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[bookmark: _Toc53504158]introduction
Many organisations are now  developing a flatter hierarchical structure and asking their employees to work differently to incorporate operational  and project working into their day (Webster 2017). 
Consequently, many are learning project management on the job with insufficient training which results in frustration, resentment, a lack of success and sour taste in the mouth resulting in an aversion to managing projects (IBID). This is supported by Buganova et al (2019) who suggest 31% of projects fail due to lack of project management training.
To try and mitigate this issue, the essay will suggest additional tools, behaviours or opportunities to support the development of a suitably tailored methodology. However, due to the brevity of the essay it will not be possible to mention every aspect of the PM processes. 
On account of my organisation being public sector, which follows OGC best practise, this document will focus on the traditional method PRINCE2 and refer to my organisation’s tailored four stage method for project management. 
 I also recognise that this situation may not always be the case and will endeavour to suggest additional resources that can support new PM’s and other traditional and contemporary methods.
[bookmark: _Toc53504160]Starting Projects-  Stage 1
The project mandate  and brief begin the PRINCE2 process which  appoints the PM , executive and the team (the structure  needs to be documented), sometimes with role descriptions. At this point the PM daily log starts and two question needs to be asked: 
· Are they trained? If not schedule training and an experienced mentor for the PM. 
· This question also needs to be applied to the team who will deliver the products. Do they need specialist or specific training?
· Are they taking on too many projects? If yes, can they be reduced, prioritised, staggered, combined or reassigned? 
Buganova et al suggest that 30% of projects fail because PMs take on too many. This needs to be addressed at this stage.
The full business case (BC) (see Appendix 1.A for an example) must be completed at this point and approved for a project to continue within my organisation. To support this, I would recommend the questions supplied by Watson(2002) which can be found in Appendix 1.B. They also develop your project knowledge to select the project approach, brief and assemble  a basic initiation plan. A good comprehensive business case which covers funding is essential , particularly as many the organisation’s projects include multiple partners, grants and funding sources. Buganova et al (2019) suggest 27% of projects fail due to funding issues, 26% fail due to inconsistency of approach and 23% due to lack of strategic alignment. The Watson(2002) question sheet will deliver additional knowledge to start counteracting these  issues supporting the creation of a basic initiation plan for those not in the organisation. 
For these questions to be fruitful they must be addressed by the stakeholders. A stakeholder analysis will support the identification of these parties (see appendix 1c for an example). This is usually the remit of the PM however, Chin(2004) recommends, it is done in conjunction with at least another person. I would add it should always be done but particularly if the PM is new or contracted in for the project duration. PMBOK(2017) advises that if there are a significant number of stakeholders that they are prioritised accordingly.  This can be done using Mendelow’s Matrix (see the diagram below) for level of interest/ influence and included in the analysis.
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[bookmark: _Toc53504161]Initiating  projects - Stage 2
My organisation already has a specific tailored approach and the full business case created in the previous stage which already includes a proposed plan, milestones, risks, strategic alignment and the cost/benefits analysis. This stage contains many aspects but I want to concentrate on risk , quality and change  because Lawton (2017), PMBOK (2017) specifically mention creating plans for these areas.
To achieve the best out of this stage PM’s are including the project team and the sponsor/s to assess the scope, deliverables, quality checks, risks, issues, dependencies, resources and milestones in the Project Initiation Document (PID)/ BC  and project plan production. (PMBOK 2017).   I would encourage  this behaviour using a set of meetings to utilise everyone’s area expertise, promote buy-in from the team and sponsors for the project, give them knowledge of the whole project not just their little window and a sense of ownership.  This method will identify accurate objectives,  product breakdown structure and their descriptions and  project dependencies and milestones. It will also go some way to alleviate the problems of insufficient risk identification and planning their management, excessive scope creep, lack of strategic alignment and underestimating the costs. Buganova et al (2019) suggests that 23% of project failure is due to lack of strategic alignment, 10% is due to excessive scope creep and 12% due to poor risk management. 
Webster (2017) in his ‘defensible plan’ suggests not only listing the project risk in order of likelihood but creating a risk matrix for them before deciding how to mitigate them, then applying a blanket approach to the quadrants and re-assess the risk matrix. This visual method is an excellent visual summary to the project’s written risk strategy and an excellent way to get people involved in a meeting to identify, discuss and define pertinent risks.
To address the quality aspect, I would borrow the Watson (2004) approach because I consider it would work well with my organisation’s method, Agile and Sigma. Unlike others he divides quality into different areas, quality assurance and control.  Quality assurance addresses the environment in which the project takes place  and is usually addressed in the starting a project phase accounting for people, methods, machines, materials, measurements and environment. For quality control he suggests using the acronym FURPS (Functionality, Usability, Reliability, Performance, Serviceability) for defining  product quality. This enables the quality discussion to take place before work starts and purchases are made. Particularly if used during the meeting suggested above. It also facilitates quality sign off at the start of the project, reduces scope change possibilities, enables customer satisfaction and a positive outcome. 







Change is inevitable, Watson(2004) suggests 3 stages to managing it. Recognise it as change, catagorise it and process it using the matrix below. 
[image: ] Watson(2004) pg. 99
However, from experience, I would also implement the Prince2 Request For Change (RFC) method suggested by Lawton(2017)  to deal with issues and change control to supplement Watson’s approach. RFC documentation is thorough, version control is managed well and it provides a step by step process from risk, a scope change or off specification work to implemented change. It also provides visibility for managing the change control budget which is important. The flowchart below illustrates the RFC process (Lawton 2017 pg57)
[image: ]

The PM alone or with the support of the sponsor writes these up separately to produce the risk, quality, change, communication strategies and plans. Together with the project controls, quality and issue registers. 
The PM can then create the detailed project plan, refine the project scope, BC and assemble the PID with support from the Project Executive (senior user) for the benefits management and costs.
Creating the plan can take many forms. My organisation’s plan takes the form of a product-based table which is illustrated in Appendix 2.B. In my opinion, this is insufficient It requires supplementing with flowcharts and/or a Gantt chart. Lawton (2017) suggests both, with project details of costs, times, stage boundaries, owners and risks associated. To go even further, link individual charts for each product key-coded for colour and available to the whole team for ownership and charting progress. A written or visual document supports people who do not have English as a first language, the visually orientated and poor readers.

[bookmark: _Toc53504162]Controling Stages and managing delivery- Stage 3
Each stage takes the form of a negotiated work package, accepted from the PM by the Team Manager(TM) who manages the coalface. PMBOK (2017) describes the work package as the lowest level of the Work Breakdown Structure (WBS). The work package is based on the product’s breakdown structure and description which in turn is linked to the quality plan. It should also include reporting procedures for change, quality and risk and any constraints or standards to be adhered to (Lawton 2017). Once the work package is accepted by the team manager, they are responsible for the quality control who will produce checkpoint reports. In addition to this work package documentation, I would support them with the production of a specific detailed checklist. This would record quality, cost, time/hours, changes needed during package completion and external standard requirements as part of the work package tailored to the product, which they could if needed make additions. The checklist would highlight corrective action needed at any point, enabling the team manager to evaluate and escalate issues quickly. On completion of the package and the entry into the controlling a stage boundary  area the checklist provides a detailed document showing a step by step account of the product production ready for the reviewing and acceptance stage by the PM and Sponsor.
Websters defensible plan (2017) suggests controls should be visible, accurate, reliable, valid, timely and prognostic.  A PM should, in addition to the Gantt chart, monitor performance, staff utilisation, task hours and completion hours forecasting  and customer satisfaction to build a ‘cockpit chart’ for project progress and resource usage. Making the chart available to the team and sponsor increases project visibility and gives a holistic overview.
[bookmark: _Toc53504163]Managing stage boundaries- Stage 3
Although the stages were planned in the Initiation stage at the point a stage boundary is reached the planned work must be reviewed and updated along with the BC, issues and risk register, lessons learned log and maybe a lessons report (Lawton 2017). 
This should form part of the end stage report which goes forward to the project board to assess the project against the BC viability and continued business justification. I would include in the report  Webster (2017) cockpit  charts of the project which map the progress over time up to the stage boundary. This information would also be helpful if the PM needs to produce an exception report or plan.
 During this point if the PM estimates they can’t complete a stage or project then an exception report is used to escalate it to the project board  who will then expect an exception plan to be produced for ratification and all the logs will have to be updated. 



[bookmark: _Toc53504164]closure -Stage 4
Closure of a project is triggered in one of two ways:
· A premature closure which is initiated by the project board when an exception plan isn’t accepted, an adhoc direction is given or a business case is no longer viable.
· A planned closure initiated by the project manager during the control of the final stage of the project.
In either case, the documentation must be updated and completed. PMBOK (2017) advises the documents should be updated and marked as the final version, any transition documentation if the final product is going to be maintained by a third party and a hand over. Lawton (2017) agrees with this but adds that the issues register should be included as follow on recommendations and considered for the next update or during operational life of the product. 
PMBOK also advises that a final report should be produced which includes a summary description of the product and its validation and the scope, quality and cost objectives. I feel the report should also contain the  decision whether the project and the product delivery has been a success as Lawton (2017) suggests because it should answer all areas of the business case ratified for the project plus a section for lessons learned. 

[bookmark: _Toc53504165]conclusion
In the current organisation I would implement this method to support me as a new project manager to enhance the approved methodology. However, regular research of methods,  frameworks and ideas is essential to improve the portfolio of knowledge and understanding of PM’s and the ability to tailor methods to manage the specific project needs. It prevents PM’s from becoming hidebound and superceded by more agile thinkers in the profession.
In other organisations I would have to follow their own guidelines for project management particularly if they subscribe to the Sigma or Agile methods. Many of the suggestions above would have a comfortable fit within other project management contexts which is why they have been chosen. The attitude to knowledge development and flexibility should also remain the same regardless of project context for the same reason.
Due to the brevity of this essay it has not been possible to mention everything ad infinitum. Research has shown there are many more opportunities to tailor every area pf PM to try and ensure a successful outcome which should be taken advantage of. However, one area I feel has been neglected and possibly taken for granted is the PM’s own leadership and team/ people  management skills. These should be integral to the roles and responsibilities area of PM and requires serious consideration by PM’s. 
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Appendix 1.A
	
TIC PROGRAMME
PROJECT BUSINESS CASE


	1. Project description

	


	2. Project Sponsor & Lead

	Sponsor:
Lead:


	3. What is the nature of the problem that we are looking to solve?

	18 words or less


	4. Background to service/issue – including financial baseline

	


	5. Review objectives

	


	6. Benefits to be achieved

	



	7. Potential efficiencies

	· Service improvements
· Cashable savings
· Productivity savings
· Costs avoided
· Income generation

	8. Links to HWBFG and CCC Well Being objectives/ Corporate priorities

	Complete integrated assessment – link to guidance


	9. What are the risks associated with delivering / not delivering this project?

	


	10. Potential impact on / interdependence with other projects and/or services?

	


	11. Proposed approach 

	


	12. Timescales

	Overall
Milestones





	Signed off:
DMT
TIC Team
TIC Programme Board









Appendix 1.B Watson (2004) Questions
	Question
	Answer
	Conclusion

	Time Contraints
	
	

	Is there a fixed target date?
	
	

	How fixed is it?
(law, business opportunity, funding deadline)
	
	

	Who fixed it?

	
	

	Are there any other intermediate target date s that must be met?
	
	

	Is there a particular  start date that needs to be accounted for?

	
	

	Are the time deadlines a lesser priority than something else? (Cost, Quality)
	
	

	What else?

	
	

	Can a phased implementation be considered? 
	
	

	Project Profile
	
	

	Is the reputation of the company, division, management, PM, team at stake?
	
	

	How visible is this project?
	
	

	Will a failure be public or is it a simple internal project?
	
	

	Will the project be publisised? (internal, external trade press or international  satellite TV)
	
	

	Is there likely to be high level management interest?
	
	

	What will they want to see?
	
	

	Will something have to be finished early to show success?
	
	

	 Cost and Benefit
	
	

	Has a cost benefit analysis been carried out? ( by whom, when , basis, is it available to the PM)
	
	

	Has anyone established costs? How was it done? Do we have to stick to them? Were the documented along with the assumptions?
	
	

	Does the project have a payoff? Who said? On what basis were they established and how were they measured?
	
	

	What are the relative importance of development costs and the cost of using, developing and maintaining the end product? (cheap solution, expensive maintenance ok?)
	
	

	 Business Risk
	
	

	How badly will the organisation suffer if the project fails or the product does not meet expectations? 
	
	

	What could you lose if the project fails?
	
	

	Do you need to keep any areas of this project confidential? (competitors, staff) What would happen if they found out?
	
	

	Do you need to involve legal, personnel, accounts auditors, statutory/regulatory bodies?
	
	

	Project Scope
	
	

	How big is the project?
Measured how? Who is affected? Locations? Suppliers? Distances?
	
	

	Is there a link to other projects? How and when? Dependancies?
	
	

	Will the end-product link to other products produced elsewhere? How?
	
	

	Project Background
	
	

	Is this a totally new business area for the team or organisation?
	
	

	Have similar things been done in the past ? what was the outcome?
	
	

	Are  we taking over something that has already been started? Why?
	
	

	Requirements
	
	

	Is what we should produce well understood, agreed and stable? Will requirements change during project lifetime?
	
	

	Are the requirements designed to be flexible or unchangeable?
	
	

	Are these requirements written down? Will the team see and understand them? 
	
	

	Is a prototype needed and how will it be judged?
	
	

	Have the requirements been accepted?
	
	

	Involvement
	
	

	Is there commitment at high level for this project and how do we know?
	
	

	Will resources be made available to support the project?
	
	

	Will they be appropriately skilled and have the authority to make decisions?
	
	

	Do the resources know about the project?
	
	

	What other commitments do they have?
	
	

	What are the relative priorities?
	
	

	How much time can we expect from them?
	
	

	Technology
	
	

	Is the technology in place in our organisation right now, with skilled personnel and documentation? If not when in relation to the project?
	
	

	Is a specification available or a fall back?
	
	

	How many suppliers are involved?
	
	

	Who will connect the components and are they fully compatible?
	
	

	How reliable is it/must it be and can it be established?
	
	

	Will the project team and final users require training? How will it be done?
	
	

	Will the installation require other changes eg room, building, security safety measures? 
	
	

	What disruptions will it cause are there personnel or Union implications?
	
	

	Project Team
	
	

	How likely is it that the project team will be able to give the necessary time to the project? What will suffer as a result?
	
	

	Will the project require new skills or disciplines? How will this be met?
	
	

	Will recruitment take place? Subcontractors? Outside suppliers? Who will control these people?
	
	

	What are the training requirements for the project team?
	
	

	What other resources may be needed? (equipment)
	
	

	Project Management
	
	

	How will the project be managed? (meetings/ reports/ presentations)
	
	

	Is the project manager trained, experienced and available?
	
	

	What standards, guidelines, quality systems etc must be followed on the project? If any company standards are going to be excluded why and has this been agreed?
	
	

	Will any specific techniques be used to manage this project? What effect will it have on the overheads?
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Appendix1C
Stakeholder Analysis Sheet
	Stake Holder Name
	Contact Details
	Mendelow’s Matrix  Rating
	Impact/Influence
	What is important to the stakeholder?
	How can they contribute to the project?
	How could they block the project?
	Strategy for engagement.

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	




Appendix 2A
Webster (2017)  Questions
	Question
	Answer
	Conclusion 

	Circumstances -Big Picture
	
	

	Why does the organisation need this project?
	
	

	What is the business case?
	
	

	What is the background/history to where you are now?
	
	

	What triggered the project at this time?
	
	

	What is the problem/opportunity being addressed?
	
	

	Where does it fit in the organisation’s objectives?
	
	

	Are there any related projects?
	
	

	Options- Context
	
	

	What does the organisation want to do about this project need?
	
	

	What is this project to do and what are the options?
	
	

	What is it not to do and not expected?
	
	

	What changes are expected as a result of this project?
	
	

	What return on investment is the organisation looking for and how will it be measured?
	
	

	What will success for this project look like?
	
	

	What other options were considered?
	
	

	What factors were of prime importance in reaching this plan of action?
	
	

	What are the deliverables and expectations?
	
	

	Approach
	
	

	How should it be approached?
	
	

	What objectives should be set?
	
	

	What measurable outcomes are foreseen?
	
	

	What will the tangible results be?
	
	

	When is it wanted by?
	
	

	What resources are there?
	
	

	What is the budget?
	
	

	What authority do you have?
	
	

	What are the boundaries and the priorities?
	
	

	Task and Process
	
	

	Is the project for an individual in charge?
	
	

	Are there team elements?
	
	

	What skills should people have?
	
	

	Should IT be used? Will staff work well together?
	
	

	Can you train them?
	
	

	Do you have dedicated time or do these people have a fulltime job as well?
	
	

	How are you to manage them?
	
	

	What assumptions have been made and what are the constraints?
	
	

	Roles
	
	

	Who are the stakeholders?
	
	

	What would those involved like to see happen?
	
	

	What are the political dimensions?
	
	

	Who is in support and who is against the project succeeding?
	
	

	Where do you ned to tread carefully?
	
	

	Has this project been tried before if so when and what was the outcome?
	
	

	Any no go areas?
	
	


















































Appendix 2.B
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