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[bookmark: _Toc75001209][bookmark: _Toc75011899]Executive summary
The report accesses the  project management tools and techniques for managing a project within an organisation, planning the project, and evaluating the ability of the team to manage the project. The project management tools include the Quad chart, a Work breakdown structure, Gantt chart, Network diagram, Risk analysis and Iron triangle.  The project life cycle provides the technique for managing the project with the cycle consisting of the Initiation phase, Planning phase, Execution phase, Monitoring and Evaluation phase. The report identifies the importance of the project life cycle in providing structure to the project. During the initiation phase the team was formed by using Belbin team role theory to identify what each member could bring to the team with the aims of the project finalised using a Quad chart. The Quad chart contained critical success factors and factors to measure the success of the project. The chart was a useful visual and descriptive chart to help the team  to prioritise tasks with a simple layout. The planning phase was the opportunity for the project to be described in detail, a stakeholder analysis was used benefitting the team by  grouping people according to their level of interest in the project. The Work breakdown structure, Gantt chart and Network diagram all provided an illustration of the relationship between the tasks required and the time available to the team. The monitoring phase happened in tandem with the execution phase and continuously reviewed the project. A risk analysis was used combining SWOT and PESTLE identifying that poor communication was a high risk to the project along with limited job vacancies due to COVID pandemic. The iron triangle recognised that more hours were needed for a successful project. The evaluation acknowledged the team provided good communication between each other and the candidates however the communication was not two way, the team achieved the desired end result of the project and the team and the one candidate who responded to our questionnaire felt confidence had grown through the project.
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[bookmark: _Toc75011900]1.0 Introduction
[bookmark: _Hlk75007710]The purpose of the report is to critically assess project management tools and techniques for managing a project within an organisation, planning the project, and evaluating the ability of the team to manage the project. A project can be defined as organised work towards a pre-defined goal(Field, Keller,2007 pg. 3),  a further definition is: a project is a specific, finite activity that produces an observable and measurable result under certain pre-set requirements( My management guide, 2021). Project management is the discipline of applying specific processes and principles to initiate, plan, execute and manage changes in an organisation. The  project team included Audra Arundel, Tracey Williams, Angela Dolphin & Kelly Brain with roles identified by using Belbin theory. The chosen project was to work with The Centre for African Entrepreneurship (CAE) helping four candidates to work towards employability, supporting and advising the candidates with job searches, CV writing skills and preparing for interviews. The CAE is a support service for BAME people in the Swansea community offering guidance for refugees and asylum seekers, entrepreneurship support and employment support.
The planning tools and techniques incorporated in the report will include the Project life cycle, Quad chart, Work breakdown structure, Gantt chart, and the Iron triangle.







[bookmark: _Toc75011901]2.0 Initiation phase 
Project life cycle

 [image: ]


A project life cycle is a framework to assist project managers in completing projects successfully, the life cycle defines: What work need to be achieved, who will be involved, what are the deliverables, and how to monitor each phase?(Brown,Invensis,2019). A simple definition of a project life cycle is Plan, Do, Review. The cycle is made up of five phases Initiation, Planning, Executing. Monitoring & Evaluation the closing phase. The benefits of having a project life cycle is that it provides structure defining activities for each phase, improves communication between team members, allows the progress to be monitored and reviewed, and identify any risks to the project( Parallel, 2020).  Disadvantages would be scheduling problems, loss of resources, interpersonal conflicts, and high costs for the organisation. The project life cycle can become complex and lack creativity. The initiation phase of the cycle encompasses all the steps that must be taken before a project is approved and planning begins (Smartsheet, 2021).
[bookmark: _Toc75011902]2.1 Team Initiation phase
The team was formed by using Belbin team role theory to identify what each member could bring to the team. Belbin suggests that by understanding  your role within a team improves how you contribute( Mindtools, 2021). Belbin identified that all are team workers and will work together to achieve the end goal. Angela and Kelly both identify as resource investigators assisting with providing new ideas of how the candidates can improve their employability and interview skills.  Tracey identified with the role of implementer providing the skills within the team to put these ideas into action, I identify as a complete finisher ensuring all aspects of the project would be completed thoroughly and on time. The team arranged an online meeting with the CAE coordinator, a list of questions were compiled prior to the meeting to discuss the project and what the deliverables were, and how we could assist the organisation.
[bookmark: _Toc75011903]2.2 Quad chart

[bookmark: _Hlk75008358][bookmark: _Hlk74405193]During the initiation phase the aims of the project were finalised using a Quad chart. A quad chart is a 1-page document  divided into four equal quadrants helping to structure the project into groups for scoping, stakeholder analysis, the desired outcomes and helps to measure the success of the project(Chegg, 2021). The four sections of the quad chart consist of the Purpose/ Project scope(what is the required result?), the Stakeholders/Customers (who will the project benefit or involve?), Desired end result (what makes the project a success?) these are critical success factors with the remaining section Measuring the success (what and how to measure?).
[bookmark: _Toc75011904]2.2.1 Team Quad chart 
[image: ]

 Purpose the aim/required result of the project was to assist 4 candidates in finding suitable employment, with the objectives of building the candidates confidence, assisting with upskills, interview techniques and CV .writing, and helping with job searches.
The Primary Stakeholders who were directly involved were, the team, the candidates, CAE, S. Khan (lecturer) with the Secondary Stakeholders being future employers and the wider Swansea community.
Desired result was for all candidates to have a professional CV, identify individual employment needs and candidates to be confident in interviews  
Measures of success include if the candidates received professional CV’s, felt confident in interview situations, if job roles had been identified. This would be measured by feedback off the candidates and the CAE. 
The chart was a useful visual and descriptive chart to help the team  to prioritise tasks with a simple layout. A  quad chart with a poor layout  and too much information can make it difficult for stakeholders to understand.  

[bookmark: _Toc75011905]3.0 Planning phase
[bookmark: _Hlk74325316][bookmark: _Hlk74325704]The planning phase is the second phase of the project life cycle, planning is the process of identifying the methods, resources, and activities necessary to accomplish the project’s objectives(apm knowledge, 2015, pg37). The planning phase also known as the definition phase is the opportunity for the project to be reviewed describing the detail and the desired result of the project. A schedule is required at this stage of what project deliverables are required and in what order, to make the project outcome a success and identifying the role each team member will take on. During the planning phase it is important that risks, opportunities, and issues  are identified(apm knowledge, 2015, pg38).The benefits of a well-planned project are they are more likely to be successful, provides control of activities and time restraints and helps risk management. Planning is about communicating the sequence method and time required to complete project deliverables(apm knowledge, 2015, pg40).
[bookmark: _Toc75011906]3.1 Stakeholder analysis
[bookmark: _Hlk75009088]The role of the project manager includes identifying the Stakeholders within the project and keeping them informed of the plan giving regular briefings of how the deliverables and sub-deliverables are going to be achieved and what tasks have been completed. Briefings must be customised to the individual stakeholder with information relevant to them. A definition of a stakeholder is  Individuals and organisations who are actively involved in a project, or whose interests may be negatively affected (Smith, Project Management Institute, 2000).A  stakeholder analysis tool enables a project manager to be able to identify the interests of the stakeholders. The analysis is a process of grouping people according to their levels of participation, interest, and influence in the project and determining how to communicate with each stakeholder(Product plan, 2021).The growing popularity of a stakeholder analysis  recognises how the features of stakeholders influence decision making(Brugha, Varvasovsaky, Oxford academic, 2000). 
The power grid is a tool used for categorising stakeholders during a project, High power/high interest. High power/low interest. Low power/ high interest. Low power/low interest.








[bookmark: _Toc75011907]3.1.1 Team Stakeholder analysis
	
	
	
	                                    

	PRIORITY
	STAKEHOLDERS
	STAKEHOLDER PERSPECTIVE
	ACTION

	HIGH
	TEAM
	Provide research into CVs, interview skills and recruitment processes.
	Weekly meetings, regular monitoring, feedback sessions, review project plans and search for suitable employment vacancies.

	LOW
	SHEHLA
	Monitor and feedback.
	Communicate project update.

	MEDIUM
	CAE
	Assisting the members in finding employment.
	Liaise regularly. obtain candidate’s information and current CVs. 

	HIGH
	CANDIDATES
	Provide assistance with CVs and assist with job vacancies. 
	Weekly feedback, updates, engaging in surveys to draw out failure or success of the end project.

	LOW
	COMMUNITY
	Provide equal opportunities to the Swansea community. 
	By helping people back into the workforce. 




The stakeholder analysis allowed the team to ensure that no one who had roles in the project were missed. The stakeholders corresponded with those identified in the quad chart and were divided into internal and external and categorised into Drivers- those who define the result,  the team, and the candidates Supporters- those who help with the project, the CAE Observers- those who have no say in the project but are interested in the result, Shehla Khan and the community. The team identified using the analysis that the team and the candidates were of high priority and required regular detailed feedback and updates with weekly meetings and project reviews. The team recognized that CAE was a medium priority and required regular feedback of relevant information, Shehla Khan identified as low priority and required project updates on an infrequent basis. 





[bookmark: _Toc75011908]4.0 Execution phase
The execution  phase is where project-related processes are implemented, tasks are assigned and resources allocated(Brown, Invensis learning, 2019).During this  phase the team develops the product or service to the team. By using the project management tools the project is outlined with procedures in place to deliver the project. The project manager is responsible for this phase of the life cycle and is required to make sure the plans are adhered to and completed at the right time in the right order, communicating and managing the team and deadlines. To complete the execution or third phase of the project cycle, a useful management tool is a  Work breakdown structure(WBS).
[bookmark: _Toc75011909]4.1  Work breakdown structure
[bookmark: _Hlk74405916][bookmark: _Hlk73101900]A definition of a WBS is a visual, hierarchical, and deliverable-oriented deconstruction of a project(project manager 2021). The diagram can be helpful  for project managers as it allows the project to be seen from the final goal, helping  the project manager to work backwards identifying the activities needed to achieve the deliverable goal. WBS is also known as ‘unbundling’ giving people responsibility for manageable chunks of the project (Maylor,2003pg 88). The role of the WBS is to create a hierarchical series of activities, independent units that are part of the whole (Maylor,2003,pg 90). The WBS helps to define the project, manage the project, assign responsibilities, and check all aspects are completed (Wisestep, 2016). A benefit of a WBS is that it identifies threats to the project and helps to minimises them (Wisestep, 2016). 
[bookmark: _Toc75011910][image: ]4.1.1 Team Work breakdown structure

The WBS began with the project deliverable matching with the objectives in the Quad chart.  This was broken into 3 sub-deliverables that needed to be achieved, from these activities were assigned to the team. Only 3 candidates came forward from CAE for the team to prepare the best possible CV with the information available to us. Communication was not easy with incorrect email addresses and no response from emails sent. Emails were sent with 2 examples of professional CV’s which had been obtained from a human resource business along with websites that provided information on CV writing. An online search for suitable vacancies for the candidates based on the information that CAE had given  was completed and forwarded to the candidates, with information on websites to register with for vacancy updates. Interview techniques were emailed  with websites including information how they could improve their interview skills, completing the desired result section of the quad chart by the completion date of 7th June. The questionnaire was completed by only 1 candidate  who found the information provided beneficial; this made the ability to measure success section of the quad chart difficult. The team found the WBS easy to understand  providing transparency of the project. Disadvantages to a WBS are that it does not promote team working as it is completed by the project manager  and the checklist approach is not always favoured.
[bookmark: _Toc75011911]4.2 Gantt chart
A Gantt chart provides a graphical representation of the project plan and can be used in conjunction with other tools  the chart consists of dates and durations on the left-hand side and time intervals on the right-hand side (apmknowledge, 2015, pg.167). The purpose of the Gantt chart was to illustrate the relationship between the activities and time (Maylor,2003,pg 105).The benefits of the Gantt chart are that it is simple to understand, assisting with  remaining on schedule, limitations are that it does not show dependencies and cannot adapt to change. 
[bookmark: _Toc75011912]4.2.1 Team Gantt chart

	[bookmark: _Hlk74922431]PROJECT MANAGEMENT -EMPLOYABILITY
	  3rd
 May 
	10th May
	17th
May
	24th May
	31st
May
	7TH 
June

	Arrange meeting with coordinator
	
	
	
	
	
	

	Gather CV from candidates
	
	
	
	
	
	

	Prepare tailored CV’S  for candidates
	
	
	
	
	
	

	Email candidates examples of CV’S
	
	
	
	
	
	

	Recommend websites to assist in CV writing
	
	
	
	
	
	

	Job searches for suitable positions
	
	
	
	
	
	

	Email candidates techniques & websites to assist with interview skills 
	
	
	
	
	
	

	Request feedback off candidates 
	
	
	
	
	
	

	Evaluate success/failure of project
	
	
	
	
	
	



From the WBS the team were able to draw out the information for the Gantt chart which gave  a weekly schedule to work from and a checklist to ensure all aspects were delivered. The benefits of the Gantt chart  to the team were that it was simple to understand, helped with time guidelines and also useful as a tool to work backwards from the required deliverable to identify the sub deliverable schedule.
[bookmark: _Toc75011913]4.3 Network diagram
[bookmark: _Hlk74939992][bookmark: _Hlk75009967]The team also created a network diagram, which is a flowchart showing a sequential plan of the project.  A network diagram is a visual representation of the workflow  of a project(Landau, Project manager,2020), delivering a clear and concise critical path and scope for the project, the critical path identified that the CV’s and interview techniques were required  to be completed without delay in order for the objectives to be met, with the scope identifying the tasks and deliverables required within the time frame. A disadvantage of a Network diagram is it can become complex and difficult to understand. The benefit of the network diagram was the ability to identify the critical path with a schedule for identifying the tasks that needed to be achieved to deliver the project by  7th June. The Gantt chart and Network diagram were similar tools to the WBS illustrating the relationship between the tasks required and the time available to the team.
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5.0 Monitoring 
The monitoring phase happens in tandem with the execution phase where the project is reviewed as it proceeds, evaluating and implementing changes(Workfront,2021). The project manager has to keep on schedule, within time and cost restraints and manage any risks to the project. Monitoring is a continuous process supporting management and managing risks. Project monitoring compares  the team performance against the goals that have been set, if the project is not meeting the goals, to gain control of the situation solutions to these risks are required.
[bookmark: _Toc75011914]5.1 Risk analysis
Risk analysis involves how project objectives might change due to the impact of risk. Identifying possible risks, assessing the possible impact, and planning for minimising the affect(Lavanya, Malarvizhi, PMI,2008). Risks are categorised into internal risks something that is within the teams control and external which are beyond the teams control but may result in project failure. Risks are categorised either by low/medium/high or numerically ranked. Risks to the desired goal  were identified which included communication issues, job availabilities and time restrictions.
[bookmark: _Toc75011915]5.1.1 Team risk analysis
 [image: ]



The risks analysis recognised the same factors as the SWOT analysis which included the threat of poor communication between the team and the candidates and the time restraints of the project, the lack of understanding of the management tools was recognized as a weakness to project success. The PESTLE analysis tool recognised that technology issues could affect the project and communication, economic factors were that due to pandemic job availabilities are limited.

[bookmark: _Toc75011916]5.2 Iron triangle
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The Iron triangle (Banes,1980’s)is a visual model of constraints of project management, 3 key objectives to the performance of the project can be found with the use of the iron triangle: time, cost, and quality. The iron triangle allows reasonable trade-offs within these objectives, moving one objective will impact on the other (Stakeholdermap,2021). Assessing the risks to the project, the team used the Iron triangle to decide upon what course of action to take, for example, the team project had a fixed date of completion so  there was an increase in cost of hours from the team to ensure the project was delivered on time. The quality of the project and the time were non-negotiable, so costs were the aspect we needed to increase.

[bookmark: _Toc75011917]6.0 Evaluation
The evaluation or wrap up phase identifies if what was intended was done, what went wrong and why, and what went right. The phase is an integral phase of the cycle  to be able to reflect and review and give praise for a job well done. Evaluation is a systematic assessment of the value of the project. This can be done subjectively to provide a simple, quick review or objectively for a more detailed analysis. The evaluation process will have hard outcomes that are measurable or visible and soft outcomes which are peoples experiences and changes in attitude. Hard outcomes to the project were that a candidate replied to the team feedback questionnaire with 100% positive feedback. A soft outcome and illuminative measure to the project was the result that the candidate felt empowered by the information provided. A participative measure would be the confidence gained by both the team and the candidate.  By discussing and reviewing  our contribution to the project all team members agreed the team communicated well with each other throughout the project however communication was poor from the candidates and  the CAE , with little responses to any emails sent. The team followed the WBS plan and Gantt chart completing the project on schedule, meeting the desired result of the quad chart. The risks to the project success were the communication issues and the understanding of the management tools which need to improve in further projects.









[bookmark: _Toc75011918]
7.0 Conclusion
The initiation phase of the project was aided by Belbin which identified the individual roles within the team, these roles were identified correctly when evaluating the team and concluding the project. The team used the Quad chart to understand what  the project objective was, who the stakeholders were and identified the desired end result in order for the project to be successful. The fourth section of the quad was how  to measure  the project  success this was achieved by requesting all candidates completed a questionnaire regarding our assistance. During the planning phase a stakeholder analysis tool was completed with the use of the power grid to assist the team in  categorising the stakeholders interest in the project. The team and the candidates were of high priority, CAE was a medium priority and Shehla Khan(lecturer) as low priority, the team kept all stakeholders informed as required by their priority. The WBS assisted the execution phase  by providing manageable tasks to be  able to complete all required deliverables with further guidance from the Gantt chart as to time guidelines. These tools the team found simple, clear, and effective.  Assessing the risks to the project, Risk analysis, SWOT and PESTLE tools all identified the same risks of communication and time restraints. The Iron triangle recognised, the quality of the project and the time were non-negotiable, so costs and the hours needed to be increased. Whilst monitoring and evaluating the project the team all  members agreed that the team had gained confidence  and by better understanding the planning tools any further projects would be more efficient. The team provided support for each other in decision making when some team members were uncertain. Communication was the projects largest risk with future projects requiring face to face interaction with candidates to reduce the risk of project failure. My  role of choice for future projects would be as an implementer rather than a complete finisher assisting the project manager. Evaluating the Quad chart the team achieved the desired result. The team feel that the project was of value as 1 candidate felt our assistance was beneficial and felt empowered. 
[bookmark: _Toc75011919]7.1 Recommendations
1)The project would benefit from further understanding and research into all the planning tools before commencing  the project to be able to identify which tools are most beneficial to the team and the project.
2)Improved communication between all stakeholders, email correspondence was not satisfactory on its own and would have benefitted from face to face 1-1’s if possible or Team meetings during COVID restrictions. A system needed to be in place to acknowledge receipt of all correspondence to insure everyone had received the information and  they understood what had been sent.
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