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Assignment Brief (Assessment Component 2): -

Discuss how you would plan and design a project management process for the workplace.
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1	Introduction

1.1	This report discusses how I would plan and design a project management process for my workplace, the Digital Transformation section within a large Local Government organisation.

1.2	The report comprises:
· Recap of the “ideal” process/methodology from Assignment 1.
· My job role and how I can influence the process.
· Review of the processes and methodologies currently in place in my organisation.
· Planning and designing the revised project management process.
· Application of the process on a project.
· Conclusion and reflection.
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2	Recap of the “Ideal” Process/Methodology

In Assignment 1, we were asked to “discuss and critically evaluate project management process and assess the suitability in the context of the workplace”.

As part of the assignment, project management processes were discussed, and it was described how Project Management Institute (2017) group these processes into five process groups:
•	Initiating
•	Planning
•	Executing
•	Monitoring and Controlling
•	Closing 
It was recommended that these processes and process groups should be used as best practice when implementing projects in the workplace.

In terms of the project management methodology best suited to Digital Transformation projects, it was recommended that a hybrid approach is likely to offer the best fit for these types of projects within a local government setting.  This approach will enable adherence with the local government governance framework including relevant legal and regulatory requirements, whilst also allowing for flexibility and adaptability, and delivery of working solutions incrementally, thus benefitting from early stakeholder feedback.
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My job role is a Digital Transformation Project Officer (DTPO), which serves the following functions:
· Project guidance and governance (particularly for IT-related elements) for larger business projects that are managed by a departmental project manager.
· Project manager for smaller or specialist projects.

The job role has not been in existence for that long, and the scope of the role and the processes involved are constantly developing and being refined.

Our team is dynamic, motivated and cross-cuts other departments within the organisation in order to facilitate effective project management.  We are therefore well-placed to identify potential improvements in processes, which can be escalated through our line manager for consideration at a higher level.
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[bookmark: _Toc162591219][bookmark: _Toc163815040]4.1	Project Management Process/Methodology
Local government organisations normally have a corporate approach to managing projects, and mine is no exception.  A toolkit is provided on our Intranet pages which outlines a set of core principles and stages that should be adhered to, along with links to documents that should be submitted at certain stages.  An overview of the toolkit can be seen in Figure 1:
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[bookmark: _Toc163815047]Figure 1 – Bespoke Organisational Project Management Toolkit


An investigation into the origins of the toolkit revealed that it was developed approximately 15 years ago and is based on a cut-down version of PRINCE2.  It came about after a number of staff attended PRINCE2 training courses, but when trying to manage projects using that methodology, were met with resistance from other staff due to its complexity.

Whilst the toolkit is apparently based on PRINCE2 principles, it also aligns with the standard project management process groups outlined by (Project Management Institute, 2017) and aligns with my recommendations in this regard:
· “Stage 1 – Developing your Idea” (a.k.a. Initiation)
· “Stage 2 – Developing the Project” (a.k.a. Planning)
· “Stage 3 – Delivering the Project” (a.k.a. Execution)
· “Stage 4 – Reviewing and Closing the Project” (a.k.a. Closing)
It is stated that Monitoring and Control takes place throughout the project management process.

Within each stage is further guidance, an example of which can be seen in Figure 2 below:
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[bookmark: _Toc163815048]Figure 2 – PM Toolkit Guidance per Stage

Evaluation:  
The toolkit is based on the five universally accepted stages of a project, from initiating through to closing, so will be familiar to those who have experience of project management.  Many of the processes within the stages will also be familiar, such as Risk Management.  However, I see the following issues:
· Non-compliance: The toolkit has been approved and implemented by the Corporate Management Team, so compliance should be mandatory.  However, its usage is not heavily promoted or enforced, and many projects are run outside of these guidelines.
· Predictive approach: The toolkit appears to follow a rigid and linear approach, with no mention of any Agile practices.  However, on close inspection, there is scope within the stages for flexibility.  For example, Stage 3 (Delivering the Project) would allow for Agile delivery of a software product as long as the set requirements for this stage (e.g. manage stakeholder engagement, provide highlight reports) are also met.
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The Digital Transformation Process starts with an Expression of Interest (EOI) being submitted, which then follows a defined process as shown in Figure 3 below:
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[bookmark: _Toc163815049]Figure 3 – Existing EOI Process 

A Digital Transformation Project Officer (such as myself) is assigned to the EOI to either manage it or assist the Departmental Project Manager (DPM) as required.

Evaluation:  
The process as originally mapped gives an overview of the lifecycle of the EOI, from submission to becoming a project, however, has the following issues:
· Roles and responsibilities not clearly defined: The roles and responsibilities of the DTPO and the DPM are not clearly defined.
· No direction to the Corporate Project Management Toolkit: Departmental Project Managers are often unaware of the Project Management Toolkit, and it can be difficult to ensure compliance.
· No closure stages: The process map is incomplete as it has no closing stages.
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I felt that it was important to align the EOI process with the Corporate Project Management Toolkit, and developed the flow chart shown in Figure 4 below:
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[bookmark: _Toc163815050]Figure 4 – Revised EOI Process Flow Chart
The revised process flow chart effectively showcases a hybrid approach to project management, as per my earlier recommendation, incorporating a largely predictive approach but allowing for iterative cycles during the delivery phase.

The process encompasses the following features:
· Direct correlation of the EOI process with the project management toolkit.
· Hyperlinks to all relevant stages of the project management toolkit.
· Visual representation of the responsibility split between the ICT and the department.
· Addition of closing stages.
· Numbering of steps, including hyperlinks to supplementary guidance.
· Clarification at Step 8 that an Agile approach can be used if required.

Standard documentation has been developed, such as the Initial Engagement document utilised at Step 3 (and shown in part in Figure 5 below), which directs the Departmental Project Manager to the Project Management Toolkit, and outlines Roles and Responsibilities between ICT and the Department:
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[bookmark: _Toc163815051]Figure 5 – Initial Engagement Document
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[bookmark: _Toc163815043]6	Application of the Process on a Project

The project that I will be discussing is a request to streamline the process of indexing internal Planning Consultation emails into the Enterprise document management system, and I will break it down by the steps referred to in the above process.

Step 1 – Submission of EOI
The very first contact with the department is normally of an informal nature.  

In this instance, the Management Information Lead Officer had been in consultation with the IT department to ask if it might be possible to use Robotic Process Automation (RPA) to automatically index the emails into the document management system.

Following the initial contact, the customer is requested to submit an Expression of Interest (EOI).  The EOI is an online form that captures the basic details of the idea, and the request feeds straight into a SharePoint List which then serves as the central management point for the project going forward.  

The “Mailbox Indexing” EOI can be seen at the bottom of the list in Figure 6 below:
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[bookmark: _Toc163815052]Figure 6 – SharePoint Project List



Step 2 – DTSG Review and Prioritisation
The EOI then has its first gateway review at the relevant Departmental Transformation Steering Group, where it is assessed to see if it fits in with the strategic direction for that department and if funding is available.

In the case of the Mailbox Indexing EOI, the expected return on investment in terms of time savings made this a high priority so passed through to the next stage.

Step 3 – Initial Engagement Meeting
A meeting is scheduled between the DTPO and the Departmental Project Manager to introduce the project management toolkit, set out roles and responsibilities and start working out the scope of the project, particularly in respect of the impact on ICT resources.  Once the initial engagement has concluded, the DTPO writes up the Initial Engagement Report with a recommendation and this goes on to Step 4.

During the initial engagement meeting for the Mailbox Indexing project, the business process was explored, and it became apparent that the process would need to be refined before any RPA could be implemented.  Over a series of 5 engagement meetings in total, a preferred solution was identified, which was to provide the internal consultation responses within the planning system itself, hence taking the emails (and the indexing of them) out of the equation entirely.

Step 4 – ICT Impact Review
This is the second gateway review, where the ICT managers review the Initial Engagement Report and decide whether the project aligns with the ICT strategic direction, and whether the ICT department has the necessary resources available to assist with the implementation of the project.

The Mailbox Indexing project was given the go-ahead – although it was now looking unlikely that RPA would be the solution, the potential efficiencies gained by the process improvement would be a considerable benefit to the authority, and the ICT impact would be low.

Step 5 – Project Added to the Forward Work Plan
The EOI has now officially become a project and progress will now be monitored on a weekly basis.



Step 6 – Policy Engagements
This step is particularly relevant to software purchases, where new systems need to be reviewed in terms of security, data protection and processing, Welsh language policy, procurement strategy etc.  In total, up to nine sign-offs may be required before the system purchase is allowed to proceed.

As the preferred solution for the Mailbox Indexing did not involve any new software or introduction of new processes, this stage was not applicable.

Step 7 – ICT Lead Stakeholder Ownership
More relevant for large software purchases, this is where a senior manager is assigned to oversee the implementation of project via regular update meetings.

Step 8 – Project Delivery
Generally, the Department will take responsibility for the delivery (as they are more familiar with the system and will be the ones using it), with ICT providing assistance and advice where required, however with smaller or highly specialised projects, ICT may retain ownership of the project.

Using an Agile delivery method here allows for flexibility and adaptability, with the ability to refine the product according to the feedback received.

The Mailbox Indexing process improvement was undertaken by the department, with regular reviews with myself as DTPO.

Step 9 – Project Closure Meeting
The closure meeting aims to identify whether the project has been successful (the deliverables delivered, and the objectives met), and to identify any outstanding work.  A checklist is currently under development for this step to ensure that all areas are covered.  A periodic review may also be diarised if required.

The Mailbox Indexing project had been undertaken with regular engagement with the Department including ongoing reviews of progress against the objectives and deliverables.  The Closure Meeting therefore did not bring any surprises, but served as a recap and review of the project and confirmation that the new process was working well and that the time saving had been as per initial estimates.



Step 10 – Complete Handover and Close Files
Remembering that a project is a “temporary endeavour” (Project Management Institute, 2021), any remaining documents, responsibilities etc need to be handed over to the department at this closure stage.  Any remaining notes need to be written up and filed in case they are needed in the future.

The Mailbox Indexing project is still at 98% as I have not quite finished filing the emails.  Once this is done, the project will be set to 100% and completed.

Step 11 – Undertake periodic review
This is a new step which hasn’t yet been implemented but is intended to ensure that departments stay on track with their new software and processes.
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7	Conclusion and Reflection

This report has discussed how I planned, designed, and implemented a project management process for my workplace.  It introduced the processes and project management framework already in place and shows my attempt at reconciling them into a single process that adhered to the overall existing PM framework whilst integrating Agile principles, all in a wrapper that also conformed to the ICT process governance in place.

Using the project management process shown above has given the following benefits:
· Added structure and clarity to my projects.
· Enabled the Department to have greater visibility of the process.
· Clearly defined roles and responsibilities.
· Ensures alignment with the corporate project management toolkit.
· Promotes an Agile approach where appropriate.

However, as I continue to develop my project management experience and learning, I realise that there is much left to improve with the process that I’ve implemented.  We have recently been on a “Better Business Cases” course, and I would like to incorporate this into the process.

I would also like to improve communication and collaboration throughout projects by utilising Microsoft Planner.  This allows tasks to be planned, assigned, and tracked in multiple views, including a Kanban-style board.  Currently I use Planner to manage my own tasks, but once I get permissions arranged, I aim to include project partners.

I also feel that I need to improve my knowledge of the PMBOK Project Management Processes (Project Management Institute, 2017) so that processes such as “Develop Project Charter” become second nature to me and I can be more confident that the correct processes are happening at the correct time, yielding the necessary results.

A lot has changed in the last few years, both in project management and in my organisation in general.  Customer satisfaction is now seen as the number one priority in both realms, and project management strategies are being updated to reflect this.

The Guide to the Project Management Body of Knowledge has been heavily revised between PMBOK 6 (Project Management Institute, 2017) and PMBOK 7 (Project Management Institute, 2021), with the latter version being a principles-based approach and having a greater focus on Agile methodologies (Vinsys, 2023).

PRINCE2 has also had a major update between 2017 (version 6) and 2023 (version 7), with the later version being more people-focussed (Tecknologia, 2023) and “with a renewed emphasis on flexibility” (McConnachie, 2024).

My organisation has been updating its various strategies to place the customer first, and this is feeding through into the software that we implement; customer needs and the quality of their user experience is the primary consideration.  

This now must be reflected in the way that these projects are managed, and I believe that our department can be the driver for this change.
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Stage 1: Developing your idea

Page updated: 11/05/2023

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

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) >

k Set up the Project Governance Team >
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Step 1 — Outline Process & Roles and Responsibilities

Project Management

Projects will need to be managed in accordance with the corporate Project Management toolkit,
which has been designed to be flexible and scalable to accommodate different types and sizes of
project. The EOI process aligns with the Project Management stages.

Roles and Responsibilities

During the project, an IT Project Officer will be part of the delivery team to offer IT related guidance
and advice, however the Departmental Project Manager will remain fully responsible for the

management and delivery of the project.

Department Project Manager

Digital Transformation Project Officer (DTPO)

o Fully responsible for the
management of the project.

*  Engages with all teams/people
highlighted in the ‘EOI Flow Chart’
i.e. Procurement, IT Security Officer,
Data Protection etc.

® Leads, and is responsible for, all
aspects of system testing.

*  System migrations — reconciliation
reports produced from old (existing)
systems and new system.

* To participate in an initial project meeting

with the Department Project Manager, to
discuss impact on users and ICT Services, and
explain the project process.

® Available to offer IT related guidance and

advice when needed.

* Toact as a liaison between the department

and ICT Services. Any work required from ICT
Services should be communicated through
the Project’s DTPO.

e Toact, where necessary, as an ICT liaison

between the department and 3" party
suppliers.
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