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1. Introduction
Project management, as an idea, goes back in the history of civilization with the Egyptian pyramids or with the Roman aqueducts. (Berkun, 2008)
The concept of project management first appeared in the field of engineering in the early 1950s. The thinkers who laid the foundations of project management Henry Fayol and Henry Gantt are considered the `parents of the concept. A major contribution is the technique of dividing work into major results. (Work Breakdown Structure). Project Management as it was defined by Mindtools (2009-2011) as “a discipline of controlling the introduction of new initiatives or organisational changes.”
“A project is a temporary endeavour undertaken to create a unique product, service, or result.” (Hartney, 2018)
Within Managing Projects in the Organisational module, the students (on teams of 4-5 members) have to choose a project. Team VINGZ has chosen Project C:” to create marketing material for Skills for the Workplace Programme, promote it in local community and recruit 4 new applicants to the interview and assessment process for September intake.” All 5 members of VINGZ team completed this programme and
are certified in Skills for the Workplace. Thus, they have the necessary expertise to execute this project. Each member of the new team has a previous experience and knowledge that make them confident in the execution of the chosen project.
Performing a project means to manage time, the project team, and the resources needed to accomplish the project on time. 
Each project has a cycle to complete in four phases: initiation, planning, execution, and closure & evaluation, which in the literature is called Project Life Cycle.
This is a framework that aims to develop guidance for the project.
There are a number of tools and models that can be applied for each phase.
Quad Chart is a tool that explains what a project is all about and consists of a chart with four quadrants: Purpose / Objectives, Stakeholders, Critical Factors, and Measures of Success, each quadrant providing information about the project.
For planning phase is The Stakeholders Analysis that explains the role and the position for each stakeholder.
Three tools can be applied in the execution phase: Work Breakdown Structure (WBS), Gantt chart, and Network Diagrams. These tools present the activities and involvement of the team in the execution of the project.
For the final phase of the project that means closure and evaluation there are a several tools as: Iron Triangle that shows how well-balanced time, people, and resources/ costs, SWOT & PESTLE analysis and Risk analysis.


2. Main findings
2.1 Project life cycle  
The path that a project takes from the beginning to the end, in the four phases: initiation, planning, execution and closure and evaluation, is called the Project Life Cycle. (Watt, 2018)
The project life cycle is the most hotly debated thing in project management. (Cohen, 2018)
 [image: ]
2.1.1 Initiation
A project must provide a specific deliverable, within a set period of time, within a budget and to the required standards. In the initiation phase:                                       - The deliverable must be clearly defined; this means establish the precise purpose of the project.                                                                                                                     - The project team must be selected.                                                                            - Identifying the risks                                                                                                       - Drawing a project proposal and send it for approval. 
In this phase, the VINGZ team (Verginica, Ionela, Natalia, Gareth and Zilvinas) took shape, and with the help of the Belbin test applied to each member, the roles were identified. Afterwards, the roles have been assigned: Gareth as a Monitor-Implementer Project Manager, Natalia as a Coordinator Team Leader, Verginica Researcher, Ionela Specialist, and Zilvinas Plant. The members of the VINGZ team seek to clarify the context of the project, what is relevant and timely, as well as the purpose and objectives of the project, its scope and constraints.
What does the project do to be relevant and opportunity for the university?
	Ensures the continuity of the Skills for Workplace course.
SCOPE:   Attracting 4 new applicants for the next academic year.        OBJECTIVES:  Creating the necessary marketing material and promoting it in the local community.                                                                                     LIMITATIONS:  There are no limits on gender, age, ethnicity, or social status. Theoretically there would be no geographical limitation (the application and the interview can be done online), but it is about Swansea Business Campus, and the presence is necessary for some practical activities or teamwork.        DELIVERABLE: 4 new applicants for Skills for workplace for the September 2021 session.                                                                                                CONSTRAINTS: The team faced the depletion of resources: Natalia ill with chicken pox. Ionela went abroad celebrating her marriage. .                                                                                                     Only some risks that may occur (product, time and / or resources) have been identified, others have occurred unforeseen.                                                  The project proposal was submitted and approved by Dr. Shehla Khan, the Project Champion. The Quad chart was designed.
[image: ]I fulfilled my dream. I was admitted to UWTSD Swansea​.
Secondary benefit: Team VINGZ obtained experience how to implement PM tools in our project.
   Motivational Factor:
 Enthusiastic to be part in this project and to understand project management tools.
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Quad Chart is a simple and effective tool that managers use for a variety of planning and communication purposes, and it explains what a project is all about.
Chegg study, a learning website for students, defines quad chart: “A quad chart is a one-page summary of a project that is visual, as well as descriptive.”
Project information, which Quad Chart presents is structured in four quadrants:
I.   Project Scoping. The aim of the project is defined, and the objectives are established before starting the project.
II.  Stakeholders. A stakeholder is anybody who can affect or is affected by an organisation, strategy or project.
III. Desired Outcomes or Critical Factors for Project Success. This section of Quad Chart is very important to achieve the proposed objectives, Critical Factors being essential for the project to be successful.
IV. Measures of Success. This is the moment when we should think to `the end` of the project and think about the accomplishments, customer satisfaction, the time spent on the project overall, internal improvement and satisfaction with project. These could be qualitative or quantitative.
Following the requirements of the project team VINGZ designed a Quad Chart structured in four quadrants:
Quadrant 1 Purpose/ Aims/ Objectives
After a brainstorming of VINGZ team all these were defined.
The aim is to attract 4 new applicants for Skills for Workplace course for September intake. To achieve this goal, VINGZ team highlighted how this will be done: by creating marketing content, then to promote it in local community, and to provide appropriate information (Student Finance, support and benefits).
Quadrant 2 Stakeholders
▪ Team Project VINGZ is an internal stakeholder and the part that execute the project. All members of the team are drivers.
▪ Dr. Shehla Khan is Project Champion. She is directly involved in our project, she is an internal stakeholder, and she is a driver, too.
▪ Staff from UWTSD (canteen, library, reception, etc.) are supporters and represent internal stakeholders.
▪ Local community (business, council, people, schools, etc.) are supporters and external stakeholders. They benefit as well from this project.
▪ New applicants are the essential stakeholders in this project, they are observers and external.
▪ Student Finance is a stakeholder, too. This is an observer, external stakeholder, but at the same time could be considered a supporter.
Quadrant 3 Critical Factors/ Desires results
To identify critical factors, team members asked the key question: `Is the project a failure without this? ` Thus, it was identified two critical factors:
▪ Four new applicants for Skills for Workplace course (September intake)
▪ Design and provide marketing material and run local campaigns.
Both results are measurable.
There is a secondary result: team VINGZ obtained experience of how to implement Project Management tool in a project.
Quadrant 4 Measures of success
It is easy to gauge success when the results are measurable.
So, the results VINGZ team has achieved:
▪ 3 new applicants (75% achieved)  
▪ Flyer, questionnaire, Social Media delivered. We provided feedback from students, which are qualitative and quantitative measure results.
 Quad chart comes with some advantages  
▪ Helps to streamline proposals or ideas.
▪ Helps to structure a concept/ idea.
▪ It is a visual and descriptive tool.
On the other hand, Quad chart has some limitations:
▪ It does not present a strategy.
▪ It does not provide details.
However, Quad chat for a project is like executive summary for a report.


	2.1.2 Planning
This phase is crucial for the success of the project. All activities necessary to complete the project must be planned in detail and distributed to be performed by project team members. “A solid identification of the needed resources is required in this phase along with the cost, time and performance parameters.” (Farooq, 2016)

. A formal definition of a stakeholder was given by Project Management Institute: `individuals and organisations who are actively involved in the project (business), or whose interests may be positively or negatively affected as a result of project (business) execution. ` (PMI, 1996). The internal stakeholders are: VINGZ team, Dr. Shehla Khan, Staff for UWTSD they actively participate in the project, and the external stakeholders are the new applicants, community, and government institutions. They have a common interest in getting the business going.

	Priority
	Stakeholders
	Stake holder’s perspective
	Actions

	High
	Team VINGZ
(Drivers/ Internal)
	Delivering deliverables
Work on the project together and deliver outcomes
	Create Marketing material
Entice at least 4 new applicants.
Communicate, allocate tasks, support each other, recording any issues and address them.

	High
	Dr. Shehla Khan
(Driver, Internal)
	Project Champion
	Authorise the project proposal, actions planed, resources, and the deadline of project.
 

	Medium
	UWTSD (Supporters/ Internal)
	Supporting VINGZ team and their actions
	Provide branding and facilities.

	High
	New applicants (External, Observers)
	Recruit and inform them about benefits and guide them for the interview process.
	Searching possible candidates, 
Provide them useful information about Skills for Workplace Programme, and Student finance as supporter.

	Low
	Community (Supporter/ External)
	Benefit from presence of local, competent and successful university.

	Tacit encouragement. 

	Low
	Local and Government Authorities
	Legal watchdogs for advertising standards
	. Advertising standards enforcement



Stakeholder`s analysis is a tool used in planning phase to highlight needs and expectations of interests inside and outside the project area.
This analysis is necessary to raise awareness of all those involved in the project.
Advantages of Stakeholder`s analysis.
1. Understanding stakeholder viewpoint helps in identifying risk, requirements, and required to ease schedule management.
2. Helps in identifying and understanding who all need to be consulted to find the various aspects of project development, building trust in team members.
3. Knowing the project stakeholder will help in managing expenditure where it is required.
4. Stakeholder analysis uncovers and removes multiple barriers in understanding the project’s progression, stakeholder analysis. It also eliminates the roadblocks in releasing successful projects by getting information about project supporters, opponents, and their levels of importance in the project. (ReQtest, 2019)
Disadvantages of Stakeholder1s analysis:
1. Assessment of analysis may be subjective
2. Not always all stakeholder` interests can be met at the same time. That is why it would be advisable to focus on the most important stakeholders, those who are directly involved in the project.
3. There is a need for a harmonization of all interests and a balance of them according to urgency and importance.
However, Stakeholder’s analysis is a useful tool to have a view of various possible stakeholders’ problems, risks identified, leading to make better strategies and decisions. (Adams, 2016)



2.1.3 Executing
“The project execution phase is often the longest and most complex stage in the project life cycle. The execution phase involves carrying out the details of the project charter in order to deliver products or services to the clients or internal stakeholders.” (Adobe Workfront, 2021)
The third phase is actually the phase in which the deliverables are executed to be completed on time.” This critical phase provides the project team, and all involved a clearer indication if the project will succeed or fail.” (Pathak, 2021) The tools are used in execution phase are: WBS, Gantt chart, and Network Diagrams.
A Work Breakdown Structure (WBS) “is a deliverable-oriented hierarchical decomposition of the work to be executed by the project team to accomplish the project objectives and create the required deliverables.” (Visual Paradigm, 2021)
The most important feature of a work breakdown structure is beneficial to the project managers as they can perform their work in a more organized and well-planned manner. (Reddy, 2021)
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	The benefits of Work Breakdown Structure are:
1. Boosts productivity. It helps to identify the skills which are needed to finish assignments on time.
2. Presents detailed steps. This could help team members to handling ambiguities and clarifying them when they come.
3. Boosts transparency and accountability. The details provided by this tool allow team members to better understand and make them responsible for all the tasks necessary to carry out the project.
4. Helps to estimate the time and costs required to complete the project, as well as track subsequent expenses.
5. Can identify all threats and risks that are ahead and reduces the chances of them.
6. Helps the monitoring process by identifying any delays in the project and what are the causes that caused the delay.
There are several disadvantages of WBS:
1. Too many tasks to do at one go
2. Cannot obtain correct details
3. Becomes outdated quite fast
4. It is surely not easy, 
5. The process of developing a WBS is quite thorough
Recommended more for small projects.
“Gantt chart is a project management tool assisting planning and scheduling of projects of all sizes.” (APM, 2021) “Gantt chart is like an icon for the project” (Clayton, 2019) all these tools help team VINGZ to have a complete view about all activities, in detail, needed to be done in an allocate time so as to achieve the purpose and objectives of the project.
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Some advantages of the Gantt chart can be highlighted:
Clear representation of project tasks
Effective Time management
Better resource allocation
But, at the same time there is a list with disadvantages, like:
Big effort to create and managing Gantt chart
Inconvenient to use and update it, it is time consuming.
Incomplete visible all tasks in a view, need to scroll.
Despite the disadvantages of the Gantt chart, it is a powerful tool for managers to manage projects, people and time.
Network Diagrams serve as visual representations of a project. It is used to represent tasks in sequential order. VINGZ team choose to create a Network Diagram for flyer, a marketing material promoted in local community.
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2.1.4 Closure & Evaluation
	
The final phase of The Project Life Cycle is Closure & Evaluation.  This is the moment when all the deliverables are handed over to the interested parties and the positive aspects, the deficiencies are evaluated, and the project is officially closed.
The monitoring tools used in this phase are, as shown above, SWOT analysis, PESTLE, Iron Triangle and Risk analysis.
SWOT analysis highlights the strengths, opportunities for Project C, like:
Strengths:
· All team members have completed Skills for Workplace course. They know well the way to follow for succeeding achieve the certificate in higher education.
· They have acquired the necessary knowledge to carry out the project.
Opportunities:
· High unemployment. Due of Covid pandemic many businesses have closed, and people lost their jobs. rate 4.9% in 2020 	(higher 1.2% than 1019)
· The trend of labour market changing. Employers are looking for candidates with soft skills: good communicators, creative, collaborative, innovative and critical thinkers.
Applying PESTLE analysis to Project C two factors can affect it: 
Technological Technology helps communication within the team. It was like `the sixth member of the team. `
Environmental. Covid pandemic changed people`s lives. 

Iron Triangle is a tool which can help to identify the risks that could occur during the completing the project. Villanova University define: “The Iron Triangle refers to the three key constraints that can affect a project. These are budget, scope and schedule.” Any change in one of the three elements can affect the other two.
 The project of team VINGZ is centred on Scope (Quality). The project`s scope is to attract 4 new students for the course `Skills for The Workplace` for September 2021, this is the most important element in Iron Triangle. In this case team VINGZ should adapt the other two cost (team efforts in the project) and time, to allocate more time and more engagement.
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According to Mindtools “risk is made up of two parts: the probability of something going wrong, and the negative consequences if it does.” But the risk is difficult to observe and manage. that is why Risk Analysis is an essential tool in monitoring and evaluating a project.



Risk Analysis for Project C
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The VINGZ team failed to anticipate all the risks that arose. There was also a confusion in approaching the project phases as there was no observance of them. Many times, some members returned to the initiation phase. Importantly, the team's enthusiasm has not diminished by gaining experience and new knowledge in Project Management and applying tools for future projects.
The result of the project was a partial success in producing marketing materials and recruiting three out of four candidates for Skills for Workplace September intake.

3. Conclusion & Recommendations
Concluding the result of the project carried out by the VINGZ team, it can be said that a lot of effort was made to achieve the goal and objectives, there were also major unforeseen obstacles. Previous experience has proven to be only for a role in a project, not for coordination and integration in compliance with the phases of the project life cycle.
As a recommendation, after this experience of the first practical project, as many practical activities would be required to apply the theories, models and implementation of the tools learned in the theoretical process.
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