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MANAGING PROJECT IN AN ORGANISATION

[bookmark: _Toc8114289]Introduction
[bookmark: _GoBack]Whether starting or continuing, organisations will always be faced with the need to come up and implement activities aimed at certain objectives or problems such as reducing costs, improving processes and marketing among others and these are commonly termed as projects. A project is a unique process which consist of a set of activities that are well coordinated and controlled with starting and finishing dates aimed at achieving an objective that will conform to a particular requirement. To achieve this, organisations need project management, an art of organizing and leading people to complete the project (Parker and Craig, 2008).  On the other hand, Maley (2012) defines project management as the discipline of planning, organisation and management of resources to bring about the completion of specific goals and objectives successfully. This report is going to look at the importance of the tools and techniques used in project management, planning and implementation of project will also be discussed and done followed by self-evaluation and creation of a self-development plan.
[bookmark: _Toc8114290]Usefulness of Project Management Tools and Techniques
PRINCE2
Projects IN controlled Environment is a process-based method used for managing a projecting. It consists of steps that follow to sequentially leading to completion of the project objective. The steps include start-up of the project, initiation of the project, directing the project, controlling, managing product delivery, managing stage boundary and closing the project (Malsam, 2018).
Start-up of the project entails determining whether the project will be viable. During project initiation, management of strategies such as communication and risk management strategies as well as controls are done. Directing the project involves enabling the board become account for the project through decision making. In control stage, the project manager assigns tasks to different individuals or organisations followed by monitoring and giving progress reports on the progress of the project to the board. 
The process then manages the delivery of the product through controlling the work done between the project manager and the team. During management of the stage boundary, two important stages are carried out. First, the project manager works to provide the board with an overview of progress of the project and then creates the plan for the next stage. Secondly, the board uses the information given by the project manager to review the current stage then approves the next stage. The last stage is the closing of the project where the project is handed over to the product after evaluation and recommendation of its closure (Malsam, 2018).
PRINCE2 steps can be applied in any project in Riverbank Park Plaza Hotel. For instance, during continuous process improvement aimed at introducing lean method in the processes at the hotel, the steps in the PRINCE2 can be applied. These include start-up of the project, initiation of the project, directing the project, controlling, managing product delivery, managing stage boundary and closing the project. During start up the team will determine whether introduction of lean method will be viable, that is, beneficial and feasible or implementable. Once this is, the project will be taken into the next stage which is initiation during which strategies for carrying out the project will be set. These may include communication, risk construction and management of quality. The next step will be directing where authorization of the project by the board and executing the project will be done. This will be followed by control where the review of the progress of the project like if the staff are practicing it and to what extend and the challenges being met will be done. During managing product delivery, the project will be assessed for completeness by observing and evaluating how lean method has been effected in the hotel before accepting it as part of the systems. 
Agile Methodology
In agile project management, a project is broken down into small pieces that are then completed in work sessions that will run through all the phases starting from design phase to testing and Quality assurance, that is, sprints. Sprints are tasks that are short running over days or weeks through which a goal will be achieved. Agile methodology emphasizes on continuous evaluation of time and cost by the teams involved in the project as they work and in most cases it does not require presence of the project manager (Pratt and Torode, 2011). 
Agile project management aims at being clear and measurable through use of six main deliverables. These are product vision which according to Muslihat (2018) include; a summary of the project goals, product roadmap that gives overview of the requirements needed to achieve product vision. There is also product backlog which is a list of tasks to be done in order to complete the project, a release plan or a schedule of working product, sprint backlog consisting of goals and tasks of the current sprint and the increment which is the working product that will be presented to the stakeholders when the sprint is over.
At Riverbank Park Plaza Hotel, agile method can be applied during improvement of customer services through creation of new menus and also services. For instance, during development of new menu at the Riverbank Park Plaza Hotel, the whole process will be broken into smaller sprints which shall be carried out individually at specific times. These will be carrying out market research to know customer views and preferences, developing the recipes if necessary, analyzing sources of raw materials, creating the menu, testing process and launching the menu. 
Program Evaluation Review Technique (PERT)
PERT is a planning and controlling technique used for estimation of project duration in cases of high uncertainty concerning estimation of duration of individual activity (Maley, 2012).  For each activity PERT includes three time estimates which include optimistic time, most likely time and pessimistic time (Maley, 2012). These are then used to estimate the expected time as follows:
Expected time = (optimistic + 4 most likely + pessimistic)/6 
For instance, at Riverbank Park Plaza Hotel, on determining the duration it will take for lean method to be implemented at the hotel, PERT can be applied. Considering the activities; sourcing the trainer, theoretical and practical training of the trainers, theoretical and practical training of the staff and implementation of the lean method. Given theoretical training and sourcing the trainer are optimistic while practical trainings are most likely and implementation pessimistic, PERT can be used to calculate the estimated time for the project to be effected in the hotel.
Critical Path Method (CPM)
This is a sequence of schedule activities where each of the activities determines the duration it will take for the project to complete where each must be performed for the success of the project. That is, the technique is used in predicting the total project duration through critical path that can be used to determine the earliest time in which the project can be completed. A critical path is the longest path observed through the network diagram with the least amount of float. Consider the diagram below for the critical path for a project.
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From the above diagram, the critical path is path 4 which is the longest. The critical path method is used for decision making where it takes the start time, duration and the finish time to identify which activities that should be given most attention (Cohen, 2018)
Critical path can be used in the shortening of the project schedule using three main methods. These are adding more resources or changing the scope of the task, crashing through compression of the schedule for least incremental cost and fast tracking activities through parallel execution or overlapping them. 
This can be applied in a situation where during introduction of continuous process improvement for lean method in Riverbank Park Plaza Hotel, activities will include, theoretical and practical training of trainers, theoretical and practical training of staff, implementation of the method. Each of these activities has a duration which sum up to give a total project duration. Using critical path, the duration of these activities can be shortened to give a shortened project schedule through elimination of training for trainers step such that all the people get trained at the time. 
[bookmark: _Toc8114291]Assessment of Project Management Approaches for Riverbank Park Plaza 
	
	
	Ease of Understanding
	Fit with requirements
	Fit with hotel culture.
	Accessibility

	1
	PRINCE2
	√
	√
	
	

	2
	Agile Methodology
	√
	
	
	

	3
	PERT
	√
	√
	
	√

	4
	Critical Path Method
	√
	√
	√
	√

	5
	Precedence Diagramming Method (PDM)
	√
	√
	
	√

	6
	Delphi Technique
	√
	√
	
	

	7
	SWOT Analysis
	√
	√
	√
	√

	8
	Monte Carlo Analysis
	√
	√
	
	



PRINCE2 was easily understood since the hotel project management team could easily comprehend it. In addition, the technique was well fit for the project given that the whole process of implementation for the project followed the PRINCE2 technique. PERT technique was also easily understood, fit for the process and easily accessible in the hotel. The other techniques in that proved understandable in the hotel were precedence diagramming method, Delphi, SWOT and Monte Carlo. These techniques could be easily applied to their ease of understanding. 
However, in terms of accessibility and fit with hotel culture, not so many techniques were found fit. This is because, the team at the hotel were not conversant with the system apart from a few who had received basic knowledge. The only tool that was familiar here was the SWOT analysis which most people had encountered in their various working stations. 
[bookmark: _Toc8114292]Project Plan for Riverbank Park Plaza
Project objectives:
To reduce wastages of time and resources
To improve the quality of services 
Introduction
Riverbank Park Plaza is faced with the problem of wastages in terms of time, utilities and other resources. This has seen the hotel experience increased costs of input and delays which are affecting its profitability and quality of services. This problem can be solved through introduction of the continuous process improvement methods which will include lean methods, waste management, shop floor management, visualization, 5S principle and Kanban where any form of wastages. This project utilized the PRINCE2 technique in its initiation and implementation. PRINCE2 was utilized in this project since it could help from its early stages of initiation to implementation. The technique helps in guiding the project through answering questions such as what is being done, when will it be started, what is needed to execute it, the helps required, how long it will take and how much its cost is (Maslam, 2018).
Start-up
Project Trigger
The decision to come up with this project was stimulated by the fact that the hotel has been experiencing wastages in terms of time where the staff were not swift in executing their duties. This saw the hotel service rating go down due to poor services. As Gopal (2009) argues, customer is the most important person in the business, hence, this project is aimed at improving customer service and satisfaction through improving quality of services in the hotel by avoiding all forms of delays. In addition, there have been cases of increasing input costs such as electricity and water bills and wastage of food and supplies through spoilage. These has seen the hotel experience low profit margins than expected. Upon presentation of the problem the general manager, I was given the mandate of project management. I worked in close collaboration to the Human Resource office and the procurement and finance department as the sponsors of the project.
Project scope
The board
The project board was established which consisted of the Human Resource, the Procurement and Finance managers, the project manager and the managers from all the departments of the front of the house. The HR was to take charge of the training of the staff at a later stage, the Procurement was to identify the external training organisation that could offer the services to the trainers as the finance settled on the contract payment and budgeting of the project. The managers from the front of the house were to give in their input since these were their areas of jurisdiction were the most affected and in addition, staff from the areas were the ones constantly with customers.
The budget of the project
The project team together with the finance department came up with the budget below that could facilitate the whole process. The cost was only incurred during the training stage for settling the SGS and sourcing of the training supplies. 
	Item 
	Cost 

	Procurement of trainer
	£1000

	Material for training 
	£350



The team
The project execution team was made of the project manager, and supervisors from all the departments from the front of the house which included, food and beverage, catering, reception, accommodation, housekeeping and reversion. 
Benefits of the project
The project aimed at reducing wastage of resources at the hotel and improve the quality of the services of the at the hotel to improve customer satisfaction. As a result, the staff were to be undertake through several continuous process improvements methods. It was anticipated that upon execution of this project, the hotel staff would be conversant with everything they needed to do to better the quality of the services and minimize wastage as much as possible. These would see customer satisfaction score improve as well as profit margins. 
Risks
The team also identified risks that could be associated with the process. There was possibility of the culture of the hotel not coinciding with some of methods that were anticipated. These could see resistance of the staff towards such methods thus hindering the possibility to achieve the objective of the project. Another risk involved losing our trained personnel who could help in the achievement of the objective of the project. However, the team proposed the use of Delphi technique and SWOT analysis to identify any risks associated with the project.
Project monitoring
The project time was estimated using the PERT technique from which the Gantt chart for scheduling was created. The activities for the project were identified and classified as optimistic, pessimistic and likely events and estimated time calculated. The Gantt chart was then used to come up with a schedule for the project.
Communication strategy
In order to effectively execute the project, there needed to be a robust system of communication that would ensure that the project happens as according to the plan. Consequently, the team identified a communication strategy which involved use of Kanban Board to monitor the progress of the project.
Directing the project
Project Authorization
The project went ahead authorized the project after scrutinizing and reviewing of the activities, requirements and timeframe of the project.
Project and its stages
Sourcing of the trainer
Upon identification of the organisations that could help in training of the representatives on the improvements the team in conjunction with the procurement manager settled on SGS United Kingdom Ltd as the training organisation. SGS was presented with the training schedule and proposed a few changes in the schedule though they did not affect the total duration of the project.
Training of the trainers
The trainers included the supervisors of all the departments in the front of the house. These were the people who would be on the ground to ensure that the processes were implemented. The approach was chosen because training of the whole team of staff members of the hotel proved expensive and in addition, the hotel was to keep running during the training period which means junior staff were to attend to customers. The training for the trainers was both theoretical and practical with simulations being used to ensure understanding of the processes fully. SGS trained the trainers in a period of one month according to the schedule.
Training of the staff
This was done both theoretically and practically. Each department had supervisors who carried out training after receiving training from the SGS organisation. Under supervision of the HR department, all supervisors executed training of all staff under them and supervised to ensure that the processes following due course and these trainings were done at a period of four months. 
Implementation of the processes
Upon training all the staff members in the front of the house the processes were implemented in the systems of the hotel. This was done in a period of 6 months under management of the project team. 
Control stages
Assignment of tasks
	Task 
	Respondent
	Time Frame

	Sourcing of trainer
	Procurement department
	1 month

	Training of trainers (supervisors)
	SGS and HR
	1 month

	Training of staff
	Supervisors and HR
	4 months

	Trial period
	Project team and all employees
	6 months

	Implementation 
	All employees
	1 year-time



Monitoring work
The project team used PERT to estimate the duration for the project
	Task 
	Classification 
	Duration 

	Sourcing of trainer
	Optimistic 
	1

	Training of trainers (supervisors)
	
Optimistic 
	1

	Training of staff
	Pessimistic 
	4

	Trial period
	Most likely
	6



Applying the PERT formula, 
Expected time = (optimistic + 4 most likely + pessimistic)/6 
Expected time = (2 months + 4*6 months + 4months)/6 = 5 months.
On average this project could take each activity a period of 5 months hence the project team estimated that on the higher end, the timescale for the project was to take two and half years. 
Reports to the Board on Progress
At the complete of each task, it was being presented to the Board for acceptance or approval before moving to the next stage. This worked so to ensure that once any non-conformances were remedied before moving to the next step. This was part of the project breakdown structure that ensured reduced risk such as ineffectiveness of the project. Once the project was found to have faulty, the board members made relevant recommendations and send it back to the project team for review. Once review was done, the team returned the report back to the board for approval. After successful acceptance, the board would authorize the next step which followed the same course. Reporting on the status of the project was done using the Kanban boards and Gantt Charts
Information on Kanban Board presented to the Board as on 18 June 2018
	Date: 
	Pending 
	In progress
	Complete 

	Main activities 
	· Training of staff
· Trial process 
· Implementation of the process
	· Training of trainers
	· Sourcing of trainer

	Sub-tasks
	· 6S principle
· Set up workshop

	· Visualization 
	· Teamwork management
· Lean method
· 6 sigma 
· Shop floor management
· Waste management


 
Gantt chart for the project as presented on the board on 22 May 2018.
	Task 
	start date
	end date
	Duration 

	Sourcing of trainer
	14-Apr-18
	15-May-18
	31

	Training of trainers
	22-May-18
	3-Jul-18
	42

	Training of staff
	5-Jul-18
	2-Nov-18
	120

	Trial period
	5-Nov-18
	4-May-19
	180




Each task could also be presented individually to the Board for acceptance and approval for the next activity.
The Gantt Chart on the status of training of trainers reported as on 20 June 2018 was as follows
	Activity 
	Start date
	End date
	Duration (days)

	Waste management
	22-May-18
	29-May-18
	7

	Shop Floor Management
	30-May-18
	4-Jun-18
	5

	6 Sigma
	5-Jun-18
	8-Jun-18
	3

	Lean method
	9-Jun-18
	12-Jun-18
	3

	Teamwork
	13-Jun-18
	15-Jun-18
	2

	Visualization
	18-Jun-18
	20-Jun-18
	2

	6 S Principle 
	21-Jun-18
	26-Jun-18
	5

	Set up Workshop
	27-Jun-18
	29-Jun-18
	2

	Overview 
	2-Jul-18
	3-Jul-18
	1



Gantt Chart on TOT

The Gantt chart shows the tasks that have been completed that in progress (visualization) and those pending. All tasks have the start and end date. 
Product Pelivery
Upon successful completion of each task in the project, it was presented to the board for review and approval of the next stage. This was done until all the stages from sourcing of the trainer to trial and implementation of the process. 
Stage boundary
At the end of each task it was presented to the board for acceptance and approval before proceeding to the next task.  This ensured that any form of non-conformance was dealt with and corrected early enough before proceed proceeding to the next phase. 
Close of the project
Throughout the period of the project of almost two years, the project was monitored closely by the team involved. Any discrepancies were addressed at each stage to ensure that at the end of the project, all the intended processes were fully incorporated and accepted in the system and culture of the hotel. At the end of the project, it was handed over to the management of each department with the following recommendations being made.
Recommendations 
Continued monitoring of the processes was to be done based on the results of service quality valuation and profitability. The hotel to establish a team to research on new systems of improvements that could be incorporated into the system to ensure that it kept up to date with current operations. 
[bookmark: _Toc8114293]Evaluation of My Ability to Manage a Project 
After the project roll out, I carried out a survey on my ability to manage a project based on the role as a project manager I had played. 50 colleagues were offered with questionnaires from which the data was obtained. Base on the responses the data was analysed and presented as shown below.
How do you rate the leadership skills of the project manager?
	Excellent 
	Average 
	Poor 

	21
	15
	34



How do rate the communication of the abilities of the project manager.
	Excellent 
	Average 
	Poor 

	35
	10
	5



How do you rate the planning abilities of the project manager? 
	Excellent 
	Average 
	Poor 

	29
	20
	1



Do you believe the project manager can run future projects?
	Yes 
	No 
	Not sure

	35
	13
	2



How do you rate the creativity of the project manager?
	High 
	Medium 
	Low 

	15
	17
	28



How do you rate the project manager as a team player?
	High  
	Medium 
	Low 

	17
	23
	10



Based on this information I was able to carry out SWOT analysis. This was aimed at identifying my strengths and weaknesses so that I could be able to identify any opportunities as a project manager associated with my strengths and the threats I faced to do the weaknesses I possessed. 
	Strengths 
	Weaknesses 

	Ability to communicate properly to communicate properly to my team members through all channels
I am organised due to my planning skills
People have confidence in my leadership abilities

	Not very good at teamwork
Average creative thinker
Lack of professional leadership training may deny me such an opportunity in future

	Opportunity 
	Threats 

	I can enroll for project management training
Train in team building 
Learn Microsoft project  




	Lack of professional training in project management 



[bookmark: _Toc8114294]A Self-development plan to improve my performance in managing projects. 
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	PERSONAL OR PROFESIONAL OBJECTIVE

	CURRENT
PROFICIENCY

	TARGET
PROFICIENCY

	DEVELOPMENT
OPPORTUNITIES

	CRITERIA FOR
JUDGING SUCCESS

	TIME SCALE
	EVIDENCE


	1
	To have PRINCE2 Agile proficiency
	PRINCE2 foundation  
	 Train in Association for project management
	Attend online course in PRINCE2 Agile
	Exam 
	6 months
	Certification 

	2
	To train in team building 
	Leading people
	To build a team 
	Attend team building short course 
	Exams
	6 months
	Certificate 

	3
	To get proficiency in Microsoft project  
	 Microsoft word, access, excel and presentation
	Microsoft Project
	Attend classes in Microsoft Project
	Certificate 
	6 months 
	Certificate 







[bookmark: _Toc8114295]Conclusion
When companies are faced with problems or want to improve on their processes, they should use project management tools. These tools ensure that they will be able to plan and run the project smoothly for success. There are a number of tools that are used during the project and therefore, the project management teams should ensure they employ the right technique at the right task. Project management techniques are evolving day in day out. As a result, companies should ensure that they stay up to date with such tools since the new ones have been improved and offer better and fast solutions that will see faster completion of the projects. In addition, people given the responsibility of managing the projects should have relevant proper training in project management so that they do not face much hurdles when executing and directing the projects. Therefore, the need special skills such as leadership skills communication and computer proficiency to help them execute the project, monitor and report easily.
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