Lucy Jouault	Student ID: 2319582	Module ID: BMPF7315D
Component 1 - Project Management in the Public Sector: Methodologies and Barriers to Implementation 
Introducing Project management
Projects are a vehicle for change, allowing for evolution to occur in an organisation/sector/service at a faster rate than usual (Nokes & Kelly, 2007) which means projects represent a critical opportunity for positive change, increased value and increased wellbeing. Generally speaking, the goal of a project is to create a new product, service or result (The Project Management Institute, 2021) however there is additional complexity for the public sector, specifically local authorities, as they are at the mercy of both national government and public scrutiny and are thus required not only to create successful projects but also deliver public value and government efficiency, with increasing pressure to evidence the value of public expenditure (Armitage, 2019). Although noted by numerous authors, the additional challenges in public sector management were not heavily explored in the literature until after the 2008 financial crisis (Armitage, 2019). 
The Project Management Institute (2021) defines a project management methodology as “a system of practices, techniques, procedures and rules use by those who work in a discipline”. The workplace described in this report is a local authority. On the staff portal there are an array of methods, templates and governance structures dictating how council projects are supposed to operate. While this is intended to install a level of consistency to project management within an organisation, in each case the methodology will likely need some level of tailoring to suit niche characteristics of the project team/conditions (The Project Management Institute, 2021). However, project management practices are frequently absent from real-world scenarios and a commonly cited reason is a lack of time (Wiewiora and Murphy, 2015). In this report, I will critically evaluate the suitability of different project management to the workplace by defining the key features of this workplace and discussing the suitability of project management methodologies (PMM) within that specific context. 
Introducing the Workplace
The workplace explored in this report is a Welsh Local Authority’s Waste and Recycling Department, specifically the Waste Strategy and Policy Team. The authority’s corporate approach to Project Management (PM) which is based on “sector best practice”. Featuring the Project Type Matrix, the toolkit aims to provide structure for the planning, delivery and closure of local authority projects. This means all projects are linked to a corporate programme/pillar as well as having a valid business case and adhere to regular monitoring and control mechanisms. The local authority states that projects must have clearly defined roles and responsibilities within the project context 2) a shared and clear understanding of the project aims, delivery deadlines and required resources. Despite a wealth of templates and guidance being available to staff regarding project management, it seems that in the case of the specific workplace (department) explored in this paper, there seemingly low levels of adoption of project management methodologies or techniques, even for projects of considerable scale and political importance. In this paper I will explore 1) the features of the workplace and 2) which project management methodologies and processes are suited to the workplace (project environment) based on 3) how those characteristics interact with project management implementation e.g. where workplace features represent/include challenges, the ability for that project management methodology to mitigate and consequently improve the service. 
The local authority Waste and Environmental Department is wide in scope, covering grounds and cleansing, environmental enforcement, waste strategy and policy, commercial services, and the waste operations who cover the entire county’s (approximately 91,000 households) domestic kerbside collections of general waste, dry mixed recycling, glass and food waste. They also provide a free, on-request nappy/hygiene waste service as well as a paid for garden waste and bulky waste collection. Radical reform of public services which include alterations to the way in which they are delivered has led to distribution of power away from central government toward localism (Westwood, 2011) meaning local authorities are at a point where they have the biggest workload while being allocated increasingly smaller budget to achieve this work. The downstream implications of this on project management implementation and efficacy will be explored further below. 
“Particularly at the local council level….. there is the shortage of good project managers when the public sector is charged to do more with less”                             – Armitage, 2019.



Feature 1 - Large-Scale Projects
Over the past year, a considerable portion of managerial resource has been consumed by the domestic kerbside transformation project, a large-scale project requiring millions of pounds worth of infrastructure, procurement of a new fleet of vehicles, bins and liners to facilitate the transition to separated kerbside collections in line with the Collections Blueprint Beyond Recycling strategy set out by Welsh Government (2021). While the author is not engaged on this project over the planning phase last year, multiple discussions with staff working on these projects has led to the identification of challenges regarding project management which are consistent with those identified in the literature in the local authority context. Firstly is the challenge of complexity, where a project of this scale requires multiple objectives across departmental boundaries to be concurrently achieved with long consultation processes with scrutiny/cabinet and the public in order to secure funds which cause significant delays which impact procurement and consequently delay project delivery (Armitage, 2019) which is exactly what can be observed in this project. For this large-scale project therefore I propose the Lean management methodology would be most appropriate choice as it is focussed on reducing wasting time, resources and spend, which is critical for a project which requires input at multiple levels of project team meetings with members from all factions of the waste service which requires streamlining. Moreover its suitability has been attested to in the public service (NHS) context in the literature (Lindsay and Kumar, 2015) for the same complex features identified in this service area. This methodology’s emphasis on reducing waste/increasing efficiency is also critical to keep up with cabinet’s requests for multiple scenarios in deciding which approaches to opt for. Here, Lean techniques such as such as value stream mapping to measure the ratio of value-adding activities versus non-value-adding activities (Project Management Institute, 2021) would be highly useful in demonstrating to cabinet which options provide the most value. You can also adopt Lean principles to streamline procurement processes which would be ideal for a project of this scale where there are so many different stages and types of procurement required to transform domestic waste management in the county. That being said, Lean can be rigid if strictly adhered to, so I propose a level of flexibility is woven in to ensure it can be adaptable as the project progresses. Additionally, the Lean methodology techniques such as value stream mapping (Project Management Institute, 2021) which will invariably require a considerable resource to identify, record and statistically analyse value-adding versus non-value adding activities in order to remove waste from production system. While this would significantly improve resource efficiency in the project, ironically there is not sufficient resource within the project team to allocate to implementing this methodology primarily due to the project team being very limited due to strict budget constraints on the service. 
Feature 2 – Rapidly Evolving Policy Landscape 
Wales is pushing beyond other UK home nations when it comes to environmental legislation, already being 2nd in the world, Wales continue to set new, ambitious targets, resulting in a rapidly evolving policy landscape which local authorities, in order to fulfil their statutory obligations, must keep up with. 
The agile methodology is what I would recommend therefore as it allows for fast response to changes, allowing for flexibility to tailor projects according to new strategies and policies as they come into force. This is supported by the successful implementation of agile methodologies in public sector departments which has been explored in the context in light of rapidly changing dynamics, pressures and policy landscapes (Kaczorowska, 2020) and was deemed more successful when compared to traditional, less flexible methodologies . 
An adaptive style of project development/management is characterised by iterative and incremental approaches (Project Management Institute, 2021) which is well suited for the waste service in general as it allows for flexibility to develop in accordance with a rapidly changing policy landscape with increasingly less funding to meet statutory obligations. As stated by the Project Management Institute (2021), projects that use adaptive methods require significant stakeholder engagement throughout every step of the process. It is essential therefore that the council engage in rigorous stakeholder analysis and ensure they have the resource to invest to build and maintain productive and mutually beneficial stakeholder relationships. 
Feature 3 - Grant Funded Element
A lot of local authority activity is facilitated by Welsh or UK Government funding, meaning projects are strapped to tight deadlines which can allow little flexibility to tailor projects in the face of unexpected changes. The retrenchment of local authority grant dependant third sector funding has been deemed a significant challenge of austerity in Armitage’s (2019) PhD investigation into PM assets in local governments and is a commonly cited barrier to regeneration and third/social sector innovation in Carmarthenshire. The funding landscape for the public and third sector has changed markedly since Brexit and United Kingdom have made available several funds since it’s departure from the European Union to replace Europe Structural and Investment funds, namely the Shared Prosperity Fund, the Community Renewal Fund, Levelling Up Fund and Community Ownership Fund (O’Connell and Cunningham, 2022). The Shared Prosperity Fund was described in the 2017 Conservative Party Manifesto as (Conservative and Unionist Party, 2017) “specifically designed to reduce inequalities between communities across our four nations” and “deliver sustainable, inclusive growth based on our modern industrial strategy”. Notably, Theresa May states: “The UK Shared Prosperity Fund will be cheap to administer, low in bureaucracy and targeted where it is needed most”. While May may have had those intentions, her words are not an accurate reflection of what SPF funding has facilitated in reality. Under this funding specification projects are measured against outputs and outcomes in a structure and to a method that can only be described as overly beurocratic and what results is something that is not fit for purpose I Carmarthenshire and serves to actively confuse and alienate the third sector, reducing their likelihood of applying for future funding. While SPF’s assessment framework serves as a form of “quality management” which is supposed to help produce deliverables and outcomes that meet project objectives and align to the expectations (Project Management Institute, 2021). It is equally important that you ensure deliverables are designed in such a way that they meet project objectives and align to the expectations, uses and acceptance criteria expressed by the organisation and relevant stakeholders, meaning they are fit for purpose as defined by acceptance criteria (Project Management Institute, 2021). Because the SPF funding was created by a different national government in a different country an distinct cultural, economic and political landscape, this SPF fund is not fit for purpose and unfortunately makes for clunky implementation at the operational level. Moreover, SPF funding timescales are incredibly short and rigid, so groups are left high and dry unable to continue following a small injection of start-up money. While there is no project management methodology that will rectify the rigidity and temporary nature of the financial provision their impacts on project deliverables, there are certainly project management methodologies and techniques that ensure there is a strong documentary record of the project progress, outputs and successes which can be used to evidence claims for further/renewed funding and increase their likelihood of securing it. The main methodologies I would use for this is PRINCE2 because of its stress on documentary evidence for controlled project stages. In this context, project management tools cannot address the root problems associated with short-term grant funding, but can alleviate the symptoms by increasing the likelihood of further support by ensuring robust record keeping to use for further grant applications. 
Feature 4 - Stakeholder Relationships 
Project and programme management is noted as an important factor in the context of stakeholder satisfaction in local authority regeneration projects in Wales (Paget, 2017). Yet from anecdotal evidence gathered by this author, there appears to be little stakeholder analysis performed within numerous sections of the council and likewise, members from the social and third sectors commonly refer to a sense of not being seen, heard or understood by their local government, which could not reasonably be a reality if the council were engaging in a satisfactory level of stakeholder analysis. It is critical that we improve on this area because in the face of austerity/economic hardship, public services are increasingly cut, and it is the third/social sector who are pioneering public services to increase the wellbeing of communities and the environment. However, they cannot do this alone; this needs governmental support and funding, so we must establish and maintain relationships with these entities who we are increasingly reliant on local government for providing the services we have historically cut due to budget restrictions. Moreover there is increasing evidence that regeneration/sustainable innovation works best with a ground-up/community led approach (Paget, 2017; Liu et al., 2023). If local governments could relinquish control of project management to the communities which are directly impacted by these projects, they would likely find mutually beneficial outcomes. This will be explained in further detail below.
“Successful outcomes for projects are underpinned by supportive leadership models and meaningful, continuous engagements between project teams                 and stakeholders” - Project Management Institute, 2021.




Feature 5 - Risk Aversion, Austerity, Resource Depletion and Burnout (combined due to interconnectedness of these features)
At Carmarthenshire’s recent social value conference this year, the impacts of public sector risk aversion was attested to by speaker Chris Bourke who pioneered the co-production between NRW and a social enterprise (the local community) in the Rhondda Valleys which has formed the evidentiary basis for his MSc thesis (unpublished) on coproduction between the public and third/social sector entities. He said the biggest barrier in getting these projects off the ground is the intense risk aversion exhibited by public sector bodies. As the project manager, Blake was responsible for navigating the relationship between these two stakeholders and found that when local communities were given the autonomy to manage projects/project elements, the mutual outcomes were significantly better. He said this confused him initially as the aims and objectives of both entities were largely the same. It was of great relief to this author that the explanatory factors cited by Blake were consistent with the conclusions I have made regarding what compromises the quality of public sector support of local regeneration projects, and lack of resource coming from a lack of funding is a major element. Because the public sector has been subjected to such severe resource and budget cuts, it has led to a culture of burnout at a level that is not observed in the private and social sector. I believe this fundamentally underpins why you see a deviation in project quality and PMM implementation between the public and private sector in the literature (Mackenzie and Barratt, 2019). It is not that public sector staff just so happen to be unproductive and apathetic, in fact, the reason they are seen as such from the outside is an unfortunate consequence in many cases of staff being over-worked to the point of burnout, and empirical evidence shows that once the human brain has entered a state of burnout, there are measurable decreases in empathy and cooperative behaviour, and increases in more hostile decision making (Delgado et al., 2023). The influence of resourcing and burnout on project quality cannot be overemphasised. I strongly believe the role of the public sector is to support the third and private sector in innovating a greener Wales for the wellbeing of Future Generations. If this is a goal we are serious about achieving then both national and local governments must be proactive and radically honest about the negative impacts under resourcing has had on their staff. While it is appreciated that they will not be able to conjure the money and resource internally, they must realise that (significant) money and resource can come from co-production and collaboration with the social and third sector particularly, Chris Blake’s work is a poignant example of this succeeding in Wales. Blake’s project was however fraught with communication challenges as the staff at NRW who, as a consequence of being under resourced, were busy, stressed and apathetic to the community needs during initial phases of the project. To avoid repeating mistakes made in a project, it is important to share the positive and negatives of a project, commonly documented in the form of “lessons learned” (Wiewiora and Murphy, 2015) and what Blake shared serves as highly valuable lessons learned for this research paper as it confirms to me that addressing burnout in the project environment is key to ensuring more quality project outcomes, that public sector bodies must wake up to the reality that the social/third sector are not subject to the same constraints and as a consequence they have stronger cultures of enthusiasm, entrepreneurship, resource and sense of stewardship over the project that, if harnessed by local authorities, could bring about transformative, mutually beneficial outcomes for all.
Coming back to this project environment, in tandem with the changes on a national policy level, the Waste service in this LA has undergone significant reform over the years. The local authority’s waste service is subject to immense public and governmental scrutiny, and is expected to achieved high quality and consistent outputs despite being subjected to significant annual budget cuts, dwindling infrastructure, and insufficient personal relative to the workload. As a consequence, and as is commonplace in many public service departments, burnout appears to be very present across the team. Research indicates burnout levels are higher in the public sector than the private sector and has been attributed to factors such as heavy workloads, administrative red-tape, tight deadlines and resource limitations (Fuenzalida, 2024). My point is, you can create the most considered, empirically informed, tailored hybrid methodology in the world, but if the team responsible for the project are unable to adhere to the process as a consequence of being so thinly stretched across too many other projects, then the methodology is useless. 
In order to solve the problems of resource and poor project management, managers must engage better communication both intra and interdepartmentally about the reality of under resourcing and its effect on project management quality, because at the present there is a sense that everyone is pretending things are okay just to get by. Its because of this silence that such a degree of mis-management has managed to remain largely undetected and undiscussed. I do not feel the truth of how projects succeed, or fail is being accurately reported on and it is certainly amplified by the public scrutiny the council faces and the desire of employees to reduce exposure to it, even if it means withholding information that we, as a public service, should reasonably be transparent with. Managers should be advocating for their employees to have sufficient resource to avoid burnout not only because they as managers are obligated to create conditions conducive to good mental health, but because project quality is absolutely underpinned by staff who feel they have the time and resource to undertake the project effectively. Only then are they capable of experiencing the passion and sense of stewardship one feels in order to conduct a successful project. We must address the corporate culture that contributes to staff silence when they see things going wrong. Managers may think they are doing the right thing by wanting to paint their department in the best light at high level meetings, but what they are in fact doing is systematically denying corporate/cabinet’s ability to know and address the issues present in their organisation, and likewise systematically denying their employees the opportunity to receive help and alleviate the stress they are under. There are things managers could and should be doing to mitigate the burnout experienced by their staff, and project management methodologies play a key role. I think there is worth in accepting that project management methodologies that themselves require a lot of resource to apply may not be best in project conditions where resource is sparse, but we still must ensure a process is followed, therefore I suggest at least committing to adaptive methodologies which have less intensive reporting obligations and allows for flexibility with projects large in scope/complexity as is often the case with public service projects. This PMM will take less resource to follow while still ensuring governance, accountability and communication. It is so important that staff feel supported and appreciated to a degree that they feel comfortable to express their concerns about a project going wrong in some way, but when resource is so limited, project managers themselves are often so stressed that they lose the composure and managerial skills that create an environment where their team feels like they can share with them. Consequently, they get less information about the project, the project team becomes more disconnected, problems aren’t flagged or addressed as efficiently and this only serves to decrease morale and further burnout, further decreasing the resource the project receives as the people working on it lose their passion and energy for it. 
Conclusion - Proposed Hybrid Methodology
Based on the wide scope of the department, the rapidly evolving policy landscape, the broad range of stakeholder needs and obligations and the interdepartmental nature of the work in this service area, I propose a hybrid methodology that incorporates a more rigid approach for the initiation and delivery phases e.g. PRINCE2, and a more adaptive approach e.g. Agile for the delivery phase. This is because the stringent requirements and clear lines of accountability enforced by PRINCE2 methodology could help ensure key PM processes are followed, meaning stakeholder engagement and relationship maintenance should improve and work will be more streamlined as there will be clearer lines of communication and accountability. The delivery phase of waste projects however tend to be fraught with unexpected changes as the scope of the work is so large, e.g. vehicle break downs, public complaints, political pressures, budget cuts, policy changes. This requires us to be highly responsive to change in the delivery phase and the adaptive PM methodology allows us this adaptability to suit such a dynamic project environment. 
Word count: 3609
References:
Armitage, P.A., 2019. An empirical investigation into project management assets as a source of competitive advantage in local government (Doctoral dissertation, University of Huddersfield).
Conservative and Unionist Party, 2017. Forward, together: Our plan for a stronger Britain and a prosperous future. Conservative Party.
Delgado, N., Delgado, J., Betancort, M., Bonache, H. and Harris, L.T., 2023. What is the link between different components of empathy and burnout in healthcare professionals? A systematic review and meta-analysis. Psychology Research and Behavior Management, pp.447-463.
Fuenzalida, J., 2024. RED TAPE AND BURNOUT RISKS IN THE PUBLIC SERVICE (Doctoral dissertation, Department of Industrial Engineering, Universidad de Chile).
Kaczorowska, A., 2020. Traditional versus agile project management in public sector in Poland. Zeszyty Naukowe. Organizacja i Zarządzanie/Politechnika Śląska, (149), pp.287-302.
Lindsay, C.F. and Kumar, M., 2015. A lean healthcare journey: the Scottish experience. In Public Service Operations Management (pp. 346-364). Routledge.
Liu, Z., James, S., Walpole, G. and White, G.R., 2023. A communities of practice approach to promoting regional circular economy innovation: evidence from East Wales. European Planning Studies, 31(5), pp.988-1006.
Mackenzie, E. and Barratt, E., 2019. The freelance project manager as an agent of governmentality: evidence from a UK local authority. In The Projectification of the Public Sector (pp. 250-266). Routledge.
Nokes, S. and Kelly, S., 2007. The Definitive Guide to Project Management. 2nd ed. Pearson Education, United Kingdom. 
O’Connell, R. and Cunningham, T., 2022. Impact of Brexit on Section 75 Equality Groups in Northern Ireland: EU Funding.
Paget, D., 2017. Administering regeneration in Wales: Policy and practice in a systems view (Doctoral dissertation, Cardiff Metropolitan University).
Project Management Institute. (2021). A Guide to the Project Management Body of Knowledge (PMBOK® Guide), 7th ed. Newton Square PA, USA.
Welsh Government, 2021. Beyond Recycling: A strategy to Make the Circular Economy in Wales a reality.
Westwood, A., 2011. Localism, social capital and the ‘Big Society’. Local Economy, 26(8), pp.690-701.
Wiewiora, A. and Murphy, G., 2015. Unpacking ‘lessons learned’: investigating failures and considering alternative solutions. Knowledge Management Research & Practice, 13(1), pp.17-30.


