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Assessment Component 1: Assignment
‘Discuss and Critically Evaluate Project Management Process and Assess the Suitability in the Context of the Workplace.’
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Introduction

The main structure of the following text investigates a series of project management processes, the key aspects and success of each process and how they are suitable for the workplace. In this context, the project management styles will be looked at in the case of a creative team, not only from creative thinking, but the physical input of work from problem solving, to design processes and print production. Whilst looking at various styles of project management processes, these will be weighed against their advantages and disadvantages of which will be best able to maintain flexible, transformative and flowing workspaces for a dynamic creative team. 

The small design team of up to 10 employees, within the organisation, handles varying daily, weekly and monthly tasks across a range of corporate marketing and student recruitment strategies as well as internal retention and partnership materials. The team also has a mixed variety of skills and can work individually or as a team across multidisciplinary projects, as well as collaboration with a broad range of departments and other staff. The organisational structure of teams within an educational institute could mean that staff take on responsibility of other roles, as well as teams and departments having their own set targets to achieve. With this in mind, flexible approaches are needed to discover the success of a project task, where iterations and working drafts can be proofed and tested by the client. These iterations also allow for the development of management processes of teams and projects.

Project Management: An Overview

The project management process puts in place a clear and organised structure, which allows a range of project types to be followed through from beginning to end. Over time, the history of humanity has some great examples of finished projects, however systematic processes of project management began around the last 70 years, developing further with the likes of the Manhattan Project, the moon landing and advances in technology (Seymour and Hussein, 2014, p.233). Project management has been used to successfully track and organise major and critical projects, with numerous details and strict objective outcomes. These practices over time have become standardised, with various models successfully being adapted and suitable for a range of professional infrastructures from education, technology, information systems and construction. These standardisations have also allowed for ease of use across collective management teams, joint ownership of project tasks and easy implementation into business use and organisational strategy.

Compliancy when implementing quality management systems and processes can be very beneficial to the workplace and is able to improve the structure when taken on board as well as the relationship and reputation of the business. ISO 9000/9001 standards have been adopted across quality of management systems, are customer focused, and are engaged with place and people, the approach and system improvements (NQA, 2015). The right implementation of a valuable project management system can support a strategic plan within a company structure, which are both adaptable and tailored to the individual businesses or industries. Strategic planning can, alongside, support a project management system with the flexibility needed for changes in the working environment and can be the basis of necessary strategic objectives required from a project plan. This also focusses the communication amongst staff to drive projects forward driven by the core values of organisations (DiNapoli, 2003, p.8). The project plan is an agreed form of the project, which the following scope and iterations will use as their target aims and objectives. Project planning includes the aims, deliverables, communication, risk and quality requirements for the process to begin (Naybour, 2014).
 Wysocki (2019, p.23) describes the project management process as answering six questions, with each project and management style being used as a springboard to begin. The detail of questions works to provide a brief to work towards, with concise objectives, as well as being able to feedback on completion. Described as ‘Unique Value Propositions’ (UVPs), they highlight the problem, what is needed and the proposed tasks, how they can be achieved, recorded and their success (Fig.1). These six questions or propositions are able to address the needs of the actioning businesses as well as prompting the scope and objectives of a project. These UVPs act as a prompt to not only discover the project value end to the user, but also the value of the project to the business goals and strategy.
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Fig.1 ‘Unique Value Propositions’ as discussed by Wysocki (2019, p.24).

All together a project is expressed as a temporary ventured engagement to a problem or goal, to create a unique solution to a product or service, whilst requiring the team to work through change management on-site as an individual, or as part of a team (Manchester Metropolitan, 2019, p.3). As these projects are carried out by employees of an organisation, these are the ones in charge of systems and processes, and that are able to make changes for the improvements of working practices and management of project objectives. The management of projects are handled with the use of project management methodologies and processes which present strategies that enable projects tasks and objectives to be completed and provide perfected deliverables.

The purpose of a project is to supply a company or organisation with a finished proposal of research or task which identifies a solution to the company’s strategy or goal. A project itself falls under certain characteristics that define an aim or purpose, includes a series of objective and that can be ‘multidisciplined’ as defined by the Edinburgh Business School (2014, pp.26). The current organisational team of people who work alongside others within an educational institute, can be characterised as being part of an ‘internal project management’ setting (Edinburgh Business School, 2014, pp.38). Important characteristics to these internal management settings include the following.

· The project team is staffed by people who are taken either full-time or part-time from the various functional units within the organisation…
· The project manager leads the project team and is responsible for ensuring that the project achieves its aims and objectives…
· The project manager is responsible for developing the project team and for altering his or her leadership style to suit the development of the project team…
· The project is temporary while the functions are generally permanent. The functions are usually seen as the mainstay of the organisation and project team members often see their career path as tied to the function rather than the project.

            (Edinburgh Business School, 2014, p.38)

As these settings and teams are developed, it is imperative that the project manager becomes aware of the use of methodologies and the typical stages of project structures. Typically, this includes the project initiation, planning, the execution and the work needed to be completed, monitoring the progress and the project outcome (Active.Collab, 2023a). Fig.2 shows the stages of the overall process, and the amount of time and attention focussed on each general stage of a traditional form of project management. This also shows evidence of how each stage works with one another and are important that they aren’t impacted as this could result in greater or lesser levels in activity which could impact the success of the project. Where projects are least successful, this could imply that initiation and planning of the execution as had little consideration or has been poorly controlled.
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Fig.2 Visual Overview of the Project Management Process (Active.Collab, 2023a, p.5)

Followed by the traditional process and the decision to take on board projects, it is of course imperative to find the right project management methodologies and system suited to achieving the set goal. Most methodologies have now been structured to meet the needs of a variety of industries and organisations, and there are some that will meet the needs better than others.

Project Management Methodologies and Processes

In this section, a variety of methodologies are discussed in reference to their attributes which are more favourable towards a dynamic and creative team infrastructure and organisations. They also consider the need for adaptability and change management that can easily be implemented into a fast-paced working environment.

AGILE

The Agile process uses a set of principles in an easy-to-use system, which can be adapted easily in iterations, and is able to respond flexibly to changes in a project and works well within a fast, and task paced environment. Agile also allows for the self-direction of the running of day-to-day projects, whilst the team manager is employed to coordinate the projects’ success (Anderson et al, 2003). Weber and Wild (2005) describe using the agile methodology as creating a business or organisation that is indispensable with its ability to swiftly change with requirements and fast paced technological environments. This adaptive method and agility to changes, means that the overseeing of the project manager has the freedom to effectively communicate information to the project team.

WATERFALL

The waterfall style of project management refers to a sequence of activities which are acted upon within a certain time frame so that the next step can be taken, in a simple flow system. Waterfall methods rely strictly on the schedule of product developments to find the project deliverables a success, and only making decisions in time for when they are needed at a particular stage (Davis, 2012, p.41). Although there is the opportunity to thoroughly test before making any changes, these attributes may only work as a better solution towards targeted production processes than considering any other methodology. Approved scope and budgets of the projects are discussed before work begins (Fagarasan et al, 2021).

PERT

The PERT method, or Program Evaluation and Review Technique, allows the users to define an average time goal, with a direct or critical goal path to align with throughout the project (Active.Collab, 2023a, p.72). This focus allows the project to move in a steady timeframe, whilst also allowing room for manoeuvre if the current project is working at a quicker or slower pace which can positively impact or hinder the progress. Once a sequence of goals has been determined, the PERT method relies on a network diagram to find the most direct and essential path for the project to be completed. The remaining elements are based on an average timing that project tasks will take and give under and over estimations to give a reasonable time frame to the team and client.



EXTERME PROJECT MANAGEMENT

Extreme Project Management is a method which allows the users to be flexible with the project goal, whilst allowing for holistic approach and people management rather than project management whilst still being business focussed. This method is perfect for faced paced environments with ever changing and unpredictable outlooks, and an easy approach to factor in trial and error elements (Active.Collab, 2023a, p.92).

SCRUM

Using Scrum allows project managers and individual colleagues to be responsible for each given task, which can not only boost productivity, but the ownership of tasks could also improve team efficiency. This method also allows teams to easily adapt tasks and improve the process with a series of iterations. Similar to waterfall, Scrums identify each team as a step in the progress of a project, however, with a Scrum the project doesn’t end at the deployment phase, and simple allows iterations of project phases to be added with development and testing (Scrum Reference Card, 2021). The development of iterations allows this method to be agile in its deployment, which has proven to work within digital product and software development with more frequent updates and less of a risk due to it quick turnaround. The iterations within Scrum are called ‘sprints’ and are processes that the teams are able to use to track progress over a two-week period, usually. This also enables a visual aspect to the management method, where tasks are moved along in order from a backlog, to-do, in progress and finished (Active.Collab, 2023a, p.148).

KANBAN

‘Kanban is a Japanese term that translates roughly as billboard’ (Active.Collab, 2023a, p.138). As you can imagine, this translation of billboard helps to think of a Kanban method as a visual aid in project management. The process acts to offer prompts in organisation as well as control possible bottlenecks, so that a team can achieve quality and improve processes. Having a visual process also allows for backlogs to be cleared, which allows a clear workflow and having less pressure on the amount of project requests. As it is a tool that allows improvements in the working process, Kanban follows four basic principles which begin with your current processes, encourages changes to the workflow whilst respecting the roles and responsibilities of current staff, as well as encouraging leadership across different levels of the team (Active.Collab, 2023a, p.142).

Summary of Project Management Methodologies and Processes

All in all, whichever management methodology or practice that is chosen, it is important to remember that a holistic approach to project management and the strategy behind, looking at the bigger picture of the goals set out to be achieved can be more attainable with less need for continuous changes (DiNapoli, 2003, p.39). Holistic approaches also attribute to mindfulness in the thinking process, especially when relating to project management. Mindfulness can contribute to important processes throughout projects such as decision making, team regulation and knowledge awareness, as well as adapting easier to changing environments (Daniel, Daniel and Smyth, 2022, p.856). When we think of look at projects holistically, Davis (2012, p.11) describes the process as the ‘Big Agile’. This is not the project itself, however, the projection of the business or organisation, the ethos, values and the way in how you do the projects, do business and communicate within the team. Many of the project management methodologies and processes discussed can be describe as a type of agile process, with their ease to adaptation of change and project tracking methods. They are able to trace errors or hold ups earlier along the work process and are mostly simple to implement into any sized projects and teams, and specifically easier to implement in digitally based environments with lower risk iterations.

Project Management within Design Led Teams

When considering project management practices within design led or creative team environments, the pace of the daily working tasks as well as the management of the team must be considered. Design led teams work with varying daily, weekly and monthly projects which have independent forms of management processes that they are handled with. From considering the project management methodologies previously discussed, they are able to be implemented into creative tasks easily, with the agile processes which occur throughout having a flexible approach to the productivity of the teams and projects life cycle. These flexible approaches also give the opportunity for team members to take responsibility and manage tasks according to their skills, creating change in the organisations’ system (Wiechmann et al, 2022).

Typically, creative teams can consist of designers (graphic designers, UX/UI designers), Illustrators, Web and Software Developers, and Copywriters with a dynamic range of skills and expertise. Upwork (2021) define the process of building a creative team, similarly to a traditional project management process, ensuring that the people in place fulfil the project values, scope, and business goals. In this case, the business as well as the project goals can be defined with or without a team currently in place. Similar to the context of the managerial strategy written by Worral and Collinge (1998), the strategic process and organisational format go hand-in-hand, with strategies including in the immediate team profile, as well as the exclusive strategy meaning the bigger organisation such as government and education systems. As you can see in fig.3 (Worral, Collinge and Bill, 1998), a team’s strategy is co-working with wider organisational strategies to achieve multiple goals. Therefore, it is important to acquire consistent and successful project management methodologies which be support the overall goal.
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Fig.3 Sphere Strategies in Organisations (Worral, Collinge and Bill, 1998)

As creative departments already work to particular methods to extract their initial client ideas and develop briefs for projects, there is a certain element that is instilled in the way that the team structure organises and manages work. This method is taught as ‘design thinking’, which is a way of problem solving that works with close client interaction and research and can be seen as innovative in modern working practices. Hölzle and Rhinow (2019) describe this as ‘experience-based learning’, using their findings to use as a springboard to define the client project solution or brief. Hölzle and Rhinow (2019, p.425) also compare the role of design thinking vs. project managers, realising that with design thinking project management takes a back seat, as the project briefing sets the beginning of the task rather than creating scrum and agile based backlogs. This could potentially prove as to why, without project management at a base level in creative teams, causes less structure and a ‘see how it goes’ approach to projects and deadline results. However, a less structured approach does give freedom to work closely with team members and clients alike, providing close relationships and productivity. Understanding the team dynamic within the organisational structure can guarantee a higher level of success, with both the support within the working environment and professional interests (Thamhain, 2004, p.44).

Design produces the creative offer of marketing services, which could combine potential working structures as well as the solution to sales offers meeting more than one organisational goal. Although discussing a marketing phase for a project, Lecouevre-Soudain and Deshayes, (2006, p.106) advise on the four levels of product marketing, with the final being, ‘marketing intended to create the conditions of a future project’. Based on the success of the project marketing, this supports the evidence of the creative offer being received from marketing services that enable the enhancements and number of projects maintained and valued. This collaboration needs valued relations, communication and collaboration, which establishes worth in project teams and business reputation. This is seen in fig.4, where phase 4 increases action, with strong relations to begin new projects and events. Mahmoud-Jouini, Midler, and Silberzahn (2016, p.144) propose the use of design thinking in these extremely complex environments, with design thinking as a way to create strategy for project and organisational management, proving invaluable to improving stakeholder involvement and management strategisation, as well as looking at at the structural dimensions of business on a social and cognitive scale. 
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Fig. 4 ‘Frequency of Variable-action’s according to project marketing phases’. (Lecouevre-Soudain and Deshayes, 2006, p.108)

Case studies discussed by Andrade and Bernardes (2010) show the development of project management, or design management, within design agencies following PMBOK practices (PMI, 2021), focus on more often on scope, time, cost and resource and communication management. Again, it is noted that from the smaller team perspective, such project management processes may not need to be implemented within the office due to the expected responsibility of the designer to develop substantial aspects of the projects from the approval of initial request forms and the project scope has been finalised. It becomes clear that the integration of processes and service providers within design team management may hinder the working practices of the profession for smaller teams of organisations. These iterations and case studies similarly compare the use of design thinking as their current form and adaption of project management. However, this could also be a downfall in certain practices. Pikas, Koskela and Seppanen (2020) discovered that the use of loosely based management styles and organisational problems lead to an overall unprofitable time consumption, based on a group of 12 projects. These are likely to be impacted when there is less resource availability, as well as projects running in parallel with each other. The study found that theoretical practices compatible with creative industry improved the design processes, whilst a design model was integrated technical and social aspects of the profession. The model developed by Pikas (2019, p.115) embodies the design process and the core relationship between creativity and management theories. Fig.5 shows the process of the developed design model, which consider the fundamental aspects of design practices and process thinking, which frequently don’t always offer an established or linear process (Pikas, 2019, p.192).
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Fig.5 Design Process Model by Pikas (2019).

The development of design processes that integrate with project management methods can be easily described as an evolution in practices, this could be continuous as technologies, environments and team progress.

The whole [scientific] process resembles biological evolution. A problem is like an ecological niche, and a theory is like a gene or a species which is being tested for viability in that niche.

(David Deutsch, 1996, 
goodreads.com/work/quotes/171066-the-fabric-of-reality)

With design processes having a multidisciplinary approach, many projects can have both digital or physical outcomes, although the final work process and execution of design team tasks are digital in this age. Agility in processes and projects helps to maintain successful structures to digital product services and suit the aspects of the design fundamentals of communicative interactions, technical skills, collaboration and change management (Active.Collab, 2023b, p.29). Agile processes are included in all parts of Lean, Scrum and Kanban methods.

Conclusion

To conclude, project management processes and methodologies can positively impact the productivity and success of a project or service. There are multiple options that can be more successful than others and are tailored to suit specific industries. In the case of this discussion, it has been highlighted that with an agile approach to project management, there is more flexibility to the project scope and makes changes more possible in busy working environments. In the case of design based and creative thinking teams, the use of agile approaches gives the possibility to adapt timescales and react to changes in a project. This is more convenient for the type of profession, as more structured approaches wouldn’t allow room for error and make processes longer with having to restart after each fail or hindrance to the project plan. Therefore, agile methods allow for these changes, and iterations along the process. Agile methods allow teams to also consider holistically planned strategies and objectives to be more feasible, which also align with the teams’ structures, social and professional developments.

With the case studies considered it is likely that as technological and work environments advance and change, that more working processes can be developed for design-based services. Currently, there has been lesser reported instances and teams studied in the creative industries that has been found during the research for this discussion. Developed models have identified the complexity of the design industry and the need for an open network approach which can work across all levels of the team. It has also been identified that design teams are most likely to receive working relationship and projects from a business-to-business or service-to-service approach if working internally for an organisation. This would mean that the management of the team would act as the initial contact for project management and project distribution, this is after receiving objectives whilst meeting with other teams who have successfully reached execution of their tasks.

The suitability of project management processes within a creative team lie at the outset of the project, which includes the initial communication and goals required for the businesses requesting the services. On a design team service level, the agility of methods allows some of the processes to be easily implemented across all levels and skills of the team. This has been indicated through the methods of visualisation of a Kanban board, regular Scrum meetings, and an Extreme Project Management style, which takes on board adaptations of traditional effects of project management. In many circumstances, project management processes are vital for industries and production to succeed, however there are specific aspects of industry that this is more suited to that require specific guidance and strict processes. For example, manufacturing, digital product development and infrastructure, government, and health. 

With design-based teams who focus mainly only daily, or weekly tasks and larger collaborative projects, it may be easier to follow general guidance of agile practices, whilst adapting these to bespoke office environments as well as bespoke projects, as these can come in many forms. The fundamental complications with having a free-flowing approach to a project can be improved with these flexible processes in mind and make the service and process more successful. This could be by monitoring results and approaches after more frequent iterations and reviewing the processes throughout the working stages. 
The management of timeline is an important factor to consider, and elements of the project which are ‘backlogged’ can cause inactivity elsewhere. The better planning and structuring of a project, that’s managed well from the beginning, will have a clearer end goal, creating more cohesive and successful outcomes. This will also help to clearly define the team or departments own goals, that should in turn define the working relationship and collaboration with others alike.
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UNIQUE VALUE PROPOSITION

Project management is a process that answers six questions:

1. What business situation is being addressed by this project?
What does the business need to do?

What are you proposing to do?

How will you do it?

How will you know you did it?
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