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Introduction
The purpose of this report is to analyse a project management that was undertaken using 
tools and techniques. According to Ireland et al (2012), Project management is the 
application of methods, strategies, skills, knowledge and experiences, to acquire specific 
project objectives in keeping with the assignment agreed parameters. Project management 
has final deliverables which might be confined to a limited timescale and budget. 

The project was provided by a project manager from an organisation called EYST. The 
organisation is known as the Ethnic Youth Support Team that was set up in 2005 by Ethnic 
Minorities, to provide support service to Black Minority Ethnic (BME) young people all 
over Wales (Ethnic Minorities & Youth Support Team Wales, 2019). 

The project was about gathering views of the BAME Graduates from ethnic minorities who 
encountered difficulties in getting a job after their degree. This task was to be achieved by 
distributing surveys and interviews with Graduates through the survey links created and 
interview them with the method that was chosen, which gave the Graduates opportunity to 
put their stories forward. The aim was to achieve a minimum of fifteen Graduates to do the 
survey. This would help the organisation in meeting the criteria, in return to bring 
opportunities for the BAME Graduates. Therefore, the project manager from EYST would be 
able to come forward with Graduates concerns and try to influence the Welsh Government 
policies around employment of graduates especially from disadvantaged groups. However, 
to manage this project in achieving its objectives and goals, certain tools and techniques 
were utilised. To structure the whole project a Project Life Cycle was a good technique to 
utilise, where it took a step by step guide from planning to completion, suggested by Pica 
(2016). Furthermore, other various tools and techniques were utilised which were included 
in the Project Life Cycle, such as Quad Chart, Work Breakdown Structure (WBS), Risk 
Analysis, Iron Triangle, Stakeholder and Gantt Chart. Thamhain (2015), refers to another 
tool similar as WBS, which is called the Network Diagram. This is another technique that 
came to knowledge. However, this tool was not implemented in the task, as it was not 
useful for the project.

Project Life Cycle
A Project Life Cycle is the sequence of phases that a project goes through from its initiation 
to its closure. The quantity and sequence of the cycle area unit determined by the 
management and numerous factors like desires of the organisation concerned within the 
project, the character of the project and its area of application. The phases have an exact 
start, end and management purpose, and square measure constrained by time (Pica, 2016) 
and (Westland, 2006). Project Life Cycle are often be outlined and changed as per the 
requirements and aspects of the organisation. Cohen (2018), indicated that, although each 
project incorporates a definite begin and finish, the actual objectives, deliverable and 
activities vary widely. The Project Life Cycle provides the fundamental foundation of the 
actions that must be performed within the project, no matter the specific work involved 
(Rampton, 2019).
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Project Initiation and Planning
Initiation is the initial stage in a Project Life Cycle, or where the project comes into forms. 
Designated goals and other processes are defined at this stage that will facilitate the success 
of a project. The scope of the project and the strategies for achieving the results are 
established (Wiegers, 2007).

Planning is the second stage, here the project is split into smaller tasks that can be 
accomplished. This is a crucial stage of a project’s Project Life Cycle, as it establishes 
processes and tasks can predetermine effectiveness (Kerzner, 2011).

Quad chart
In the initial stage of the project, a tool was implemented which was the Quad chart. 
According to Chegg Study (2019), a Quad Chart is a summary divided into four parts of a 
graphical and concise task. It is very basic but extremely effective method used to clarify 
what a project is all about for a variety of planning and interaction purposes. This technique 
helped to summarise the planning and initiation phase of the task, were it indicated all 
relevant information linked to the project. 

The Quad Chart involves the stakeholders link to this project, who are the BAME Graduates 
and BAME community, Welsh Government, EYST, Group members and the University of 
Wales Trinity Saint David. UWTSD is the university who gave the group members an 
opportunity to undertake this project for future experiences. The tool indicates the desired 
end results, purpose and the measures of success. The secondary benefit indicates the 
outcomes of the results and opportunities for future BAME Graduates in the Welsh labour 
market. One of the desired end results is to identify the barriers for BAME Graduates in 
Wales. To overcome this, the group members contributed to help influence the Welsh 
Government to change policy by spreading the words, to achieve the measurable success 
for future BAME Graduates. (See figure 1: Quad Chart).
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(Figure 1: Quad Chart)

Project Execution
The execution of the project is the stage in which the strategy developed in the previous 
phases of the project life are implemented. The purpose of the project execution is to 
deliver the expected results (Lutchman, 2016).

Work Breakdown Structure (WBS)
Towards the next stage, it was the execution process part of the project. To understand 
each task in a clear format, an essential tool was applied which is the Work Breakdown 
Structure framework, shortly known as WBS. This tool for project management is a 
deliverable oriented breakdown of activities into smaller components. The advantage in 
utilising this tool helped to identify and value the deliverables which were involved in the 
project, as well as the work was performed in a well-planned manner (Malik, 2014) and 
(Rouse, 2019). However, to follow the procedure of the planned deliverables, a top down 
approach was an effective way to achieve the targets. 

The main deliverables for this project was an Online survey, One to One interview and to 
arrange a Focus group meeting for the BAME Graduates. Each deliverable had connected 
activities such as Social Media, communication with Stakeholders, recorded responses from 
BAME Graduates and feedbacks, etc, which was completed. However, the Focus Group did 
not take place, as the group members were unable to gather graduates for the meeting. As 
there were many tasks to this project, not all activities can be completed. The disadvantage 
of WBS framework was, too many tasks were being focused to complete in one go (Parviz 
and Anantatmula, 2005). Network Diagram is a tool similar to WBS framework, were 
deliverables and activities are split into smaller components so that it can be executed 
properly for a project. Therefore, this technique will be beneficial for future projects, where 
the group can focus on one activity at a time to be able to achieve all deliverables. However, 
the negative aspects of network diagram in project management is that it takes a lot of time 
to produce. The different drawback is that it can also be complex which would possibly lead 
it to being misinterpreted (Thamhain, 2015). This tool was not implemented as the team 
found it could be more time consuming. Therefore, WBS was a good technique to produce 
the deliverables. Although, the group did not achieve one of the deliverables, it did not 
prevent to reach the minimum target that were desired by the project manager. (See Figure 
2: WBS Framework).

[image: ]  (Figure 2: WBS Framework)

Project Monitoring and Controlling
Monitoring and controlling process supervises all the activities and metrics necessary to 
ensure that the project approved and authorised is within scope, on time and on budget to 
make sure the project proceeds at a minimal risk. The Project Life Cycle for monitoring and 
controlling is carried out continuously throughout the project’s life (shtub and Rosenwein, 
2017).

Risk Analysis Tool
To monitor and control the project management, a tool was implemented which was the 
Risk Analysis. Risk Analysis is the technique of identifying and reading potential issues that 
would negatively affect key business projects or critical tasks, in order to help 
organisations, avoid or mitigate those risks (Rouse, 2019).

This technique helped to recognise the risk that could be a concern to the project 
management and how it can be overcome by mitigating actions according to the plan. 
Furthermore, it indicates the impact and likelihood of the risks that can occur during 
maintaining the project. Another tool that had been implemented with the risk analysis, 
was the Iron Triangle. According to Pollack et al (2018), an Iron Triangle expresses the triple 
Constraint of Time, Cost and Quality or Scope that must be managed in project delivery. 
Each constraint is related and transferring one point of the triangle will affect the different 
two points. According to the project delivery, it was related to the Iron Triangle constrained 
with Time, as the team had a time frame to complete the project within deadline chosen by 
the project manager.

The tool helped to identify the risks that the team could have experienced, as well as 
indicating what action could be taken to solve matters. Some of the impacts were classed as 
high risks. One risk was about Graduates finding the survey too lengthy and not willing to 
submit. Therefore, in regard to this, the matter was put forward to the organisation if they 
can shorten the survey link. Although the team leader acted by informing EYST, the 
organisation did not respond. Therefore, this was concerning as the team were de-
motivated and thought that the target might not be met on time. Another risk was chosen 
to be high, which is about the graduates who were not responding in time. To mitigate this 
matter, the group acted upon choosing alternatives, by sending regular reminders to 
graduates on WhatsApp and looking for new graduates by spreading the word with a 
message on social media. (See Figure 3: Risk Analysis Tool). 
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(Figure 3: Risk Analysis Tool)

Project Evaluation and Closure
Project Evaluation phase provides the team the opportunity to reflect on how the project 
went and give suggestions as well as recommendations for future project managements.
The project closure period is the fourth and final phase of the Project Life Cycle. Therefore, 
the project is officially closed and the next step is to report the sponsor with the overall 
level of success (Thomas et al, 2018).
Stakeholder Analysis Tool
In the final stage of the project management, an essential tool was applied to identify the 
stakeholders involvement in this project, which is the Stakeholder Analysis Tool. 
Stakeholder Analysis is an important technique for identifying stakeholder and analysing 
their expectations. It is utilised to be aware of all key for primary and secondary 
stakeholders who has interest in the matters that involves the project (Duin, 2016). 
According to Leonard (2019), the advantages of utilising the tool were, it gave a better 
insight of each stakeholders valued perspective and the purpose they have. However, the 
disadvantages are, the management has to assess the position of a stakeholder, 
subjectively the management decides on which organisation will act towards its 
stakeholders (Usmani, 2019). The tool demonstrates the stakeholders who are involved in 
this project. 

One of the stakeholders was the Welsh Government, their organisation priority was classed 
as medium, as it is very likely if they change their policy. To communicate with that 
particular stakeholder, another stakeholder which was EYST needed to spread the words for 
BAME Graduates, with what they have experienced in life after their degree and to make 
sure, they are heard by the Welsh Government. To achieve this, EYST has handed over the 
project to a group of members who were able to accomplish this task. However, as a result 
of the project, if policy change does occur this would benefit the future BAME Graduates. 
To measure the success of the project achievement, the group members maintained their 
communication via WhatsApp with the stakeholder, where feedbacks were collected and as 
a result it came to knowledge that the target was met on time. (See Figure 4: Stakeholder 
Analysis Tool).
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(Figure 4: Stakeholder Analysis Tool)

Gantt Chart Tool
Gantt chart is a technique way of identifying tasks and duties of a project and the way it 
relates to each task in phrases of time. The tool displays the project schedule and it enables 
to get the work completed on time (Wallace et al, 2015). The benefit of applying the Gantt 
chart is, it visualises the project and makes it easy to understand. It is one of the effective 
tools for a project management. However, the disadvantages are, the chart needs to be 
updated regularly which can be time consuming, as well as all tasks are not visible in a single 
view of a Gantt (Zilicus, 2019).
A Gantt chart tool was implemented in the project management, the purpose of it was to 
highlight all the tasks and schedules that are involved within the project. Also, it was to give 
a clear understanding on where the project was leading. This technique helped to make 
schedules and complete all tasks that was planned for each deliverable. However, it does 
not indicate the amount of work done in distributing survey links to BAME Graduates. (See 
Figure 5: Gantt Chart).
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(Figure 5: Gantt Chart).




Conclusion
To conclude, according to the Quad Analysis tool, the aim and objectives were to distribute 
survey links to BAME Graduates from all over Wales. The plan was to collect responses from 
a minimum of fifteen Graduates and in result, with those responses stakeholder EYST are 
planning to influence the Welsh Government to have the policy changed. The hard skills 
were encountered was the survey questionnaires, as it took a lot of effort to keep sending 
reminders to graduates. However, the soft skills which were acquired was gaining 
experience and getting good feedbacks from stakeholders which motivated group members 
to be more driven to this project management. However, at certain points stakeholder EYST 
were not communicative. Despite to lack of communication, the team did not give up and 
tried other methods to achieve their target. Therefore, other alternatives helped the group 
members to meet the criteria and achieve a measurable success. Pica (2016) refers that, to 
have attained those results, certain tools and techniques were beneficial to utilise 
throughout the project management. 

Recommendation 
In regard to future projects, it is recommended that to improve own performance, it is 
important to have good communication with the stakeholder. Therefore, planning regular 
meetings and attending them, this would develop a better understanding between both 
stakeholders. Also, to keep up with the future tasks, it would be a good idea to ask 
stakeholder for regular feedbacks and updates of the results.

Furthermore, one should have the ability in finding other alternatives such as, looking for 
convenient venues, convenient times or even offer transport to Graduates before arranging 
a focus group meeting. However, the stakeholder EYST had recommended this, as the 
meeting would be a good opportunity for the BAME Graduates to share their stories and 
experiences. In result, stakeholder EYST would receive more responses, this could help to 
achieve future targets, which can result better opportunities for BAME Graduates and what 
they deserve. 
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