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Discuss and critically evaluate project management process and assess the suitability in the context of the workplace

An introduction to project management processes and methodologies
Office of Government Commerce (2010) define project management in the workplace as the process of managing the work of a team to achieve individual goals and meet specific objectives within a given time and budget. In the workplace, these goals and objectives are often defined by organisational aims, complying with legal requirements, or satisfying a need identified by staff, customers, or other stakeholders. This can be achieved through adopting various project management processes that will contribute towards a set aim where change or improvement is necessary. Project Management Institute (2013) breaks down the main processes of project management and categorised it into five process groups that are common in almost every project: initiating, planning, executing, monitoring and controlling, and closing. These processes require constant monitoring and reporting which is where the adoption of project management methodologies and tools will support the project manager in successfully delivering a project.
Many organisations and project teams adopt project management methodologies that aim to guide project managers through a project with a set of guiding principles and processes, whilst also achieving business objectives. The choice of methodology defines how the project manager will work and communicate. Charvat (2003) identifies that project management methodologies are the specific approaches or tools project managers use over the life cycle of a project. All project management methodologies place different emphasis on different processes and elements of a project. 
Traditional project management methodologies run in a sequential cycle, placing an emphasis on linear processes, documentation, planning and prioritising. For example, Six Sigma (a traditional method) focuses on a sequential process that leads to improved reliability, improving the quality of the output of a process (Antony, 2007). Some of the benefits of using traditional project management is clearly defined project objectives and a very structured project using clear documentation. The goal to using a traditional approach is optimisation and effectiveness by providing detailed planning documents (Wysocki, 2014). However, Serrador and Pinto (2015) suggest that a linear and rigid approach to project management can result in massive downfalls. For example, a heavily documented approach to project planning could result in excessive rework if something changed in the project, which could be very time consuming.
Agile project management methodologies place less emphasis on documentation and more focus on collaboration and flexibility to respond to change. Agile methods tend to focus more on the scope of a project (Moreira, 2013). Some of the advantages of Agile project management is the flexible approach towards changes and developments during a project, and the focus of achieving the customer requirements through lots of engagement and interaction (Pace, 2019). DeCarlo (2004) states that adaptability is a key feature in its approach.  However, Alaa and Fitzgerald (2013) highlight a key criticism to adopt Agile being that it requires accuracy and robustness when following intensive processes. 
Karaman and Kurt (2015) believe that the characteristics of project management methodologies are crucial when choosing the most suitable approach for a project. Each methodology addresses specific goals, therefore, when deciding on the right methodology for projects it’s important that it coincides with the project objectives. Joslin and Muller (2015) harmonise with this concept and indicate that choosing an unsuitable methodology can impact the success of a project.

PRINCE2 in the workplace
My specific workplace is a large local government authority employing over 8000 staff in total, delivering a broad range of services to the local community. I am a graduate trainee transforming digital learning project officer within the Learning and Development department, where I am heavily involved in supporting projects where a change or improvement is needed in relation to new and innovative digital learning opportunities. One of the larger projects I have been involved with is the development of a Learning Management System (LMS) where a modern learning environment can be provided to all staff online. We have been looking into personalised learning experiences and providing staff with new and innovative learning opportunities. Not only did we have to locate a suitable LMS system but also provide all the learning content on the systems where staff can access learning on the go, with the click of a button. Projects like this have relied heavily on planning, ensuring that we are delivering outcomes as effectively and efficiently as possible.
My workplace is required to adopt the PRINCE2 project management method (a traditional approach), owned by the Office of Government Commerce, due to being a public sector organisation. PRINCE2 is made up of a combination of seven principles, seven themes, seven processes and the project environment (Lawton, 2017). As shown in Figure 1, you can see how all these elements integrate with one another. The seven sequential processes identified in Figure 1 are the same steps required for project management in my workplace. However, despite this being the typical process my workplace follows when carrying out projects, it’s important to note that smaller projects are sometimes tailored in their approach. Tailored projects still follow the PRINCE2 methodology but use the tools and processes to the benefit of what the project is trying to achieve. This is due to one methodology not always being suitable for every project, so it’s important to adapt certain aspects to ensure the best project management (Charvat, 2003). 

Using one methodology in the workplace
Reis (2007) suggests that adopting a single project management approach is significant to organisations with multiple areas, staff, and projects, as it ensures consistency throughout an organisation. This is particularly important to my workplace as one project management approach ensures that all departments are following a similar approach to project delivery. Kerzner (2009) suggests that a project management’s approach is to safeguard a continuous success of projects. Therefore, it can be suggested that a project management methodology should be adopted in organisations to ensure continuous success. However, Charvat (2003) suggests that there is simply not one methodology that fits all projects, and therefore could be suggested that there is a need to consider the project’s aims and requirements before deciding on a project management approach for each project. However, this goes against the ‘consistency’ aspect highlighted by Reis (2007), which is important to my workplace. Perhaps one of the benefits of PRINCE2, as previously identified, is that it can be tailored to suit any project. This is key to my workplace as it means no matter on the size or aim of a project, PRINCE2 is a foundation in which project managers can follow, whilst also adopting a consistent approach. The Office of Government Commerce (2009) state that tailoring PRINCE2 is important to ensure the suitability in the context of what the project is trying to achieve.
Not adopting a project management system is of course an alternative option for project management. A disadvantage of adopting a project management methodology are the cost implications on the workplace, purchasing resources and training staff. Joslin and Muller (2014) suggest that there are some issues when selecting the most appropriate project management approaches and tools and that project environments can impact the effectiveness of certain project management tools and techniques. This suggests that project management approaches are not always effective in use and without the correct training and implementation of certain tools they may not influence the success of a project. This concurs with Charvat (2003) who believes not one methodology will suit every project and that different tools and approaches are needed for different types of projects. 
However, Joslin and Muller (2014) also state that research indicates that the use of project management methodologies increase the chance of a project’s success compared to projects that have not followed project management methodologies. They conclude with the implication that project managers should identify elements of project management methodologies that would directly benefit their project. This reinforces my earlier statement that tailoring the PRINCE2 methodology is in fact suitable in my workplace.. Reiss (2007) suggests that the use of a project management methodology allows better control over projects, heightening the chance of success, whilst also providing a sense of consistency and professionalism, which is vital for my workplace. Additionally, another key benefit of adopting PRINCE2 in my workplace as a project management approach is that it is free to implement. This could suggest why many local authorities adopt PRINCE2 as there are less cost implications maybe compared to other project management approaches (Bentley, 2002). 

The focus of discussion
Within this essay I intend to critically evaluate the use of PRINCE2 (a traditional approach), specifically looking into the initiating a project process, and assess the suitability of the methodology in the context of my specific workplace. Alongside PRINCE2, I intend to refer to Agile approaches as a means for comparing to determine if this traditional approach to project management is in fact suitable in the context of my workplace.
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Figure 1: Overview of the four integrated elements (Lawton, 2017, p. 18)

Initiating a project
The purpose of authorising the initiation phase is to evaluate the feasibility of the project before committing resources, time, and money (Office of Government Commerce, 2009). PRNCE2’s initiating a project process describes the tasks a project manager would need to lead to deliver the required project outcome. The initiating process determines the essence and scope of the project. Bennett, et al. (2017) state that if aspects such as quality, risk management and scope are not defined early and prioritised throughout a project, failure is guaranteed. They also highlight the importance of agreeing at the start what needs to be produced or provided by the end of the project to avoid any dissatisfaction from stakeholders. In my workplace, a project could involve several people that are in different departments. Therefore, it is vital that all people involved in projects in my workplace understand what the project is trying to do and define a scope at the start of the project to help them stay focussed and maintain an understanding of the project’s objectives.
Alternatively, an agile approach can allow the opportunity for changes throughout a project without it really impacting the whole outcome (Fernandez and Fernandez 2008/2009), reinforcing the flexible nature of the approach. Serrador and Pinto (2015) highlight that by adopting an agile approach it allows for constant interactions with stakeholders and enables re-scoping project objectives when updated information or customer demands change. This means that even if a scope has been established, the approach allows the flexibility to adapt to any changes and update the scope throughout a project. However, Spundak (2014) criticises this approach and states that agile approaches are better designed for projects that have a high level of uncertainty. This would not be ideal in my workplace as projects within my department require the completion of a business case which presents the project objectives to the project board before moving forward. However, with the projects I have been involved with, such as building an LMS system, it has been crucial that we listen to our staff (as a key stakeholder) and engage with them frequently so that we can provide an LMS system that suits their needs. Staff are the individuals that would directly benefit from an effective LMS system so their feedback and commitment to using it is very important. I would argue an Agile approach is suitable in this respect as it focuses on frequent interactions from key stakeholders (Serrador and Pinto, 2015).

Risk management
Risk management is an important aspect of project management in my workplace as it ensures there is a stronger link between processes and the organisation's aims. My workplace has specific measures for risk management and members of staff that are trained to support a correct risk management process for all projects.
One of the first activities in the PRINCE2 initiation phase is preparing a Risk Management Strategy for the project. According to Hedeman, Van Heemst and Fredriksz (2010) the aim of a Risk Management Strategy is to form a basis where an effective risk management process can be put in place and risk management can be maintained by the project manager and stakeholders throughout the life cycle of a project. Each project will have its own set of risks that need to be dealt with. Royer (2000) states that risk management should be highly important to project managers as uncontrolled risks, or risks that are not identified, are a key source of project failure. However, Kutsch and Hall (2010) state risk management involves a decision between what information is used and what information is irrelevant to a project. This implies that unintentional ignorance could occur in risk management if managers do not identify risks or if they decide a factor is not related to a project. If they do not identify all the risks early, they could be putting the project at risk. This implies risk management depends on the risks identified, meaning that there is still the possibility that unidentified risks could still impact the project’s success. Nevertheless, risks that have been identified need to be controlled and managed throughout all projects to support achieving the project’s outcomes (Lawton, 2017)
PRINCE2 identify five steps of risk management; identify the risks; assess the risks in terms of their probability and their impact; plan a response to the risks identified; implement the planned response; and communicate to stakeholders (Office of Government Commerce, 2009). However, Meredith and Mantel Jr (2003) identify six processes in risk management: risk management planning, risk identification, qualitative risk analysis, quantitative risk analysis, risk response planning and risk monitoring and control. Pawar and Mahajan (2017) suggest that PRINCE2 does not carry out a thorough enough risk management throughout a project and can be identified as a limitation when using this methodology. However, PRINCE2 does recommend that each project has its own risk management approach (Office of Government Commerce, 2009), reinforcing the flexibility of tailoring a project to suit the needs of the project outcomes. 
Buganová and Šimíčková (2019) suggest that because an agile approach focuses on the involvement of customers and stakeholders, risks and errors are revealed easier and earlier on in a project. With the combination of constant feedback from customers and stakeholders, and the flexibility of its approach, agile allows for regular project development. Traditional methods such as PRINCE2 focus on identifying risks upfront with the aim to envision what risks could happen by the end of the project. A traditional approach to risk management is important, with more time on planning, but it’s not as active as you’d find in an agile approach (Runcie, 2020). As previously identified, we cannot always anticipate all the risks in a project. Therefore, I would argue that an agile approach to risk management would be more effective in practice. This is because agile approaches are more flexible and adaptable to change, even when not all risks are identified up front. 
PRINCE2’s flexibility to manage risks is fitting for my workplace as it allows the project manager to tailor risk management depending on the size or aim of a project. However, there are also clear benefits of adopting an agile approach to risk management, particularly in my workplace. By engaging with customers and identifying risks through feedback throughout a project, it could positively impact project management as it captures risks easily and early on (Buganová and Šimíčková, 2019). My workplace adopts a customer focussed ethos and by following a more agile approach with risk management, means risks could be minimised throughout a project, by adopting more transparency, collaborative planning, and customer involvement. Perhaps adopting an agile style risk management would better inform the business case and the wider project. Not being able to identify every risk in a project is inevitable, therefore there will be an element of ignorance in risk management, however it does provide an opportunity to plan to control what has been identified (Kutsch and Hall 2010).

Business case
One of the main elements of PRINCE2 is the requirement of a business case, completed in the initiation phase, where the true feasibility of the project is captured. Lawton (2017) highlights the significance of capturing a good business case in the starting up and initiation phase, claiming that it is the most important document used throughout a project. Siegelaub (2004) shares this opinion and discusses how the business case forms the root of all decisions in the starting up and initiation of a project, and then is monitored and altered at the end of each other stage. The business case specifies why the project is taking place and defines the project’s aim. A successful project is dependent on a clear business case, a crucial tool for project management, and this a main component of the PRINCE2 approach. The business case can make sure there is effective use of resources, a continuous adhering to a project’s objectives and allows for lessons to be learned from each project, resulting in continuous improvement. This is a significant aspect, particularly to my workplace as it can ensure that projects are in line with organisational aims and can a define a clear expectation for project managers and stakeholders. 
Bentley (2015) emphasises the importance of a business case as it evaluates the feasibility of a project, outlined by business justification (which defines the plan of the scope) and organisational benefits. A key principle of PRINCE2 requires constant attention to the business justification, updating and editing the business case as the project progresses to result in relevant and effective decision making. However, according to Kruger and Rudeman (2013) project teams following a sequential approach tend to focus too heavily on the documentation and planning during a project’s life cycle, when there should be an emphasis on the actual accomplishment of the project objectives. This could be a limitation to PRINCE2 with some projects as it suggests that it’s too bureaucratic in its approach.
Pace (2019) discusses some of the features of an Agile project management approach, stating that Agile focuses less on documentation and planning and places a deeper emphasis on individuals and interactions, with a more flexible approach to project planning. It was identified that a benefit of this approach being that it can place emphasis on the relationships of customers and stakeholders and focusing on these interactions until the customer requirements have been met. Pace continues to mention that even though there is a key advantage to this approach, less planning and organising can lead to chaos and stress, with managers preferring a command and control style in the workplace. 
Lawton (2017) briefly covers the bureaucratic reputation of PRINCE2 and suggests that common sense plays a role in starting and planning projects. He suggests if certain aspects do not benefit or suit well to your project or workplace, you should not be including them. He suggests an element of tailoring PRINCE2 to your organisation or project plays a role in effective project management. Siegelaub (2004) states that PRINCE2’s common sense approach is one of its main strengths. Charvat (2003) states that there is not a ‘one size fits all’ methodology for project management, and therefore tailoring a methodology specific to your project’s and organisation’s needs would seem practical. Taking this into consideration, working in a large scale organisation, PRINCE2’s principle of continuous business justification and the production of a business case would be certainly beneficial in my workplace as it keeps projects insight of business aims and ensures the best use of resources, budgets and processes, from the starting up of a project right through to the end. It avoids the risk of poor management, scope creep, poor communication, and worst case – a failed project early in the project. Also, being in a large hierarchical organisation, a more structured and informed process would work more effectively as mangers have clear defined responsibilities and control. However, being ‘customer focussed’ is a core value within my authority and it would seem appropriate to also acknowledge an agile approach by including frequent interactions with key stakeholders in a project plan when starting up a project. Interestingly, Fernandez and Fernandez (2008/2009) discuss how qualities of agile and traditional approaches could be combined to provide a suitable project management approach. 

The project initiation document (PID)
Once the business case is refined a PID can then be assembled, the main output of the initiation phase. Also referred to as a project charter, it is an expanded version of the project brief that contains the main essence of the project and provides a basis for committing time and money to a project (Richards, 2007). The PID is a combination of the business case (with the business justification), the scope and deliverables, the project objectives, the resources needed, a milestone plan and timeline, costs, dependencies, risks, and issues. Capturing all the components of the project in a PID can ensure the understanding of all parties involved, which is essential to my workplace. Wiegers (2010) states that the PID lays the groundwork for informed decisions and preparation in relation to the project’s outcomes and execution. This is particularly important in my workplace as it establishes the existence of a project, allowing the project manager to apply our organisation’s resources to project tasks.
However, Richards (2007) states that common errors when establishing a PID with PRINCE2’s approach is the documentation provided can end up being too bureaucratic, not providing what it intends to. However, he also mentioned the importance of using a PID correctly and the benefits of providing clear project objectives. Therefore, perhaps training staff when implementing PRINCE2 is required in the workplace to take full advantage of completing certain project management tools, such as a PID. 
Tarne (2007) states that both traditional and agile approaches focus on the vision of a project. However, a traditional approach like PRINCE2 shows more in-depth information and documentation such as an overview of the project, a timeline, risks, and assumptions. Unlike traditional approaches, agile methodology doesn’t follow a set template for visioning a project and therefore it relies on teamwork between a project manager and the project team to determine a desired project outcome. However, Norman, Brotherton and Fried (2008) suggest that without a clear project charter that defines the scope of a project, it would be almost impossible to create a work breakdown structure (WBS) for the project team. It’s important that a WBS is possible in my workplace as it organises the work required in order to achieve the projects deliverables (People Management Institute, 2013). This links back to my previous argument of staff being spread across different departments and needing to be on the same page. 

Conclusion
In conclusion, this critical evaluation has been undoubtedly helpful when considering the suitability of adopting PRINCE2, a traditional project management approach, in my workplace. It has highlighted significant benefits of using the PRINCE2 approach, particularly in the initiation phase, that are highly applicable to my workplace. Additionally, it has also suggested alternative approaches that could potentially improve project management in my workplace. Most importantly it has demonstrated that the context of the workplace and the project type can determine a tailored approach to project management. 
It has been established that a methodology regardless is needed in my workplace, due to such a high level of staff, as it ensures consistency and reliability across all departments. There has also been clear evidence that there is not a ‘one size fits all’ approach to project management and that tailoring a project to suit the needs of the projects aims is suitable, and common sense. 
There are key benefits of the PRINCE2 approach that stood out within this essay that directly apply to the context of my workplace. The use of one of  PRINCE2’s key principles - a detailed business case, is vital to my workplace as it ensures that projects are contributing to organisational aims and that throughout a project making sure that business justification is reinstated at every stage. The structured, linear approach that traditional methodologies provide, assist project managers with a structured process, with a command and control style that they are comfortable with in the context of the workplace. Traditional approaches provide clearly defined project objectives and a very structured project using clear documentation with the aim of optimisation and effectiveness. A structured approach also helps eliminate any uncertainty within a project, as key project objectives are recorded. The benefits of completing a PID identify laying the groundwork for informed decisions and preparation in relation to the project’s outcomes and execution, leading to a clear WBS, where project deliverables are achievable (People Management Institute. One of the key benefits in relation to my workplace is that PRINCE2 allows for projects to be tailored in their approach, meaning that despite the size of the project or the project’s aims, they can each be tailored to their needs whilst also following a consistent approach across the organisation. 
However, this evaluation has also highlighted some flaws in the PRINCE2 approach and some agile approaches that may be better adopted in my workplace. For example, agile approaches focus on a flexible approach towards changes during a project and focus on achieving the customer requirements through lots of engagement and interaction. Despite the need for a structured approach that has been established, the benefits of adopting a customer focussed and interactive approach has shown to result in well informed risk management. Receiving feedback from customers and stakeholders and using flexibility to adapt and overcome these risks seems to create a positive impact on risk management, not only in the initiation of a project but throughout a project’s life cycle. Also, with a core value of my workplace being customer focussed, it seems only appropriate that a customer focussed approach to project management is adopted. To an extent, I would argue that the flexibility to adapt to change is beneficial to my workplace, as within my organisation, it is a fast changing environment and sometimes it’s difficult to anticipate all project risks, tools or changes required. It would make the project management process a lot easier, especially when considering interacting with customers from a core value perspective.
I would argue that a suitable approach to project management in my workplace would be to include a combination of the positive aspects of agile and PRINCE2’s traditional approach. With a clear, structured approach that links to business aims, combined with a customer focussed and a flexibility to change environment, project management would be more efficient in my workplace. I trust that the combination of methodologies mentioned will have a positive impact on the success of projects across my authority and increase customer satisfaction.
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