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Project Management Methodologies
Choosing the right project management methodology shapes how your team plans and
delivers work. This free guide compares agile project management, waterfall and hybrid
approaches, and explains when to use each. Includes a free PDF download.

What is a project management methodology?
A project management methodology is a defined set of principles, roles, stages and practices that tells
a team how to run its projects. Where the lifecycle says which phases a project passes through, the
methodology decides how those phases are organised: all at once in sequence, in repeated short cycles,
or as a mix of the two.

Methodologies exist because different kinds of work behave differently. Building a warehouse has fixed
physical dependencies and a contract price agreed up front. Developing a new app involves discovery,
user feedback and frequent change. Applying the same rigid approach to both leads to either chaos or
bureaucracy, so teams adopt the method that suits the uncertainty of their work.

No method is universally best. The right choice depends on how clear the requirements are, how the
client pays, how often priorities change and how experienced the team is. It also helps to remember that a
methodology is a means, not an end: the goal is to deliver what the client needs, on terms both sides
agreed, with as little wasted effort as possible.

In practice, most teams adapt rather than adopt. They take the parts of a method that solve their real
problems, such as stage approvals, a ranked backlog or a weekly review, and skip ceremonies that add
no value at their size.

Agile project management
Agile project management delivers work in short, repeated cycles, usually one to four weeks long, and
adjusts the plan after each cycle based on feedback. It grew out of software development in the early
2000s and is built on a few core ideas: working results over lengthy documentation, close collaboration
with the customer, and responding to change rather than rigidly following an initial plan.

Each cycle, often called a sprint or iteration, starts with a short planning session in which the team picks
the highest-priority items from a ranked backlog. The team builds, tests and demonstrates those items,
then holds a retrospective to improve how it works. Because a usable piece is finished every cycle, the
customer sees value early and can redirect effort before money is wasted.

Progress in agile is measured by working output rather than by documents produced. Teams often track
how much they complete each cycle and use that pace to forecast future delivery. Agile is a philosophy
rather than a single rulebook, and two frameworks put it into practice most often.

Scrum – fixed-length sprints, three roles (product owner, Scrum master, development team) and set
events: sprint planning, daily stand-up, sprint review and retrospective.

Kanban – a continuous flow of work on a visual board, with limits on how many items can be in
progress at once; there are no fixed sprints.



Best for – software, digital products, marketing and research, where requirements are expected to
evolve.

Watch out for – harder to fix a total price and end date up front, and it depends on an engaged
customer.

Waterfall project management
Waterfall project management completes each phase fully before the next begins: requirements, design,
build, testing, handover. The name comes from the way work flows downwards from one stage to the
next, like water over steps. It is the traditional approach in construction, engineering, manufacturing and
fixed-price contracts.

Its strength is predictability. Scope, schedule and budget are set during planning and approved before
work starts, so clients know what they will get, when and at what price. Progress is measured against
clear milestones, which also makes it natural to bill in stages. Documentation is thorough, which helps
with compliance and handovers.

Its weakness is resistance to change. If requirements were misunderstood, the mistake may only surface
during testing, when fixing it is costly. Waterfall works best when the requirements are stable, well
understood and unlikely to shift during delivery.

Best for – construction, civil and mechanical engineering, manufacturing projects, installations and
regulated work.

Key tools – work breakdown structure, Gantt chart, critical path and milestone payment schedule.

Watch out for – late discovery of errors, and change requests that disrupt the whole schedule.

Hybrid project management
Hybrid project management combines the upfront planning of waterfall with the iterative delivery of
agile. Typically the overall project is set out in phases with milestones, a budget and a contract date, while
the team inside each phase works in short cycles, reviewing priorities regularly and adapting the detail.

This mix suits many small and mid-sized businesses. A client may insist on a fixed price and milestone
payments, yet the work itself, such as designing an interior, configuring a system or building a website,
benefits from frequent reviews. Hybrid gives the client the certainty of milestones while giving the team
room to adjust how they reach each one.

The risk is confusion if the rules are not clear. Agree in advance which parts are fixed (the milestones,
dates and payments) and which are flexible (the order and detail of the tasks within each milestone). Write
this down in the project plan so the client and team share the same expectations from day one.

Best for – fixed-price service work, interior and fit-out projects, IT implementations, product launches
and agency work.

Key tools – milestone plan for the client, task list or board for the team, and a short weekly review.

Watch out for – mixed signals about what can change; agree the fixed and flexible parts at the start.



Other methodologies: PRINCE2, Lean and Critical Path
Beyond the big three, several other approaches are widely used, either on their own or blended with agile
or waterfall. You do not need formal training to borrow from them: a stage approval from PRINCE2, a
waste review from Lean or a critical path check before committing to a deadline can improve almost any
project.

PRINCE2 – a process-based method originally developed for UK government projects. It divides a
project into management stages, requires a continuing business justification and defines clear roles
such as the project board. It is popular in public sector and large organisations.

Lean – borrowed from manufacturing, Lean focuses on delivering customer value while removing
waste such as waiting, rework and unnecessary steps. It encourages small batches and continuous
improvement, and shares many ideas with Kanban.

Critical Path Method (CPM) – a scheduling technique that maps every activity and its dependencies
to find the longest chain of work. Activities on that path have no slack, so managers watch them most
closely. CPM is often used within waterfall plans for construction and engineering.

How to choose the right methodology
Begin with the nature of the work and the commercial terms, then consider the team. The quick decision
guide below covers most situations. If two answers seem to apply, a hybrid approach is usually the
practical answer.

Whatever you pick, review the choice after the first two or three projects. Ask the team what helped and
what felt like overhead, and adjust. A methodology that fits your business is one people actually follow, not
one that looks impressive on paper.

Requirements are fixed and well understood – choose waterfall.

Requirements will change as you learn – choose agile (Scrum or Kanban).

Fixed price and milestone payments, but flexible delivery – choose hybrid.

Continuous stream of small requests – choose Kanban.

Strict governance and formal stage approvals – consider PRINCE2.

Many dependent activities on a tight deadline – use the Critical Path Method within your plan.

Goal is to cut waste and lead time – apply Lean principles.

Applying a methodology in Catalystk
Catalystk does not force a single method; it gives you building blocks. For waterfall and hybrid work, each
project holds milestones with a due date, a percentage and an amount, so phases map directly to
checkpoints and can be billed one by one through tax invoicing. The Gantt chart and timeline view show
the sequence, and the dashboard flags overdue milestones and days left. Projects move from Draft to
Submit to Planned or Active with reviewers and approvers, which suits stage-gate approaches.

For agile-style work, short items with owners, due dates and reminders sit in the free task management
software, letting the team work through priorities within each milestone. A linked cost estimate shows total
cost and margin, so whichever method you follow, you can see whether the project is still profitable, and
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project details can be exported to Excel and PDF for client reviews. The project module itself is free for
unlimited users; see the free project management software page for the full feature list.

Free download: methodologies guide (PDF)
Share this comparison with your team or client using the free PDF version. It includes summaries of agile,
waterfall and hybrid, the other methods covered here and the decision guide on a single printable sheet.

Once you have chosen an approach, put it into practice with our free project plan template and the step-
by-step project management process guide.

Frequently asked questions
What are the main project management methodologies?
The most widely used are waterfall, agile (including Scrum and Kanban) and hybrid. Other common
approaches are PRINCE2 for governance-heavy projects, Lean for removing waste, and the Critical Path
Method for scheduling dependent activities. Many teams combine elements of several.

Is agile better than waterfall?
Neither is better in every case. Agile suits work where requirements change and early feedback matters,
such as software. Waterfall suits work with fixed requirements, contracts and physical dependencies, such
as construction. Many businesses use a hybrid that takes the strengths of both.

What is the difference between agile and Scrum?
Agile is a set of values and principles for iterative, customer-focused delivery. Scrum is one specific
framework for applying agile, with fixed-length sprints, defined roles such as product owner and Scrum
master, and regular events including the daily stand-up and retrospective.

What is hybrid project management?
Hybrid project management plans the overall project in phases with milestones, dates and a budget, as in
waterfall, while the team delivers the work inside each phase in short, flexible cycles, as in agile. It suits
fixed-price contracts that still need regular client reviews.

Which project management methodology is best for small businesses?
Most small businesses do well with a simple hybrid: milestones with dates and payment amounts for the
client, plus a short task list the team reviews weekly. It keeps billing predictable without heavy
documentation, and it scales as the business takes on larger projects.

Can I download the methodologies guide as a PDF?
Yes. The full guide is available as a free PDF download from this page. It summarises agile, waterfall,
hybrid, PRINCE2, Lean and the Critical Path Method, and includes the decision guide so you can pick a
methodology with your team.

Read online: https://www.catalystk.com/project-management-methodologies
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