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Project management is part of successful management and product development in organisations of any size.  A project is a "temporary endeavour undertaken to create a unique product, service, or result" (PMBOK Guide, 2017:4). Project management is defined by the Project Management Institute (PMI) as "the application of knowledge, skills, tools, and techniques to project activities to meet the project requirements" (PMBOK Guide, 2017:10).
This essay aims to discuss the process of project management and consider its suitability in the context of my workplace. I will start with a small introduction to my organisation and its current relationship to projects and their management. I will then continue to discuss the main phases of the project lifecycle as identified by the PMBOK and consider their relationship to my workplace. Finally, I will present the main types of project management methodologies, and their relationship to the lifecycle. Please note that I will not be using specific named examples from my workplace in the interests of confidentiality, as even anonymisation would not be enough to stop project identification, but I will be reflecting upon my knowledge and experience of a variety of projects and processes over the course of my employment (16 years) across several units and teams within the organisation.
My workplace is a multi-campus medium-sized, c.15,000 students (HESA, 2022), Higher Education Institution (HEI), with a strong dual-sector (Higher and Further Education) presence, and several local, national, and international partnerships. There is no specific project management methodology used across the institution, nor is there a clear governance of projects; importantly, there is no clear definition of endeavours as projects, programmes, or portfolios. The organisation hosts a variety of projects in a range of sizes, from multi-million multi-year capital projects to no-budget rapid-completion projects, which are housed in different units that themselves are interconnected but have separate management structures, expectations and follow a variety of project methodologies. Most of my work can be considered project-based, but I sit in an operations-focused department.
Before continuing, it is important to place projects within my organisation. Although there is no formal communication or articulation of this, my organisation, like most HEIs, has strategies that fall into larger categories, which include a variety of projects, in addition to the normal day-to-day operations, as well as departments, which also incorporate projects and operations. In this essay, these are classified as portfolios, as per the PMI definition of "a collection of projects, programs, subsidiary portfolios, and operations managed as a group to achieve strategic objectives" (PMBOK Guide, 2017:13). At departmental level, for some departments such as IT, there appears to be a recognition and identification of programmes, where "a group of related projects, subsidiary programs, and program activities that are managed in a coordinated manner to obtain benefits not available from managing them individually" (PMBOK Guide, 2017:13), although in many cases these subdivisions tend to also include operational elements. When it comes to strategies, over the last 12 months, there has been an effort to organise strategy implementation on a programme-basis, but this has primarily focused upon reporting, rather than integration and co-ordination.
For this essay, the focus will be on projects and their management, rather than programmes or portfolios.  Every project, small as it may be, has a set of components, specifically its goal, timeline, budget, and stakeholders (Wrike, n.d.); ideally, it should also have a manager and an identified team, although in my organisation that last element is at times haphazard, outside of specific departments that work on a project basis, primarily in IT and certain elements of Estates. Importantly in my workplace, many projects aim at changing or creating operations without necessarily a hand-over to an operations team, which results in a confluence of project and operations, which affects project planning and delivery.
Beyond specific methodologies, every project has a lifecycle. In its most generic terms, these can be identified as: (1) beginning; (2) organising; (3) executing; (4) ending. The PMI identifies a series of processes that closely relate to the lifecycle: (1) Initiating; (2) Planning; (3) Executing; (4) Monitoring and Controlling; (5) Closing (PMBOK Guide, 2017:18); these are the ones I will be discussing in this essay. Irrespective of the methodology that a project manager decides to follow for any given project, the processes, due to their connection to the lifecycle, remain broadly the same, even if the specific elements of each process may change slightly in different methodologies.
The two most popular project management frameworks are the Project Management Body of Knowledge, created and accredited by the Project Management Institute, and PRINCE2, created by Axelos (www.wrike.com, n.d.). In this essay, I will be primarily using PMBOK, but including elements from PRINCE2, where I find that framework to be more appropriate or useful, particularly for my organisation.
In the next part of this essay, these main phases of a project will be summarised and issues relating to them considered, particularly as they relate to my workplace.
The Initiation focuses primarily on delineating the main elements of the project, which will inform and guide all the later processes and planning. The initiation phase often focuses on the creation, and agreement of the specifics, of a Project Charter or Project Initiation Document (PID). The PID effectively sets the boundaries of the project, referring to and defining the main elements of time, cost, stakeholders, and goal. Further, the PID explores and sets down the objectives, risks, necessary resources, and project plan. In addition, for larger projects, where extensive documentation is expected and possible, this is also the phase where management documents are put together for the project, such as relating to risk management, communications management, etc (PMBOK Guide, 2017:561-4). The result of the initiation phase is to create a business case that can then be approved by senior management, and, in many organisations, allowing the project to be situated in the greater programme and portfolio structure of the organisation.
In my organisation, there is a definite difference between projects with large costs and projects with small or no cash cost. Large projects have an initiation phase, and a set of appropriate documentation, primarily to ensure that resources can be appropriately allocated, focusing in the main on finances, rather than personnel or other resources. Personally, I have seen this only in large capital projects, as they are the ones that normally have a larger stakeholder consultation, although primarily in the communications stage, rather than at initiation or planning. However, the language that the organisation has started to use over the last few years, such as the inclusion of ‘business case’ in certain documents or expectations, suggests that there is a basic expectation of an initiation phase. At the same time, again outside of large capital projects, it appears that planning and initiation are conflated in most cases, or that the initiation phase is much more informal and without extensive documentation. For most projects that is not necessarily a problem, but it does suggest that decision-making tends to be less based upon consideration of the different factors that impact upon a project, its cost, deliverables, and risks, and more based upon goals set in relation to higher institutional objectives.
The Planning Phase is effectively a more detailed and objective-focused initiation stage; the primary difference is that where initiation is speculative as to the fate of the project, planning focuses on ensuring that the project is done through thorough consideration of its multiple facets and issues. Depending on the specifics of the project, the planning stage will include a variety of documentation, research, and exploration. However, the aspects that remain the same are: (1) refinement of scope; (2) specific definition of timeline and budget; (3) identification and specification of the deliverables; (4) identifying the project team and associated task list; (5) mapping and planning mitigation of risks. Equally importantly, this is the phase where the basic strategies in terms of communication and stakeholder engagement are defined (PMBOK Guide, 2017:25). 
Irrespective of the specifics of the project and the organisation, the planning phase can be the most critical phase, as without appropriate planning, the later phases can be beset with issues, delays, and further costs, if not outright failure (Dvir et al., 2003; Eja& Ramegowda, 2020:38; Abbasi et al., 2014). My workplace has suffered with occasional project failures and, more commonly, with large delays and increases in cost, both of the projects themselves and of the operations that depended upon their timely completion. In my view, this is a result primarily of planning failure (including failure of the institution to upskill existing personnel and hire project managers), especially when, as noted above, planning and initiation tend to be conflated. Scope creep is a common problem; scope creep is defined as “adding additional features or functions of a new product, requirements, or work that is not authorized (i.e., beyond the agreed-upon scope)” (Larson & Larson, 2009). Refining the scope of a project, and being able to recognise when changing the scope, possibly through completely reconfiguring the project, is an essential element of successful project management. 
Beyond scope creep, in my workplace, there appears to be a lack of considered strategies relating to communications and stakeholder engagement, especially when stakeholders are the ones that primarily need to handle the operation of the deliverable. I would not advocate a completely open collaboration process with stakeholders, because, after all, scope and process of delivery need to be agreed within limits that may not be visible or understandable by all stakeholders. However, early, and continuing, engagement and a collaborative approach at planning phase would create the foundations for more successful projects. The creation of a communication strategy that considers all stakeholders, including the final consumer of the product or process would also alleviate some of the main issues that projects in my workplace face, such as lack of adoption of an offer or service, or, indeed, complete lack of knowledge of the existence of a project end-product, and its availability to the end-users.
The PMBOK and others identify a variety of documents that need to be created as part of the planning phase, which is appropriate for large projects that require formal documentation, such as capital projects or high-cost projects. However, what seems to be a failure in my workplace is the understanding that for smaller or low-cost projects that need to be initiated and planned quickly, or within the pressures of existing operations, the documentation can be minimal, as long as all the essential elements of it are considered, documented and signed-off. I agree wholly with Bentley’s advice that project phases and documentation can be tailored to the environment and requirements of the project, as long as we avoid simply abandoning essential elements of the process (Bentley, 2005:153-6). 
The Execution phase is when the actual work for the creation of the project’s product happens. The elements of this phase are specific to the project and fundamentally dependent upon the planning phase. Often this is also the phase when projects get into trouble through delays, mismanagement, cost changes and scope creep. Execution in terms of time effectively runs parallel to Monitor and Control (Marion et al., 2016:74). 
Current research indicates that while execution is the core of a project, it has not been as well-studied in terms of project management (Marion et al., 2016; Richardson et al., 2022). In many respects, this tendency in the literature is reflected in the image of project management as a paperwork-focused field, whereas the execution of the project is much more focused on the actual work of achieving the deliverables by teams, contractors, etc. One of the identified weaknesses in project management’s conceptualisation of the execution phase is that it focuses on the recording and monitoring of the completion of tasks, rather than the processes of achieving said completion (Marion et al., 2016; Richardson et al., 2022). 
Almost twenty years ago, Crawford (2005) concluded that in the eyes of senior managers a good project manager was one who was competent in the monitoring and controlling of project time and costs, as well as the negotiation of appropriate contracts. Lutas et al. (2020) present a different world, as project management has become much more common across different industries, where knowledge of the field, followed by project management qualifications, are the main hiring selectors of project managers. Soft skills, primarily communication with, and within, the team and appropriate knowledge of supporting frameworks in people management, while identified as necessary in empirical research, are less prominent in project management qualifications and literature, such as the PMBOK (Richardson et al., 2022; Lutas et al., 2020; Lin et al., 2016).
In my workplace, execution is often the victim of poor planning; however, there are issues that are specific to execution. The choice of project managers is one; there appear to be two opposite viewpoints in hiring and appointing project managers. There are examples, where colleagues are hired as ‘project-managers’ with little knowledge of the field(s) involved in the projects they ‘manage’. Such practices result in project managers who cannot manage a project, and indeed often alienate stakeholders, create documentation that is not relevant to the existing processes of the institution, and impose project completion targets that take no account of the other responsibilities of the team members, including the core work of the institution. On the other hand, colleagues, who are knowledgeable in the field, are appointed as ‘project managers’ without the necessary qualifications, knowledge, or confidence in actual project management; this often results in poor planning that enables equally poor execution. Institutionally, we fail in terms of managing and executing projects because we are prone to the five problems that Grenny et al. (2013) identify.
Monitor and Control is the process of tracking project progress and performance, and, importantly, of identifying and implementing necessary changes, primarily to the areas identified by the PRINCE2 framework as ‘tolerances’ (Siegelaub, 2007). As mentioned above, monitor and control overlaps the execution phase, and, unfortunately, seems to take precedence in project management conceptualisation to it. When it comes to this part of the project management process, I found that the tolerances in the PRINCE2 framework are particularly helpful, as they move beyond the ‘triple constraint’ approach, and afford the project manager a greater array of elements to consider in relation to project progress and success. 
Identifying KPIs is not the same as project milestones, although these may coincide at times. KPIs are there to guide decisions in terms of project progress and performance, including how to balance changes to cost, time, or deliverables (Hayes Munson, 2012). Here the tolerances come very much into play. The PRINCE2 tolerances are cost, time, quality, scope, benefits, and risk (Managing Successful Projects with PRINCE2, 2017:24-5). These tolerances should be set and agreed at planning stage, and importantly, they are not there to allow creep, but rather to identify issues early and identify the right decision-making authority to solve the issue with the aim of returning to the appropriate target (Rad, n.d.). These decisions can, and often do, allow for changes in relation to tolerances, such as accepting extra cost in favour of hitting deadlines, or allowing delays to keep costs from escalating. Monitor and Control are often difficult to the project manager, particularly if they do not have a responsible sponsor, or a clear management escalation structure, or are dealing with what Grenny et al. (2013) call ‘project chicken’. Here, the PRINCE2 tolerances concept works very well as it has identified from planning stage both the points where the project manager needs to escalate and who then becomes responsible for approving and supporting the solution. 
In this organisational culture plays a leading role. Research from the construction industry has indicated that organisations with competitive, rather than collaborative, culture see greater problems in projects due to unwillingness to identify issues honestly and fear of the consequences (Wiewiora et al.., 2014). Silos within organisations further impact negatively upon communication and success (Stone, 2004), which further damages projects that work across departments and existing teams. That is an issue in my workplace, where projects often bring together colleagues across a variety of existing units and teams, and there is a culture of blame and shifting blame, alongside a lack of willingness to admit mistakes and wrong decisions. This often means that issues are not identified in the monitor and control phase at times appropriate for non-crisis decision-making in hopes of avoiding blame and allowing some other department or member of the team to be the one ‘seen to fail’.
The final phase of a project is closing, where effectively the project winds down and appropriate post-success (or post-failure) reporting is achieved. This is an essential phase, even if it is often abbreviated in the documentation, as the product has been delivered and the team released to other duties. One element that bleeds into from the execution phase to the closing phase is handover from the project team to the owner of the product. Further, the closing phase is essential for organisational history and management; here I found the PRINCE2 guidance helpful as it clearly focuses on project evaluation and communicating the lessons of the project for the organisation (Managing Successful Projects with PRINCE2, 2017:266-7).
Finally, it is imperative to mention the main project management methodologies, as part of the differences between them relate to the lifecycle and the flexibility of changes in it. 
Over the last almost-century, there has been an explosion of research and development when it comes to project management, including the recognition of it as a specific discipline. Rationalisation and standardisation were the main drivers in the history of project management in the first six decades of the twentieth century in a rapid development of processes and ideas, which in the 1960s developed into the beginning of standardised models (Garel, 2013).  At the time, the focus of project management was on large complex projects, primarily driven by governments, the military and large-scale organisations, where control of processes and distinct phases of development were paramount. 
The greatest change in the development came due to projects that needed greater flexibility and ability to adjust the deliverables mid-project, such as software development. As early as the 1950s, and certainly by the early 1970s, more flexible systems were being suggested as the way forward, primarily for industries outside of construction (Royce, 1970). This was also the period, when project management became more organised with the establishment of organisations such as the Project Management Institute (1969) and the International Project Management Association (1965), which in turn promoted the creation of standards and certifications (PMI, 2019; IPMA International Project Management Association, n.d.).
There are several types of methodologies that project managers can use in a project, but they effectively fall into two main categories: predictive (or linear) and adaptive (or agile) (PMBOK Guide, 2017:19). The most traditional one is a linear predictive methodology, often called ‘waterfall’. The standard linear methodology is the so-called Waterfall model; the name and imagery come from software engineering in the 1970s (Royce, 1970), but the basic concept of a sequential linear project breakdown would have been intimately familiar to earlier project managers and engineers. Waterfall has several distinct phases, where each phase must be completed before the next phase commences; there is normally no opportunity to return to a previous phase (www.ntaskmanager.com, n.d.). This methodology works best in projects that have a clearly defined product output, and little change in the requirements of the product is expected during the project (Biafore, 2022). Hence, while Waterfall came under intense criticism in certain business environments, such as software creation, from the 1970s onwards, it, and other methodologies based on it, remain the main methodologies in construction, large-scale engineering, and shipbuilding, although over the last few years there is a move towards hybrid methodologies (cmlinestudio.com, n.d.). 
The example below of a standard Waterfall project chart shows the sequential nature of the methodology.
[image: Diagram

Description automatically generated]
Figure 1: Waterfall Life Cycle. (Management.org, 2023)
What is not immediately obvious is the fact that the documentation required by Waterfall is considerable and less suited to smaller projects, or indeed projects that are not the focus of a team. At the same time, the importance of expansive documentation from the earliest stages of a project means that the clients and other stakeholders are not intimately involved with the project beyond its early stages (Management.org, 2023).
Overall, the Waterfall process is best suited to larger projects that can benefit from extensive documentation and strict planning, which have a clearly defined product output, but do not require changes or flexibility in the product or the design.
Adaptive methodologies are iterative, incremental, and agile. The common moniker is Agile, although Agile as a methodology tends to be both iterative and incremental, effectively becoming the most change-resilient, as it effectively assumes project development in a constantly changing environment (PMBOK Guide, 2017:19; Abbas et al., 2008). The best, in my opinion, explanation of the way that adaptive methodologies relate to each other is in the continuum described by the PMBOK Guide (2017:666, Fg.X3-1):
	Requirements are defined up-front before development begins
	Requirements can be elaborated at periodic intervals during delivery
	Requirements are elaborated frequently during delivery

	Deliver plans for the eventual deliverable. Then deliver only a single final product at end of project timeline
	Delivery can be divided into subsets of the overall product
	Delivery occurs frequently with customer-valued subsets of the overall product

	Change is constrained as much as possible
	Change is incorporated at periodic intervals
	Change is incorporated in real-time during delivery

	Key stakeholders are involved at specific milestones
	Key stakeholders are regularly involved
	Key stakeholders are continuously involved

	Risk and cost are controlled by detailed planning of mostly knowable considerations
	Risk and cost are controlled by progressively elaborating the plans with new information
	Risk and cost are controlled as requirements and constraints emerge


Predictive
Iterative
Incremental
Agile


Iterative and incremental project management is based on cycles, where the product is created through continuous repeated cycles, keeping largely within the original scope but allowing change in time and cost; the process allowing greater functionality after each iteration (PMBOK Guide, 2017:19). Of particular importance in defining the change from iterative/incremental to fully agile is the, admittedly slight in comparison to predictive lifecycles, constraint in introducing changes and changes to scope. Iterative/incremental allows for change at specific points in the process, often at identified intervals. Agile, on the other hand, allows changes, across scope, deliverables, time, cost, and risk, throughout the process, as an integrated part of the methodology. In many respects, agile completely embeds change, while both predictive and iterative/incremental seek to contain change. 
I found particularly interesting that while popularly the waterfall method is attributed to Winston Royce (e.g., blog.airbrake.io, n.d.; Hughey, 2009; Azevedo, n.d), Royce’s paper (1970) is effectively a criticism of linear predictive models and, instead, proposes an alternative to these in an early iterative/incremental methodology:
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Figure 2: Royce's final suggestion (Royce 1970:338).
Royce was a software engineer, and indeed most of the push towards agile methodologies until the last few years has come from the software industry. Effectively software development needs non-linear methodologies, especially as technology advanced rapidly and software products have become more and more individualised to customer requirements in a sector full of rapid change. Hence, integration of change in requirements, costs, scope and even customer-base has become a basic feature of this industry. This is only possible because the primary resource in software development is the team. In the simplest of terms one can redesign a piece of software in different stages of its development with relatively little extra cost and time (including hotfixes after release), but one cannot redesign a bridge after half of it is already built without ruinous extra costs and time extensions. 
Over the last decade or so, hybrid project management methodologies have become more common. These hybrids combine elements of the predictive and adaptive cycles and are often created on a per-project basis; effectively the methodology is created to be suited to the project. The PMBOK offers a description of such projects that assumes a high level of knowledge and experience of project management: “Those elements of the project that are well known or have fixed requirements follow a predictive development life cycle, and those elements that are still evolving follow an adaptive development life cycle” (PMBOK Guide, 2017:19).
In my workplace, there are certain departments where a specific methodology is followed (agile in this case). For most projects, however, if there is a methodology, it appears to be waterfall, primarily because there is little knowledge of different options, and no specific method for choosing the most appropriate methodology. Even amongst those who do identify a development as project rather than ‘something we need to do’, there seems to be more consideration of the software tools to use, rather than on deciding on a methodology. The next assignment for this module is on devising a project management process for my workplace, where I will be using project categorisation research (Burgan & Burgan, 2014) to suggest appropriate means of choosing project management methodologies for my organisation. The size and heterogeneity of the organisation suggests that no project methodology (whether traditional, agile or hybrid) can become the single approach used by the institution.
To conclude, this essay discussed project management process, including both the phases of project management process and the main types of project methodologies, and considered them in relation to my workplace and the issues that projects face in it. Overall, it appears to me that many of the problems in projects identified in other sectors, such as construction and product development, also affect my workplace. The importance of the initiation and planning phases for any project, large or small, is evidently clear in the literature, and where many of the issues in later phases are born. In this, my workplace certainly fails for three main reasons: (1) initiation and planning are often conflated; (2) those selected to lead on projects do not have the knowledge of project management necessary to implement proper planning; (3) the organisation’s culture does not support transparency and collaboration between units and departments.
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