






Name: Abigail Cole
Student ID: 2225049
Module Code: BMPF7018
Total word Count: 4,935













"Discuss and critically evaluate project management process and assess the suitability in the context of the workplace.“
Consider different methodologies and identifying most suitable for your organisation and why or why not

This essay is going to demonstrate why the project management process using the Six Sigma methodology will work well for the organisation I work for. I will do this by discussing the project life cycle and considering three methodologies, evaluating the processes they use. Using this information, I will critically evaluate which methodology would work best within my organisation. Concluding that Six Sigma would work best for my organisation due to the customer centred, data driven nature. The three methodologies I will critically evaluate are Six Sigma, LEAN and Agile. 
I chose these methods for various reasons such as, Six Sigma having a data focus. As I work within a data team I though this could be a good element to evaluate as it seamlessly ties in with my work. Furthermore, the Links between LEAN and Six Sigma aided me in the choice to look at the LEAN methodology. These two methodologies have distinct and shared elements, hence the creating of the LEAN Six Sigma methodology. Finally, I chose to evaluate Agile as the dynamic framework of sprints appealed to the need for flexibility on projects. Working for a council means that the stakeholders are the public, meaning that if the project at any time does not add value to the customer, it needs to be changed. Hence the appeal to the Agile methodology, as the ability to reassess the value during the project could result in a better end product. 
I work within Carmarthenshire County Council within the Data Insight team. All my work is customer centred as we are a government organisation. Therefore, it is key that the projects we undertake are flexible to ensure we are providing the best value at the end of a project, while not wasting resources that do not add value. As a result, project management is an essential tool for ensuring we provide valuable services to the public. Some of the products we produce include reports on council performance, policy on poverty and reports on public opinion. While these products in themselves help us add value and identify things that do not add value, it is important to carry them out in a way that allows us to get the most value from them. 
Project management methodologies help to focus our projects into phases and complete the product within a set timeframe. Providing us with a map to the project, allowing us to stay focused when facing a big goal (Wells, 2012). As a result, choosing the correct methodology is key, a method that works for an engineering company may not be the best fit for a local government organisation. It is important to note that many methodologies share components such as being customer centred (Baguley,2008:9) and adaptability (Kapsali, 2011), however the execution of elements can differ. Thus, identifying a methodology that works for Carmarthenshire’s projects is crucial. 
Project management is the practice of planning, organising, and overseeing the processes, resources and tasks required to achieve specific goals with a set timeframe and budget. This involves a structured approach to initiating, planning, executing, monitoring, controlling, and closing projects in order to ensure a successful outcome (Murray-Webster and Dalcher, 2019). It is key to remember that to understand what a project is, we must understand that the uniqueness and limited time frame are key components to the project (Baguley, 2008:11). Furthermore, Baguley wrote that a project is “a sequence of activities which are: connected, conducted over a limited period of time and, targeted to generate a unique but well defines outcome” (Baguley, 2007:12). Illustrating that a project is something that has a defined end and must be something that can be completed rather than ongoing. For example, a project surrounding a new computer system that will be used indefinitely. The implementation of the system is the project, whereas using the system is the product. 
Furthermore, a project is something that creates change, Baguley (2008) defines are project as a change creating and versatile mechanism (Baguley, 2008:12). Nonetheless, Baguley (2008) also notes that projects do not always have tangible outcomes such as newly designed workspaces. Rather projects can result in less tangible outcomes such as improvements to results or opinion (Baguley, 2008: 5). The idea of less tangible outcomes is essential to understand when thinking about the projects I work on. The projects I am involved in include analysing results on council performance or public opinion and identifying ways to make improvements. Therefore, the outcome of a project can be an improved opinion of the council, or may have a tangible outcome such as an improved council service. 
Furthermore, we must understand that not only is a project customer centred (Baguley, 2008:9), but also has seven characteristics to it (Baguley, 2008:6 and Hobbs, 2015). Those seven characteristics are:
1. about change 
2. Unique 
 3. Limited and determined period 
4. Defined outcomes and targets 
5. variety of resources 
6. Risky ventures 
7. Involve people

Each project follows the project cycle, which consists of five steps. These five steps are initiation, planning, execution, monitoring and control, and project closure (Baum, 1970). Within these five steps there are key aspects such as defining the scope, planning, resource allocation, risk management, communication, quality and stakeholder management (Hobbs, 2015). These steps create a detailed path to follow for a project where these elements work together to ensure a successful project. This process will be beneficial to my organisation, as when completed correctly, this process, along with the relevant method, provides a structured and reliable process, enabling the success of a project.
[image: ]Figure 1: The project life cycle diagram (Miller, 2023)

Through my research of the project management process and methodologies, I have concluded that each step in the project life cycle is critical for the success of a project. Furthermore, Baguley (2008) writes about how the project cycle’s activities and objectives can change as the project evolves (Baguley, 2008:8). Further demonstrating why this process is useful for projects within the Council. This is something that a public facing organisation needs to be able to do, as a council out work is for the public and they should have services that provide value to their communities. Being able to change the aims of the project during the cycle allows for this. Allowing us to have a guided route to the end product but also giving us space to make sure the product is the highest value. 
Within the project cycle each stage and component of the stage holds an importance to the end goal. The initiation stage consists of the business case, project scope, and identifying the stakeholders (Hobbs, 2015). The scope allows us to clearly define the project’s goals and objective’s, deliverables, and boundaries. To allows us to understand the limitations of the project (Hobbs, 2015). Therefore, this stage of the project cycle is when a description of the project is developed with the goals, deliverables, resources, and budget set out for everyone involved to have clear expectations (Baguley, 2008:14 and Association for Project Management, 2015: 21). The scope is when the team will also decide what is beyond the scope (Association for Project Management, 2015:21). For example, with the projects I do, the scope might be to understand the opinions on council services from the perspective of local businesses. Within the scope is consultation data that goes into the views of businesses by size and location. However, analysing the data by profit or sector may be beyond the scope for reasons such as time constraints, and resources. The resources in this situation could be availability of data at a certain level of detail, or enough skilled staff to analyse this amount of data. Therefore, when considering resources, it is also important to think about the team roles. Making sure we are using the people with the right skills for the correct part of the project (Baguley, 2008:99). The team I work among who would be involved with such projects is relatively small, so our resources are limited if we want to produce the best end products. Therefore, when initiating a project, it is imperative that I define what is, and what is not within the scope to make sure we can deliver the objectives, but also giving the stakeholders an idea of what to expect. 
The stakeholders are a key part to the initiation of the project and throughout the duration, and the stakeholders can be anyone who may be interested in the outcomes of the project (Olander, 2007).  Stakeholder management is the process of identifying these people and engaging with them to gather feedback and manage their expectations (Hobbs, 2015). As a result of this stakeholder management is important to ensure a positive morale surrounds the project, in order to ensure the completion (Association for Project Management, 2015:32). Keeping the stakeholders happy keeps the momentum of the project. Although managing stakeholders can become difficult when their vires differ from each other or change during the life cycle of the project (Association for Project Management, 2015:32).  This raises a particularly difficult issue with the projects within the council, as there are many stakeholders involved, such as council officers, heads of service, the public, and third party organisations. With this many voices on one project many problems could arise, creating a risk to the continuation of the project. Subsequently, stakeholders need to be dealt with carefully on council projects to ensure good morale while also reaching the end goal (Olander and Landin, 2008).  
The business case is a document that can be used to justify the change you intend to enact with the project you are proposing (Association for Project Management, 2015:11). Similarly, the business case allows you to present a clear and concise version of the project idea to gain approval and commitment from stakeholders (Association for Project Management, 2015:11). Therefore, it would be correct to believe that a project’s success is down to the people accepting the business case and the proposals for the project outcome (Association for Project Management, 2015:17 and Hobbs, 2015). Meaning that it is key to get people to accept the objectives of the project and get stakeholders on board as without a consensus the objectives will be difficult to achieve. However, it is important to note that this consensus may be difficult to achieve with the projects I may work on within my organisation, as there are many stakeholders involved. Theoretically, every person in Carmarthenshire could be considered a stakeholder for council projects, and it would be nearly impossible to gain a consensus among this many people. 
Stage two of the project life cycle is the planning stage (Hobbs, 2015). This includes setting the timeframe and budget for the project. This is a particularly important element to a project within my organisation, as we need to think about getting the best result to the public as quickly as possible while also considering the costs. As the council is a government organisation it is publicly funded, therefore the stakeholders have a vested interest in the budget of the project (Sjöblon et al, 2013). This is significant as it means that we need to deliver the best outcomes on the smallest budget possible as to not be wasting money and resources that could be used elsewhere. 
Stage three of the cycle is execution and stage four is monitoring and control, these two stages often overlap as they include implementation, managing resources, tracking progress, and making adjustments if issues arise (Clift and Vandenbosch, 1999) Things such as manging resources and making adjustments would be happening at the same time of the project cycle, as throughout we need to be looking at the progress and making sure resources are being distributed in a way that allows for the bets outcome. This stage is significant as it allows us to pause and look at how the project is going, we can analyse if we are on track to achieve our objectives or if our objectives have changed (Dvir and Lechler, 2004). This is a particularly crucial stage for projects within my organisation as I think it is best practice to constantly evaluate if the objective will give the public the best value at the end. Stopping to evaluate this gives us a chance to adjust and remove anything that is not adding value, which in turn will keep stakeholders happy. 
The final stage of the project cycle is the closure stage, this is where the project ends and the final product is handed over to whomever needs it (Hobbs, 2015). This could be the people who read the report, the people who implement the new policy or use the new software. Regardless of what the end product or objective is, this is when the project management team evaluates outcomes and documents lessons learned (Hobbs, 2015). This is a vital element to a project as it allows the team to look at what they have done and discuss what could be done better. These discussion will help influence the next project cycle in the initiation phase, allowing projects to continuously improve (Anbari et al, 2008).  
One component that is necessary to consider in all stage of the project cycle is communication (Baguley, 2008:108 and Hobbs, 2015). Communication is key throughout the duration of the project, among the team and with stakeholders. Firstly, communication the projects objectives during the initiation stage helps people understand that change that is happening and why (Binder, 2016). When this communication is done effectively, the project has a greater change of being accepted and supported (Binder, 2016) This continues throughout, communication on progress of the project, risks, things that may not be going to plan, and changes in objective is key to keep all team members and stakeholders on board, allowing them to understand what is happening and manage expectations (Hobbs, 2015). Furthermore, when managing a project and subsequently the team there may be conflict among team members, to overcome this communication is key (Baguley, 2008:108). It is important to consider everyone’s opinions as they will help to achieve the intended outcomes. Therefore, open conversation and active listening is key to keeping communication throughout. 
The project cycle provides a good baseline for a project to follow, however choosing a project methodology to work alongside the basic project cycle can help tailor a project to your organisation and increase the chances of success (Yeong and Lim, 2010). Therefore, it is important to consider which methodology suits your organisation as well as specific projects, taking into account project procedures and specifications (Baguley, 2008:23 and Association for Project Management, 2015:37). A method gives guidelines to help gather information needed for a project (Pasian, 2015:245). As Carmarthenshire County Council is a large organisation with many departments and types of projects, choosing the correct methodology is crucial to the success of a project. A method that may work for a project in the education department may not suit projects within the environmental department. Hence, why choosing the correct method to work alongside the basic life cycle of a project is crucial to creating a valuable end product. 
Furthermore, Cobb (2011) writes that “any methodology can and should be customised and tailored to fit the situation at hand” (Cobb, 2011:46-47). Cobb’s (2011) quote is significant as it acknowledges that methodologies will not always be a perfect fit to a project but should be combined and or changed to make a custom fit method to what the project needs. This is crucial to remember when finding a method to suit the project I am working on, as one method may not have components or ideas that fit every aspect of my project. Meaning that taking into consideration which method has the most relevance to the project at hand as well as potentially combining aspects of methodologies could be the best way to ensure success. 
There are many different project management methodologies which all offer different approaches to managing projects based on the nature of a project, requirements, and preferences (Alaidaros and Omar, 2017). From the outside many project management methodologies can look similar therefore asking yourself questions about the project itself can help you decide on a methodology to use (Verzuh, 2015). Questions can include “is the project likely to change frequently?”, “what is the organisations culture?”, and “are outcomes well defined or flexible?” (Verzuh, 2015). Questions along these lines help focus what you need for your project to succeed and narrow down the options of methodologies you could use. I will use these questions to help me decide the suitability of methods in regard to projects I work on, allowing me to decide which method out of Six Sigma, LEAN, and Agile would work best for me. 
The first methodology this essay is going to look at is Six Sigma. Six Sigma is a method used to improve business by reducing mistakes and increasing productivity and quality (Kumar, 2023). To achieve these goals of increased productivity and quality Six Sigma follows the SMAIC structure, which stands for Define, Measure, Analyse, Improve, Control (Kumar, 2023). This methodology uses a data driven approach and provides an systematic framework to find and eliminate anything that could impact the project performance (Antony, 2004 and Kumar, 2023). A significant element to Six Sigma is to be as close to perfect as possible (Kumar, 2023). At first glance, the idea of being nearly perfect in regards to a project seems like the ideal situation to be in. However, upon reflection I am concerned that this could actually be a weakness to this method, as the pressure to be perfect could hinder the flexibility of objectives during the project life cycle. This is something to bear in mind when deciding if this methodology is the right fit for a project. Although it should be noted that the perfectionist nature of this method (Wright and Basu, 2008), could positively impact a project by ensuring any risk is carefully considered and allowing the end product to meet the objectives and hold value for the customer. 
A further aspect to note about this methodology is that it is customer centred (Kumar, 2023), much like LEAN and Agile (Lynn, 2023 and Laoyan, 2022). This similarity between these methods is meaningful as it signifies that the focus throughout a project should be customer based. However, Six Sigma emphasises the need to understand customer needs and expectations and meeting these (Antony, 2006 and Raisinghani et al, 2005).
The data driven approach of Six Sigma can be considered a strength of this method, as the methodical approach leaves little room for error while allowing for a stable form of flexibility (Kumar, 2023). Meaning that this method does allows for objectives to change or goal posts to be moved, but method sets out a way of doing this that ensures the project as a whole stays on track. This concept of stable flexibility (Kumar, 2023) is something that I believe would work well within my organisation. As the council is a government organisation it is important that we keep projects on track, to allow the stakeholders (the public) to trust us with the intended change of the project. It is also important to consider that we are publicly funded, so this stability is important to keep the funding set aside for the original project as well as maintain the publics trust. Similarly, the idea that within this stability there is an element of flexibility that allows us to give the best value outcome from the project. Thus, being a good way to enact change that adds the most value to our services. Furthermore, a data driven approach allows for decisions on elements of the project to be evidenced based and therefore more trustworthy (Antony, 2006 and Raisinghani et al, 2005). Being able to make evidence based decisions on a project gives the organisation a competitive edge and leaves little room for error, which ultimately makes the project more successful (Antony, 2006, Raisinghani et al, 2005 and Kumar, 2023). 
Another strength to this methodology is the financial benefits that it can produce. By reducing defects and waste within a project, an organisation can reduce costs and increase profit (Antony, 2004 and Rattan and Lal, 2012). This has the potential to be significant within the council as we are a public body we already run on limited finances and resources. Being able to reduce the cost of projects, we would be able to fund more projects, allowing for valuable change to be made. Furthermore, many of the projects I work on are already data based, meaning that this methodology would already work well alongside the work I do, due to the data driven nature. 
However, Six Sigma does also face criticism in regards to this data driven approach (Rattan and Lal, 2012). The overemphasis on numbers and data might lead to overlooking qualitative aspects or unexpected risks and consequences (Raisinghani et al, 2005 and Antony, 2006). Thus, limiting the scope of a project (Antony, 2006). Furthermore, Six Sigma is a resource and time intense methodology and requires intensive training to be able to adhere to the principles of the method (Antony, 2004 and Raisinghani et al, 2005). This could potentially slow down all stages or the project life cycle, making strict deadlines hard to achieve. This is significant as within my team and the projects I work, we usually have little resource and therefore time. Many of the projects I work on consist of smaller teams, using this method could become an issue if adhering to the principles takes too much time and resources. 

[image: ]Despite the weaknesses that Six Sigma poses, I feel it offers many benefits for the project I work on, due to it having a customer focus and evidence based decision making. A way that my organisation could potentially alleviate the weaknesses of this method would be to use the LEAN Six Sigma method, which combines both methodologies. LEAN focuses on minimising waste and maximising efficiency by eliminating non-value-adding activities. Streamlining the process. While Six Sigma is a statistical approach to process improvements that aim to reduce variations that can cause defects (Kumar, 2023). Combining the strengths of these two methodologies, Lean Six Sigma provides a comprehensive approach to process improvement that can be applied to any industry or sector. This is widely used in manufacturing, healthcare, finance and service industries. This methodology allows organisations to reduce costs and make customer service better (Kumar, 2023). Figure 2: Continuous Improvement Cycle (Lynn, 2023)

LEAN as a methodology on its own aims to provide a constant flow of value to the customer (Lynn, 2023). This value is delivered through two key ideas which are continuous improvement and respect for people (Lynn, 2023). Jim Benson writes “Lean is both a philosophy and a discipline which, at its core, increases access to information to ensure responsible decision making in the service of creating customer value” (Benson in Reddy, 2015). As a methodology LEAN follows the continuous improvement cycle which consists of identifying, planning, executing, and reviewing the project (Lynn, 2023).
 It is obvious to see that both Six Sigma and LEAN focus on the customer in their approach to project management, however the main focus of LEAN Is to add value to the customer by learning an understanding what the customer does and does not want (Lynn, 2023). It is easy to define this aspect of LEAN as a strength. As LEAN creates value meaning that rather focusing on negatives already within a system, it looks to improve the product for the customer. This is significant as it emphasises the customer centred nature of LEAN.
A strength to the LEAN methodology is the focus on waste reduction, aiming to achieve a more streamlined process (Lizareli et al, 2022). This is a valuable aspect of this methodology for the council as the idea of creating value as well as eliminating what does not add value, is good way to approach council services and would maintain trust with a projects stakeholders. Furthermore, a strength to LEAN is the flexibility to the process of this method as the principles can be adapted to various organisations to fit the needs of the project (Lizareli et al, 2022). This is significant as it shows how this method is adaptable to projects, which would be useful within Carmarthenshire County Council as we have many departments with different objectives and projects. 
On the other hand however, it can be argued that LEAN focuses too much on efficiency and cutting waste, leaving little room for employee innovation (Antony, 2022). Similarly, the focus on cutting wase can have a negative impact of morale of the project team (Lizareli et al, 2022 and Antony, 2023). This is significant as the morale of the team can have a major impact on the success of a project. If the morale is down on a project there is a risk of the project itself falling apart. Another weakness to LEAN is the lack of standardisation, as there is often inconsistent applications of LEAN principles which can lead to unpredictable outcomes (Lizareli et al, 2022). This is crucial as a public body the council needs to have some form of reliable predictions to the outcomes of projects to ensure stakeholder trust. Although LEAN has an adaptable nature, the lack of predictability can often mean that success with this method is context dependent (Wangwacharaku et al, 2014).
The final methodology this essay is going to consider is Agile. This methodology is a project management framework that focuses on flexibility and collaboration (Carvalho et al, 2012). To accommodate this flexibility the process splits projects into sections called sprints, which are dynamic phases of the project (Laoyan, 2022). After every sprint the project team stops to reflect and see if there is anything that could be improves. If anything is identified then changes are made before the next sprint (Laoyan, 2022). The primary focus of this is to apply changes quickly to get the best results (Pasian, 2015:244). This is an interesting aspect of this method that has the potential to work well within my organisation, as our aim is to get the best quality service to the public in the least amount of time. Cobb (2011) writes “Agile is focused on responding to change rather than following a plan” (Cobb, 2011:46). I find this quote by Cobb interesting as it could be argued that focusing on responding to change is a plan in itself. 
One of the main strengths of the Agile methodology is its ability to adapt to changing requirements and deliver value more often (Kumar et al, 2014 and Kaue and Jajoo, 2015). Meaning that stakeholders get the best value product at the end of a project. Furthermore, much like Six Sigma and LEAN, Agile also has a customer focus. However, Agile stands out in the fact that they put an emphasis on customer feedback to make adjustments to a project which leads to enhanced customer satisfaction (Kumar et al, 2014). This is significant as customer satisfaction is key for the organisation I work for, therefore this method could have aspects that would universally benefit my organisation. 
However, there are weaknesses to Agile, such as the uncertainty of deadlines due to the massive amounts of flexibility this method allows (Kaue and Jajoo, 2015). This is important to take into consideration when picking a method for Carmarthenshire County Council, as strict deadlines are built into the projects I work on, and when these deadlines are missed we risk loosing stakeholder trust. This weakness has the potential to cancel out the increased customer satisfaction Agile can offer. As if there are uncertain deadlines and we look the trust of the customer, there is a hight likelihood customer satisfaction with the end product will fall as wall. Another weakness to Agile is the potential for scope creep, this is when frequent changes lead to the scope expanding which can affect the deadline and budget (Kumar et al, 2014 and Kaue and Jajoo, 2015). This is a significant weakness in regard to my organisation, as scope creep will affect project resources which are already limited for the project team. In many projects I work on there is no room for the scope to expand, meaning this could have detrimental effects for the project within my organisation. Potentially causing a project to become undeliverable.
Taking into account all the strengths and weaknesses of the three methodologies I have looked at in this essay, my opinion is that Six Sigma would be the best approach for the projects I work on within my organisation. The data driven and stable flexibility would work well with the already data focused projects I work on. The idea of stable change allows us to provide the best value product or service while also keeping the trust of out stakeholders. However, it is important to keep in mind the possibility that the data driven approach could become to ridged and make flexibility difficult to manage. Hence why aspect of LEAN are important to keep in mind when going through the project cycle.
To conclude, in my opinion Six Sigma is the best methodology for me to use when working on projects for Carmarthenshire County Council. However, it should also be noted that each method has it own strengths and similarities to other methods. Therefore, with each project a method should be custom fit to the nature of the outcomes (Cobb, 2011). Furthermore, it is important that the method go hand in hand with the project life cycle. As this cycle provides the skeleton to every project and helps keep projects on track and heading towards the final goal.
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