possible and to prepare and plan ahead of time so that the project can run smoothly and end successfully regardless of the risks associated or encountered. (Lock, D; 2007).
Before a project can commence, it is important to understand the scope of the project. The scope is the connection between the objective and the actual work that needs to be carried out in order to achieve it. The objective is defined as the outcome. The Project Manager should consider understanding the SMART objectives before the commencement in order to fully realise what is expected of the project.
· Specific 
· Measurable 
· Agreed 
· Realistic 
· Timebound 
Project Management is important to provide a clear plan of what is expected when carrying out a project. When knowing what is expected with clear set out objectives, it is much easier to follow a particular path in order to avoid risks and ultimately achieve the desired outcome. It is important that a risk management process is undertaken. First, identify the risk; then prioritise the risk in order of high, medium or low level; then finally, manage the risk and decide how to address them in detail and create a strategy for each. It is important that any potential risks identified are monitored during the duration of the project as changes can occur. 
There are many reasons a project may fail. Project Management is an extremely useful tool as it assesses the risks associated with the project. These could be how the environment impacts the project either internally (within the organisation) for example relationships between co-workers, or lack of funds within the organisation or externally (how the organisation reacts with the external environment) for example competition in the market place or legal or political risks which may impact on imports and exports.   
There is always an underlying element of risk and ambiguity when carrying out any project and the potential outcome can never be predicted with absolute certainty. Project failure is a common occurrence and there are many reasons for this such as projects being left before they are completed, unrealistic time constraints or costs running over budget to name just a few but the reasons for failure are endless. (Lock, D; 2007).
It is the Project Managers responsibility to prepare for any risk which may negatively affect the success of the project. This is the reason planning before the commencement of a project is so important. 
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There are many approaches and theories to Project Management that a Project Manager may implement when tasked with managing a project. 
[bookmark: _Toc24199407]THE WATERFALL APPROACH 
The Waterfall approach to Project Management was first established in 1970 by Winston W. Royce. (Project Manager.com; 2019). 
The Waterfall approach to Project Management is a traditional approach and requires that the project is broken down into sequences that must happen in the exact order. Each stage is dependent on the completion of the one before it. It can be broken down into five stages in a liner fashion. (Nutcache; 2019). 
Planning is extremely important when using the Waterfall Approach to Project Management. This is due to the fact that if a stage falls behind it can set the whole project off its deadline. There seems to be very little flexibility with this approach which isn’t ideal when considering that the unexpected may occur from time to time. The approach itself seems structured but too rigid. 
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The Agile Project Management Approach looks at achieving projects via small phases or cycles and focuses more on flexibility with the ability to adapt to changes at short notice. For example, if the customer’s feedback or review requires a modification or change, then this can be implemented. (Nutcache; 2019). 
The goal of this type of management is to produce more frequent product releases in a shorter time frame and within shorter development cycles thus enabling the project team to make changes as and when required to meet the client’s needs. (Work Front; 2019). 
The Agile Approach to Project Management can be spilt into two different management frameworks: 
Scrum uses fixed length iterations of work known as ‘Sprints’. It aims to deliver product releases much more rapidly. A Scrum board is used to increase transparency. It enables users to see all work in each sprint. (Atlassian; 2019). Each Sprint lasts only a short amount of time and the team responsible for completing the work will make the decision as to their commitment level during that Sprint. (Work Front; 2019). 
Kanban matches the work to the team’s capacity and ability. It aims to get things done as expediently as possible, giving the team the ability to react to change. (Atlassian; 2019).
[bookmark: _Toc24199409]WATERFALL VS AGILE
The Agile Approach is a much more flexible approach than the traditional Waterfall Approach. It focuses more on collaboration from the customer/client and provides a more amenable approach to adjustment when responding to change rather than following a rigid plan. This builds customer/client relations especially when responding to changes in relation to the client’s actual requirements. The Agile Approach allows for decisions to be tested and rejected early on in the process thus ensuring the success of the final product. This level of decision-making flexibility is highly beneficial, and which is not present in the Waterfall Approach. Although the Waterfall Approach is less flexible, it appears that the Agile Approach may lose track of the actual objective since it focuses much more on being so amenable to changes, which may result in time delays and running over budget. 
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Another useful tool used by Project Managers is PRINCE2 which stands for ‘PRojects IN Controlled Environments’ (PRINCE2; 2019). It is a method used most commonly by UK Government. It can be considered as a rather complicated process of Project Management. It is a structured approach but is often considered too containing and unwieldy for smaller projects. 
It focuses on 7 themes, 7 principles and 6 processes and creates a guide used for effective Project Management. 
PRINCE2 enables Project Managers to manage projects successfully. It provides a greater understanding of risk and the ability to control resources more effectively. (PRINCE2).  
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Leaders aim to influence, motivate and inspire followers to contribute towards the success of a common goal. Managers control and dictate to subordinates or workers in order to achieve their objective. (Harvard Business Review; 2019). 
Dr. Peter Drucker (1909-2005) is known for being one of the most leading influential management philosophers and whose work is used worldwide today. (British Library; 2019). He noted that the success or failure of a project is determined by the performance of a Project Leader and the main reason that team members may not be fully committed to the project is due to the relationships built between the Project Leader and the team members. The success or failure of the project lies on how team members are treated by the Project Leader. (Haner, J; 2012). 
His viewpoint is very much based around the importance of human interactions and the soft skills that a Project Leader should possess if they are to lead the team successfully. Dr. Drucker believed that in order to work as a team, the team members and the Project Leader influence each other. This indicates a level of equal status within the team. This is extremely important when building relationships between members of a team. Dr. Drucker was very much focused on people; he understood that Project Leadership is about leading and inspiring people to succeed rather than management dictatorship. 
People are complex and every person is completely different which is why having soft skills as well as academic skills will stand a Project Manager in a greater position to succeed. Management skills can be taught and learnt over a period of time, but it is much more difficult to learn soft skills. These skills are already inbuilt in us, whether we are born with them or have developed them over time through life experiences. 
A model that ties in well with Dr. Drucker’s beliefs is the Hersey-Blanchard Model. Paul Hersey and Ken Blanchard suggested that there was no individual leadership style or method that was any better than another. The model looks at how a leader should adjust their leadership style to suit that of their followers based on their skillset, competence and abilities. Again, this focuses on relationship building by ensuring that a leader considers the members of their team before choosing the way in which they wish to lead them. (Business Balls; 2019). 
The ability for a manager to be able to adapt their management style when leading a group of people is extremely important as every individual is unique with different skills and abilities. Relationships in the working environment can be extremely complex with workplace hierarchy politics to contend with and so being flexible in management approach and style will make it much easier to manage a group of people by being able to adjust to their individual needs. 
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A stakeholder can be described as anyone who has a vested interest in the project and who is impacted by its outcome. This could be an individual, a group of people or an organisation. (Project Manager; 2019). Stakeholders may be internal to the organisation including other managers or project sponsors or may be external to the organisation for example, the general public or shareholders. 
Stakeholder Management and Analysis is extremely important. It must first be identified who the stakeholders are, as there may be many, and how valuable each one is in relation to the project. Some may be more valuable than others and so must take priority. The stakeholders may make the difference between the project’s success or failure. In understanding key stakeholders, it will allow them to be managed more effectively. 
The Power Interest Diagram below is a useful tool to provide a clear understanding of stakeholder importance.  
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(Bright Hub PM, 2019). 
It is important to build positive relationships between stakeholders through trust and communication. (Project Manager; 2019). Stakeholders can have an extremely positive impact and can help you gain further resources for a project, so it is important to communicate frequently and keep them up to date to ensure they have complete transparency and understanding of the project in question. 
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[bookmark: _Hlk24195472]Project Management is an extremely useful tool. It is of the upmost importance that before a project can commence, a set of clear objectives must first be established and a concise plan must be developed, documenting the project lifecycle. It is helpful to have a clear set of guidelines or framework to follow. This can be subject to change due to unforeseen circumstances out of the control of the Project Manager but with careful planning, any eventuality can be considered before it happens.   
It can be challenging when faced with managing a group of people as every individual is unique and has different skills and abilities. Having the benefit of a manager with leadership qualities as well as a strong management acumen will not only benefit the project but will also ensure that the project team is fully on board and committed to their role. 
Having strong people skills is just as important as having relevant academic qualifications. A Project Manager should be able to inspire and motivate people and lead them to success. Members of the team are extremely important to the success of a project and in order to succeed, a Project Manager should be able to communicate effectively and be able to adapt to the needs and requirements of their team members. People are fundamental to Project Management. 
Project Management is diverse and complex and requires much more than just business acumen and qualifications. Project Management is people focused and project success is determined by successful communication and relationship building. 
Project Management uses many different tools and techniques, each with the own set of characteristics and attributes. The success or failure of a project is dependent on how a Project Manager uses these tools to their benefit to achieve get the best possible outcome by deciding the on best method for the project in question and the project team. 
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