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For the purpose of this assignment, the author will discuss project management processes and make recommendations for a suitable methodology in the workplace. ‘Project management is just common sense! Of course it is! So why do so many of us get it wrong?’ (Bentley, 2010). 

A project process is ‘a unique set of co-ordinated activities, with definite starting and finishing points, undertaken by an individual or team to meet specific objectives within defined time, cost and performance parameters’ (Office of Government Commerce, 2011).  A key factor that distinguishes project management from just management is that it has a final deliverable and timespan, unlike management which is an ongoing process. Therefore, a project manager needs a wide range of skills, often technical, people management skills and business skills (reference). Roberts (2011) supports this statement by defining a project manager as someone who is responsible for planning, monitoring and controlling a project in order to meet the expectations of timeliness, quality and cost. However, a project manager does not necessarily need to be the ‘expert’. Reiss (2007) believes an important aspect of project management involves avoiding problems. This will involve tackling new ground, taking a group of people and ensuring that you achieve clear objectives quickly and efficiently. Therefore, while planning is important, the main aim will be to complete the project. 

The processes of project management consist of ongoing monitoring, communication and people management. In addition to this, it is important that the project manager is in control to ensure problems and risks don’t affect the final result.  The classic stages involved in a project include; initiation, planning and design, execution process, monitoring and controlling and finishing. Examples of these processes and stages can be seen in the ‘classic six phase project management model’ by Elbeik and Thomas (1998).  For example, one aspects highlights the necessity of considering communication throughout the project. 

When considering different processes and recommendations, it was useful to reference PRINCE 2, the ‘world’s most widely-adopted project management method’ (Figure 1). It is a flexible, scalable method, which can be seen as suitable for any type of project. The benefits of using a project management method include, building on experience, knowing what to expect and providing warning to problems early on (Bentley, 2010). 

Figure 1 (PRINCE2 (2012)
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In addition to considering the PRINCE2 method, I believed it was important to consider both a formal and informal approach with regards to project management. Naybour (2012) states that there are clear advantages to a formal approach as it allows clarity and a clear method to solve problems. With this in mind, the setting for my IT project is the Mental Health and Learning Disabilities Delivery Unit within a Health Board.  The Delivery Unit is a commissioner and provider of healthcare services, employing 2,100 staff across a number of professions, including Administrative, Medical, Nursing and Therapies.  The Delivery Unit serves a population of 431,500 (Welsh Government, 2018).  The Delivery Unit is geographically dispersed and comprised of a wide variety of services, including Community and Inpatient Services.  The merging of Health Authorities in recent years has resulted in a number of legacy information systems in operation and manual record keeping.  The newly formed Delivery Unit is presently forming an Information System strategy, with the intention to align systems and move away from manual recording.  

The project will oversee the development and implementation of Clinical Portal, which will support the wider modernization of Learning Disabilities Information systems across the service.  The first phase of the programme will be to oversee roll out of the Clinical Portal across Learning Disabilities community areas and become more paper light.
I will discuss the four project management processes listed above as all were ongoing throughout the project. As the project involved reviewing software development within the health board, I considered both Agile and waterfall methods. I decided the best option for this project would be to use the Agile Scrum Methodology as it provides an alternative approach to traditional project management, allowing more freedom. However, it’s important to highlight that Agile projects can often be difficult to predict, from budgets to timelines (360logica, 2018). 

The initiation phase of the project will consider the processes performed to define a new phase or project. This will enable us to set a clear vision of the project, including what will be needed for it to be successful. With this in mind, it will be important to consider all involved in the project and the projects aims (PMBOK, 2012).  Haughey (2014) states that three most important factors within project management can be seen as time, cost and scope. These factors can be represented by a triangle, commonly called ‘the triple constraint’ (Project Smart, 2018). The triangle represents the relationship between the three primary forces in the project (Figure 2). The normal situation is that one factor is fixed but it is quite common to have two of the factors fixed, such as time and cost.  This can result in the scope creeping.  Time planning can be seen as an essential aspect for good project management. For example, timescales can provide the deadlines for planning, delivery and costs of the project. 

Figure 2 ‘The Triple Constraint’ (Project Smart, 2018). 
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The Project Management Institute (2013) states that project scope management will incorporate processes that will ensure that the project covers all of the work required and only the relevant information to complete the project successfully. The project will document how the project scope will be defined, controlled and validated. This will ensure there are key benefits, providing guidance and direction on how scope will be managed throughout the roll out of clinical portal. It is important that environmental factors are considered throughout the scope, including personnel administration, organisations culture, marketplace conditions and infrastructure. The output from this can be used with regards to the project charter, which is also known as a Project Initiation Document (PID) and stakeholders register. Once the PID is approved, the project can then be seen as official. The PID will include various aspects of the project, resources, milestones, costs and objectives. Furthermore, it will determine what will be measured, what has been successful and how you will know when you have got there. PID will lay the foundation for a well-planned and controlled project, confirming the existence of a viable business case and reassesses the risks of facing the project. The most important aspect of PID, is that it gets all the decision makers signed up to the project. Consequently, advantages from using PID can be seen through the quality of standards, responsibilities and tools being used. 

All tasks need to be scheduled in the most efficient order to ensure tasks with inter-dependencies are completed when required and to enable several tasks to be performed in parallel.  Haughey (2014) states that Work Breakdown Structure (WBS) is a tool project managers use to break projects into manageable pieces.  It is the start of the planning process, and it is often called the ‘foundation’ of project planning. The advantage is that it helps cost build-up and has to be done to feed software tools. There are many project management tools available to assist with scheduling, one of the most common being the Gantt chart (Figure 3).  The Project Management Institute (2013) states A Gantt Chart is a bar chart which represents schedule information where activities are listed on the vertical axis, dates are shown on the horizontal axis and activity durations are shown as horizontal bars placed according to start and finish dates.
Figure 3 Gantt chart
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Gantt charts are used to plan the time scale and resources required for a project.  They provide graphical illustration of the tasks which need to be completed and provide clarity at meetings.  The help to plan, co-ordinate and track tasks and activities, which are best for small projects where these are not to complex. However, Naybour (2017) states that the disadvantages of a Gantt chart are that they are not perfect and all too often they become overly complex with too many dependences and activities.  This is a trap many new project managers fall into they start using planning tools. Neither are they good at showing the relative priorities of individual tasks and the resources expended on a task.   For example, they can clearly show the elapsed time of a task but do not easily communicate how many people may be needed to complete that task. As a result, if not backed up by other date, it can give misleading impressions to the stakeholders. 

A precedence diagram (PERT chart) is another powerful project management technique which is particularly useful for identifying complex inter-dependencies and showing relative priorities of activities and, hence, highlighting the tasks most critical to project success.

The Planning and Design phase of the project will involve selecting or confirming the team, the kick off meeting and confirming the scope. This phase will provide time to energise the team. It’s important that the kick off meeting consists of all of the people needed with the required skills. Moreover, it’s imperative that they realise they will be working as a team and what will be expected of them. During the meeting will consist of answering questions, outlining goals and plans to get there and writing a list of unanswered questions. 

Important topics in the planning phase include deciding what level of planning is needed.  This will include a communication plan which will outline all aspects of communication, from goals and objects to roles to tools and methods. Additionally, it will include a risk management plan which will identify any risk beforehand. 

A key output from the initiation step can be seen in the risk management plan, allowing the overall risks to be managed and understood. The association for project management have defined risk management as a process that allows individual risks and the overall risk to be managed and understood with the hope of optimising success and maximising opportunities, while minimising the threats (APM, 2018). 
Figure 3. A structured approach to risk management

Identify- Risks
Qualify -Rate and Rank according to likelihood and impact.
Evaluate -There is a simple way to do this by multiplying the two numbers (for likelihood and impact) which creates a risk factor.  A risk with a likelihood of 5 and an impact of 8, has a risk factor of 40.
Mitigate – focus on doing something positive to moderate the risk.
The advantages of using a risk management log is not only evaluating the risk but it can identify who should manage the risk.  Appendix A is a risk management log which we used to work out our risk score and identify who would own the risk.
It is important to know who the key stakeholders are and what makes them ‘tick’.  This would include knowing their demands, needs and expectations. Once you know who your stakeholders are, the more difficult task is working out a strategy to win their support.  Stakeholders can have a negative and positive impact on the project. 

The Project Management Institute (2013) states that overlooking negative stakeholder interests can result in an increased likelihood of failures, delays, or other negative consequences to the project. For example, building a new motorway in a rural area may have a positive effect for some businesses but have a negative effect for nearby homeowners who may lose their properties and be forced to move.  Ignoring negative stakeholders can result in failure of a project.  Taking time to talk through issues and validating concerns with the stakeholder is important; it is time consuming but critical to the formulation of a strategy for influence. Communication and managing people processes play an important part when dealing with Stakeholders in a project.  

Change management plan defines the process for managing change on the project (PMBOK, 2013).  The two most important processes in change are managing people and communication, as both can have a positive or negative effect on a projects outcome. Franklin (2015) states that really smart project managers don’t just talk about delivery, deadlines, budgets and Gantt charts.  They talk about winning hearts and minds and getting people engaged.  They know that the benefits cannot be realised unless those who are supposed to be using the project deliverables actually do so.

The aim of the change is to enable users, the people who have to adopt the project deliverables into how they work to come to the realisation that the project deliverables have the ability to make their work easier, quicker to perform or more interesting.  Once they have this idea, they may be more willing to help us design, develop and test the project.

To implement the roll out of Clinical Portal as an IT project within my workplace I would recommend using the stakeholder analysis tool to provide a detailed sense of who the key stakeholders should be involved in this project.  Selected senior stakeholders (Project Board members), who bring the commitment of resources and strategic approach, of what needs to be overseen to roll out Clinical Portal across services.   The senior stakeholders would be supported by a delivery team of internal stakeholders which would include senior nursing staff, IT product specialists, Information staff and admin staff from appropriate departments.  

Once the team was formed we used the influence strategy tactics portion of the tool to assess the issues and concerns of each stakeholder.  This will identify their level of support for the project, whether they are against, neutral or supportive.  It also gives us an opportunity to discuss these issues and ways to strengthen their commitment for future planning and engagement in the project. Appendix B shows a table outlining the stakeholder analysis engagement comments.  We used the Mendolow’s Matrix (1991) for stakeholder mapping.  It helped to analyse stakeholders and their needs.  It also considers their level of interest and how likely they are to use their power of influence on other members (Appendix C).

When the project team had been mobilised we arranged a workshop to define the scope, using an ‘In Frame/out of Frame’ exercise.  We used post-it notes for staff to write their ideas about what should be included in the scope.  The advantage of using this simple exercise in this group was that it got people communicating, which is one of the most important factors for project success and would recommend using this process for all projects, no matter how small or big.

The project manager used the brief from the workshop to define the PID (Project Initiation Document) to plan, organise and achieve the outputs required to deliver outcomes and benefits of implementing the system within the Learning Disability Service.  The advantage of using a PID, as outlined above would be that it would remind people of their responsibilities and the goals of the project.   This would keep the team focused on the job in hand and the planned outcome. The main disadvantage of the PID was the time it took.  

After using a Gantt chart to manage all the tasks in our project I would not recommend using it again for such a project as there were too many tasks to monitor and the chart became over complicated.  As a result of using the Gantt chart we did not allocate enough resources for IT training and this delayed the project.  I have used them previously in smaller projects and as mentioned above I found them useful for monitoring and reporting progress.

To conclude, the project has emphasised the necessity of managing people and communication, as both can have a positive and negative effect on the project. This has been considered throughout the assignment, for example through scope and the project initiation document. However, I have reviewed both PRINCE2 and Agile as part of this assignment, and I will consider using PRINCE2 for future projects within my workplace as it follows a structured approach.  
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Appendix B


	
Stakeholder Analysis for Roll out of Clinical Portal (PIMS+) to
 Community Learning Disability Teams


	Stakeholders
	Level of Support
	Consideration of Level of Support
	Influencing Strategy and Tactics

	(Max of 10 recommended)
	Against=A
Neutral= N
Supportive=S
	Positive or Supportive items
	Issues and concerns
	To need or maintain needed level of support

	
	Current
	Needed
	
	
	

	Mr Project
Locality Service Manager
	S

	S
	Requested staff use clinical portal
	Staff involvement
	Commitment during project to implement change and benefits

	Mr Project Two
Finance/Mobilisation Lead
	S
	S
	Mobilisation Lead and Financial Support
	Costs
	Keep informed of any costs which may arise and the benefits.

	Miss No Name
Service Manager
	S
	S
	Influence clinicians to use system
	Time constraints for clinicians entering data
	Use IPAD and mobile app as the driver

	Mr Jo Bloggs
Service Manager
	S
	S
	Influence clinicians to use system
	Time constraints for clinicians entering data
	Use IPAD and mobile app as the driver

	Mrs Nobody
IT Product Specialist
	S
	S
	Clinical Portal Product Specialist and involved in testing of new mobile app.
Can recommend to IT that the CLDs are the first to pilot the new app
	Previously rolled out clinical portal to CLD’s ten years ago and questions if the teams will use the system
	Commitment from Mental Health & Learning Disabilities DU to IM&T regarding usage of clinical portal following training and roll out.

	Mr T Project
Head of Nutrition & Dietetics, LD
	S
	S
	Influence new users as Dieticians are already using clinical portal and IPADs within LD
	Use of new mobile app and training
	To be involved in testing of new app during the first stage.

	Mrs M Data
Medical Secretary
	N
	S
	Will operate the system at a local level
	Worried about increased workload.
Worried about what training they will receive.
	Analysis of current work involved in collating data manually compared to electronic data.  Keep involved in the scoping of the system roll out.

	Mrs B Project
Admin Manager
	N
	S
	Manage admin staff who will operate the system at a local level
	Lack of interest in project
	Keep informed and aware of their involvement in the project, ensure good working relationship

	Mrs R Project
Senior Information Analyst
	S
	S
	
	
	

	Ceri South
Information Analyst
	S
	S
	Knowledge of current systems in place and what data is required
	Staff involvement and data quality
	



[bookmark: _GoBack]Appendix C
Mendelow’s matrix describes four types of stakeholder.  It should be noted that the classifications are context specific and dynamic, for example stakeholders in Group A may move into Group B if their interest in a particular project increases.  
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