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Introduction
	The aim of the following essay is to present a critical assessment of the usefulness of project management tools and techniques. To do this, I explore how projects are carried out in my workplace. For instance, I look at how we usually approach and plan a project, the tools and techniques we use and how well do they work in completing the project. In addition, I prepare and propose a plan for the implementation of the project by outlining the relevant steps that must be followed and how the plan will be executed. I draw upon project tools and techniques such as, planning, project appraisal techniques, risk analysis and stakeholder analysis. Lastly, the essay evaluates my ability to manage a project. To do this, I assess what went well and what did not go so well as this would allow me to learn and understand what steps I should continue to take in future projects and what I should improve on if I had another opportunity to do a project again. As part of my self-evaluation, I reflect on my performance and look at ways I can improve if I was to manage a project again. The plan is also useful as I am able to look back at it when choosing to participate in an upcoming project.
Usefulness of Project Management Tools & Techniques
The project my team and I were working on at Superdrug was how we could increase the sales of items which are not really selling. Often we are left with a range of products which do not sell as quickly as we like or they are purchased when it is available on offer or promotion. Superdrug works hard to create and bring out its own branded products and therefore, when these items fail to sell as expected it can affect the overall performance and profit of the company. As a result, we decided that in order to sell these products it may be a good idea to display them near the innovated and latest products Superdrug has to offer. Also, to boost the sales of these items we decided that if a customer bought any of these items then they could benefit from savings/discount on our best seller range. By doing this we aimed to increase the sales of products that otherwise would not sell that well and ensure our best seller range remained unaffected. 
Project Risk Management
The risk management process in project management is vital because those involved must consider all the potential risks and challenges that they may encounter. According to Ray, risk management planning allows organisations to identify, analyse and respond to “any risk that arises over the life cycle of a project [to ensure] the project remains on track and meet its goal” (Ray, 2017). It allows the individuals involved to prepare and plan ahead so they are able to control or respond to the risks that may occur. As part of the risk management plan, it is necessary to first identify the risk which is usually done at the start of the project as well as during the research process. Thus, risks are often categorised as ‘known’ and ‘unknown’ risks – unknown risks are normally found whilst researching on the project and they also require additional research so the team are better equipped in facing these risks. The potential risks we could have faced during the planning and implementation of our project are: the sales of the items do not increase, decreases the value of the products, negative impact on our overall sales and profit and possibly the loss of loyal customers. Thus, we discussed these risks, categorised them according to importance and how likely it is for them to occur and the response/measure we could offer to minimise the risks. By doing this, we analysed the issues that could affect the success of our project as well as the smooth-running of our company. The team and I applied quantitative and qualitative risk analysis so we were able to benefit from both processes. It seemed appropriate for our project as we were dealing with value, cost and benefit, but also using subjective evaluation which was quick and easy. Having analysed the potential risks, we explored how we could mitigate and control these risks. As a result, we devised appropriate measures that would allow us to tackle the risks and increase the chances of a successful project.
Project Time Management
The project time management is crucial in managing projects as it ensures that all team members are aware of when each task needs to be complete. It provides the team with a framework and set deadlines which they can use to monitor their progress. They can also judge whether they are working according to schedule and if they need to introduce any new measures to make sure they are not behind on their responsibilities. In order to have good time management, the team must plan, schedule, monitor and control all tasks and responsibilities related to the project. Thus, the team and I spent quite a lot of time planning the activities and tasks that need to be completed in order for the project to be successful. After that, we allocated each member with certain duties and responsibilities according to their strengths and what they can offer. Further to this, we explored what materials and equipment we have available and what we may possibly need at later stages. Having identified possible resources we may need means we could prepare and avoid challenges caused by the lack of resource. As part of the resource planning, we discussed the tasks we would need to prioritise, tasks that would require additional research, tasks that require funding and those that do not need funding. This gave us an idea of how much work, time and cost would be needed in completing this project. In addition, we were able to discuss whether the activities planned were feasible and propose a project timeline. Using this timeline, we could track and hit our project milestones and ensure that we are progressing by reaching the goals we had set initially. As we continued to reach milestones, I noticed that it acted as a source of encouragement and motivation as it demonstrated to us that we were getting closer to the completion of our project. By setting milestones we monitored each stage and had more control over expected and unexpected events. 
Project Implementation
Kotter’s 8-Step Change Model
As part of project implementation it is important to explore Kotter’s 8 steps. The first step is to ‘create a sense of urgency’ which is vital in explaining why the team should engage in a particular strategy or project (Major-Goldsmith and Dorst, 2018). This step allows “others to see the need for change through a bold, aspirational opportunity statement that communicates the importance of acting immediately” (ibid, p129). In our case, we discussed how our own branded products were failing to sell within the timeframe we expected. As a result, we were left in a dilemma of whether we should continue introducing new Superdrug branded products. To increase the sales of our own branded products we displayed these items near the bestsellers, as well as offered savings to the bestsellers if Superdrug branded products were bought. This also provided us with the opportunity to develop the image of our own products and see how successful they are in the market, before we introduce new ranges. The second step is to ‘form a powerful coalition’ which means that a team must be built who are able to address the urgency adequately. It may be beneficial to have a leading member and an assistant who can oversee the whole project and communicate with the team involved, ensuring each member is well informed about each step of the process. It is also useful to give each member feedback on their actions as that would minimise further errors and challenges during the project implementation process. During our project, the Store Manager and Assistant Manager delegated roles to the team whilst making sure each member was confident in what they had to do. The third step is to ‘create a vision for change’ which can only be done once there is a sense of urgency and a team has been formed to respond to the matter. In order to develop a vision for change, the team must have several meetings where they will debate and assess the pros and cons. For Kotter, the vision “clarifies the general direction of the change… motivates individuals to take action in the right direction… [and] coordinates the actions of everyone involved” (Maciver, 2010). In other words, it provides the team with a clear focus and reduces the chance of errors and financial damage. The fourth step is to ‘communicate the vision’ where the team discuss and finalise what the vision is and how they aim to achieve it. It would be extremely difficult to achieve a vision that has not been communicated properly as that would pave way for several errors and mistakes because members do not truly understand what the end-result should be. Thus, communicating the vision “creates a shared sense of a desired future and motivates and coordinates action towards the change outlined in the vision” (ibid). The fifth step is to ‘remove obstacles’ and that is to respond to any challenges or queries faced within the team. It may mean that certain members of the team do not fully support the ideas put forward by others or that the team lack resources to fulfil the vision in mind. Thus, it is necessary to ensure all members participate and have the opportunity to voice any ideas or concerns. This helps the team to clear any doubts from the start so it does not develop into an obstacle in the later stage of project process. Also, the sooner the team acknowledges that it does not have adequate resources or equipment to fulfil its duties related to the vision, the better as that would give them more time to find alternative resources or funding which would aid them in fulfilling their action plan and vision. The sixth step is to ‘create short-term wins’ and these wins motivate and encourage the team members to continue with their hard work and dedication. It further pushes and drives them to achieve small milestones which would later lead to the fulfilment of their vision. According to Schenkel, “short-term wins act as a means to keep the bandwagon rolling and to gain support along the way, as well as a mechanism for sceptics to lose ground” (Schenkel, 2014: p23). It demonstrates to the team that their vision is achievable and these wins are small steps to their greater goal. The seventh step is to ‘build on the change’ which means to further encourage and achieve more short-term wins as that would demonstrate that the change will happen and it is inevitable (ibid). For Schenkel, the wins “can be seen as constructing a larger whole out of small components” (ibid, p23). Thus, this step aims to build and maintain the momentum, whilst acknowledging the team’s progress. The eighth step is to ‘anchor the changes in corporate culture’ which requires the team to demonstrate collective action so the changes are ingrained in corporate culture, business processes and worker values (Adler, 2020). The positive results from the change should be evident to all employers as that would allow leading members of the team to anchor change quickly and smoothly. Thus, at this stage the organisation must begin to institutionalise the change by encouraging stakeholders and workers to change their values, beliefs and behaviour according to the company’s vision. As Jeston and Nelis write, “make continuous efforts to ensure that the change is seen in every aspect of your organisation. This will help give change a solid place in the organisation’s culture” (Jeston and Nelis, 2014: p531). In other words, the change ideals and values should be evident in the daily duties and responsibilities carried out by staff. 
Greiner’s Life Cycle Model
Greiner’s model is considered as ‘life cycle’ and ‘dialectical’ because many theorists believe that “change is inevitable… an organisation is like a living organism” (Burke, 2002: p147) that will undergo many changes as it passes through different phases. Greiner argued that there are five stages in an organisation’s life cycle and that “each phase is at once a result of the previous phase and a cause for the next phase” (Greiner, 1998: p6). The first stage of this life cycle model is creativity where the members of the organisation plan and create the change they wish to introduce. It is “characterised by product development and market growth” (Henry, 2011: p331) and often involves strong communication amongst staff on how they aim to release the product or service into the market. The second stage is direction where individuals of the organisation have formal discussions and explore the pros and cons of their creativity. They also explore whether it is feasible and how they should divide workload to increase productivity, as well as ensure that all tasks are completely to a high standard in a timely manner. According to Myers et al, in this phase, the organisation introduces “functional organisational structure, increasingly specialised jobs; accounting systems, procedures, and budgets” (Myers et al, 2012: p28). The members of the team begin to outline what they will require, what will need to be done, set deadlines and targets, as well as map out what they wish to achieve with the change – where this progression would lead to. The third stage is delegation, once the individuals within the organisation are aware of the direction they hope to progress towards, they begin to delegate the tasks and responsibilities so that the work is completed quickly and efficiently. This phase involves giving greater responsibility to manager as they are expected to oversee the work of employers and ensure the smooth-running of the company’s growth and development. The delegation phase also encourages managers to motivate their employees by offering them incentives such as, rewards and bonuses. It results to maximised productivity within the workplace and therefore, the company is “able to penetrate larger markets, respond faster to customers, and develop new products” (Greiner, 1998: p7). The fourth stage is coordination whereby a company or an organisation introduces several coordination systems such as, formal planning, allocating staff members, technical functions, incentives and profit sharing (ibid). These systems “prove useful for achieving growth through more efficient allocation of a company’s limited resources” (ibid). However, this coordination phase leads to a red-tape crisis which results to slow decision making and inefficiency. The red-tape crisis impacts the overall growth of the organisation as it decreases productivity and paves way for obstacles and challenges to surface, negatively impacting the work of employees due to bureaucracy. As a result, organisations enter the final growth phase which Greiner terms collaboration. This phase calls for “a more flexible and behavioural approach to management using team action to solve problems” (Caffyn, 2010: p203). At this stage, many companies often rely on other businesses to form partnerships so they are able to turn their losses into success. Greiner writes that companies are forced to collaborate as employees “grow emotionally and physically exhausted by the intensity of teamwork and the heavy pressure for innovative solutions” (Greiner, 1998: p8) that they have to build alliances in order to continue the growth and development of their organisation. 
Stakeholder Identification
In order to identify who the stakeholders are for our project, it is important to understand what a stakeholder is. A stakeholder is usually a person or a group of people who are affected by a project, but they also possess the ability to influence the outcome of the project through their involvement or decision making (Friedman and Miles, 2006). Although not all stakeholders will have the power to influence a project nor will the project have the same impact on them, it is generally agreed that stakeholders are important for any business. Therefore, any project should aim to meet the needs of the stakeholders as it is them who have a significant role in determining the success or failure of one’s business.  The stakeholders for our project were: Store Operations Team Leaders, Area Manager, Store Manager, Assistant Manager, Supervisors, Team Members and Superdrug Customer Advisors. We had many stakeholders, some who had direct impact on the project and others who indirectly influenced our project. During our project, it was evident that when stakeholders disagree on a particular issue it can get difficult to make a final decision. Also, as some stakeholders tend to be in a higher position to affect the project’s outcome compared to others, it is important to take their views into consideration as essentially the success of the project depends on them. 
Stakeholder Mapping (Mendelow’s Matrix)
Once the stakeholders are identified, it is important to categorise them as that would ensure the company’s resources such as time and money are used in the best way possible. The grouping of stakeholders would produce effective results as well as, desired business outcomes. Mendelow’s Matrix is one of the most useful and widely recognised tool which allows companies to map, assess and analyse stakeholders in relation to any given project. As Eriksen-Coats writes, “Mendelow (1991) suggests we analyse our stakeholder groups based on Power (the ability to influence our organisation strategy or project resources) and Interest (how interested they are in the organisation or project succeeding)” (Eriksen-Coats, 2018). This is because the amount of power and interest on a given project would vary among stakeholders. In some cases, some stakeholders may possess more power compared to others. Whereas, in other cases some stakeholders may have more interest but not much power to influence the project outcomes. For example, for our project it was evident that the Area Manager was not as interested in the project, yet held more power than our Store Manager who demonstrated a high level of interest, but could not pass decisions without the approval of our Area Manager. However, mapping out the stakeholders meant that organisations could “easily identify priority stakeholder audiences and therefore work out a plan to manage communications while keeping all groups satisfied” (ibid). For instance, our Store Manager and Assistant Manager were labelled as high power and highly interested and therefore, they played an integral role in managing the project, ensuring their needs were met. The Store Operations Team Leaders and Area Manager were identified as high power and less interested and as a result, we kept them updated with the project and considered any advice or suggestion they may have. This is so we could keep them satisfied as they still were deemed equally important for the success of the project. The Team Members and Customer Advisors were allocated as low power yet highly interested people who supported the planning and managing of the project by providing useful feedback on the ideas and changes that were discussed. They were regularly informed of the project and its plans so that they could help prevent any errors or possible obstacles from surfacing. The Superdrug Head Office were identified as low power, less interested people as they did not really have any input on how the stores worked or how the store items were displayed or sold. They mainly deal with Superdrug’s paper work and back office and therefore, they had little power to influence how the project should be implemented and did not show much interest either. 
Personal Development
Gibbs’ Reflective Cycle
	Gibbs’ Reflective Cycle is key model for personal development and reflection as it encourages individuals to think through all the stages of an experience or activity. The model also pushes individuals to evaluate their actions and think systematically of their overall experience and end-result. As Gibbs writes, “it is not sufficient simply to have an experience in order to learn. Without reflecting upon this experience it may quickly be forgotten, or its learning potential lost. It is from the feelings and thoughts emerging from this reflection that generalisations or concepts can be generated. And it is generalisations that allow new situations to be tackled effectively” (Gibbs, 1988: p9). An engagement with Gibbs’ reflective cycle has allowed me to acknowledge the benefits of personal development and reflection. Using this model I am able to reflect and evaluate my whole experience, as well as assess and make sense of each stage of the project within my organisation. Applying Gibbs’ reflective cycle has allowed me to identify the strong and weak points of our project and it also means that we are able to recognise what we should improve on when we manage another project. A reflection on my experience has meant that I am fully aware of what went wrong, the obstacles and challenges faced and therefore, I can ensure that these mistakes do not occur again which would save the time and costs of the organisation. 
Stage 1 – Description: My team and I were given the project to increase sales of certain products that are sold in Superdrug. As a team, we had to come up with an idea of how we could do this. The outcome of our project would determine whether we continue to introduce Superdrug branded products such as, Superdrug’s very own vegan range. 
Stage 2 – Feelings: I felt quite confident as we spent quite a lot of time planning and making sure that we all understood our roles within the project. This made it easier as we had clear instructions on what was expected and what the end-result should be. 
Stage 3 – Evaluation: The positive was that we came up with a good idea on how to achieve our vision. We all knew that the project had the potential to be a success. I knew clearly what was expected of me and when it needed to be complete. However, we could improve on our teamwork – we were so engrossed with our part of the project that we did not notice if anyone was struggling and we ended up working at different paces. 
Stage 4 – Analysis: I have learnt that it is important to demonstrate good teamwork throughout the project. It is not fair to work individually as soon as we have allocated roles as some team members may benefit from the extra support. It is important that we work according to our schedule, but also ensure that we are all working at a similar pace as this prevents any future conflict amongst team members. 
Stage 5 – Conclusion: To conclude, it went well as we were able to achieve our vision and explore how we could increase the sales of our products. To improve, I would work on my confidence so that I am able to put forward my views without any fear that it would end bad. 
Stage 6 – Action Plan: If I was to do work on another project, I would ensure that the team are communicating at every stage of the process. I would make sure to participate more and avoid doubting my skills and ability. Possibly put myself forward for responsibilities outside of my comfort zone so I can build my confidence and develop my skills further.
Belbin’s Team Role Theory
	An engagement with Belbin’s theory of teamwork is useful as it plays a vital role in understanding what skills exist within a team, who has them and how that affects the behaviour and the role of individuals within the team. When working within a team it is important that the individuals involved familiarise themselves with the project or task and understand what is expected of them. This would ensure that they are fully aware of the workload involve and they can assess whether they can commit to such responsibility. If an individual feels that they lack the skills and experience required to complete the project or task then they should voice their concerns from the beginning. This would allow the team to plan and prepare ahead in order to minimise errors and future challenges. As Belbin writes, “by understanding your role within a particular team, you can develop your strengths and manage your weaknesses as a team member, and so improve how you contribute to the team” (Belbin, n.d.). Further, Belbin states that for a team to be successful and demonstrate strong team-work, it is important that the individuals within the team exhibit the nine Belbin team role behaviours. However, this does not mean that each individual must display all nine team role behaviours or that every team must have nine people. The individuals within the team have the choice to demonstrate one, two or three team role behaviours depending on what they can offer and how confident they are within the field of work. By allocating team role behaviours means that each individual/team role is given equal importance. It also offers individuals with “greater self-understanding of their strengths, which leads to more effective communication between colleagues and managers” (ibid). As a result, Belbin’s theory does not only increase team productivity but also makes employees feel valued as they strive to make a difference in their workplace. Similarly, we applied the team role behaviours (resource investigator, team worker, coordinator, plant, monitor evaluator, specialist, shaper, implementer and complete finisher) to ensure the roles and responsibilities assigned to us complement our strengths so we can all demonstrate our full potential whilst completing our project. 
Personal Development Plan
	Upon reflection, I feel I was not as confident and did not always believe in myself and therefore, I could not demonstrate my full potential. I spent too much time being overly cautious which meant that it took me longer to complete the role and responsibilities assigned to myself. During the project planning and managing process, I noticed that I would seek assurance from other team members and this made it seem like I did not know what I was doing or I had little faith in my skills and knowledge. Thus, if I was to manage a project again I would try to have more confidence and faith in myself as that would allow me to truly learn what I can offer and the skills I possess. I would also push myself to take chances and risks as that would allow me to explore my full potential and whether I am capable of planning and managing projects. Hence, I would regard myself and my role as equally important as other team members and communicate more with my team so we can all identify our strengths and weaknesses. I realised that we were often working at different paces and that was because we were not communicating as much as we should. Therefore, communication is essential especially as each of our roles is linked to the other and so any shortcomings could threaten the performance and potential of the team. 
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