




Name: Rowshon Akter
ID Number: 1606038

Module Tile: Managing Project in the Organisation BMSK5004
Assignment Title: Assignment 1

[bookmark: _GoBack]Lecturer’s Name: Rexon Niting


Contents
Introduction	3
Theory behind project management	3
Qualities that make a good project manager	3
Importance of a well defined scope	4
The power of stakeholders	5
Communication between project manager and stakeholders and design team	6
Risk Management	7
Project management software	8
My project	8
Scope of the project	8
Deliverable and stakeholders	9
Work distribution and setting deadlines	9
Day-to-day project management	10
Sources of risk in redesigning a shop	10
My personal contributions to the project	11
Bibliography	12



[bookmark: _Toc532064530]Introduction
In this module we primarily studied project management. We studied concepts such as risk management, qualities of a good project manager, the role and importance of stakeholders, efficient ways of breaking down work, and many other key aspects of project management. This information was enlightening during the lessons as I learned many new things. The things I learned will also be very useful in my job.
The assessment criteria clearly specifies what is expected of us in this report and I have structured it to meet those requirements:
· The first section will be regarding the theories and principles of management we learned during the semester. It will be the condensation of the knowledge I acquired;
· In the second section I will apply the things I learned in class to an actual project that I might undertake at work. I will demonstrate how the principles of project management would be used in real life;
· In the third section I will talk about my discussions with colleges and classmates about how my project management could be improved. I will provide a summary of their the feedback I have received so far from colleagues and bosses on my project management skills.

[bookmark: _Toc532064531]Theory behind project management
In this report so far a lot has been said about project management but, what is a project? According to Cambridge Dictionary a project is a planned activity over a period of time and is aimed at achieving a well defined set of goals. (Cambridge, 2018). This definition is very broad an encompasses everything from a research project such as this report or a government plan such as Brexit. 
A business project in particular will have a few key features in it:
· A well defined scope;
· A written set of deliverables;
· Stakeholders;
· Work distribution strategies;
· Cost management;
· Time management;
· Risk management;
· Quality management;
· Project monitoring and control;
A good project manager should have a working understanding of how to balance all these requirements and when to make concessions as needed. 
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A good project manager is a good leader who can also take lead in technical work. A good project manager should be able to grasp the technical details well enough to make informed decisions using information that different departments prove him. (Benedictine, 2018)
As a good leader, a good project manager should be willing to take ownership of the project. This is specially true when things go wrong. Stakeholders will not blame individual team members, rather the blame will be directed at the project manager as they are likely to be the main point of contact for the stakeholders. 
They should also plan their subsequent actions ahead of time. Allowing them time do develop solutions for when things go wrong, instead of developing solutions after something has gone wrong. This will be further discussed in risk management section. 
They are the person who the team and investors are most likely to look to for leadership. Due to this they need to know how to motivate the team and inspire confidence in the investors. How a person achieves this varies according to their personality traits, but generally they will have a strong decisive presence. They will be able to take a decision and persuade others to align with it.
Lastly but not least, they are expected to be very good communicators. Project managers are rarely involved in the detailed technical development of a project, instead managing it from higher up position and relying on their subordinate team leads to handle the detailed design. But, to tell their vision to the team leads they need to have very good communication skills.  (Gray, 2018)
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A scope is a summary of what the stakeholders or clients will be given by the design team. The final product is often called the deliverable. A scoping study will define what is to be provided in the deliverable. 
In a professional business setting a scope is a legal contract that binds the team and client/stakeholder. Often changes in scope can lead to change of the cost of the project or increases in delivery time. It is therefore very important to clearly define and agree a detailed scope with the clients before starting a project. (Alan Boyd, 2011)
The following are the main contents of a scope:
· a clear definition of the project objective;
· a list of the deliverables for that project. Typically this would be the production of a report, product, drawings, etc;
· deadlines and milestones that are expected from the design team;
· estimates of time and money costs;
· technical or legal requirements of the project. This could be for example minimum structural requirements, or being compliant with data protection laws;
· limits on what to expect from each party and clear written statements of any exclusions from scope or things that are not to be expected of the design team. For example, the omission of travel to international locations for meetings;
· agreed protocol to follow if the scope is changed at a future time;
· agreed protocol to follow should either party fail on their obligations set in the original contract;
It is very important that the design team is clear on what the client wants. Likewise, it is also important that the stakeholders are aware of what deliverable the design team is developing. Often, the best practice is to the have meetings at certain times during the project to make sure everyone is in agreement and in line with the scope. 
To make sure the project is being developed in line wit the scope, the meetings can be used to provide measured and detailed results achieved to date alongside providing the stakeholders a clear indication of who is responsible for which deliverable. This allows questions to be addressed directly to the person in charge. This role is most likely to fall to the project manager. 
Once the project is ongoing, the manager needs to keep track of three important constraints. One of this scope and the other two being time and cost. The balance of these three will determine the quality of the project. 
This can be achieved by a good strategy for scope management. This involves detailed personnel handling by the project manager by using work breakdown structures (WBS). WBS would be used to delegate tasks to everyone in the team as well as assessing risks associated with any of those tasks not being completed on time or completed to poor quality. A WBS can also be used for estimating human and capital resources needed for the projects. Once all the necessary and auxiliary tasks have been mapped on a network diagram, costs can then be associated with each task. A network diagram for a project could be drawn using a Gantt Chart or a Critical Path Analysis. (EU, 2014)
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Stakeholders are defined as anyone having an interest and or being affected by the project. For example, in the governments Brexit project every person living in the European Union and to an extent everyone in the Planet is a stakeholder. Everyone has and active or passive interest and is affected in some way by this monumental project. (Investopedia, 2018)
There are varying degrees of stakeholders. They can be classified as:
· key stakeholders;
· primary stakeholders; and
· secondary stakeholders;
In the example above, the key stakeholders would be British citizens and members of parliament who have a say on what is to happen with the project. 
Primary stakeholders would be all the European citizens living in the UK as any decision regarding their rights will affect how they live. 
Secondary stakeholders would be people from outside countries who might consider moving into the UK or doing international business with the UK. (Gov, 2018)
In business projects involving a variety of interested people, it is often recommended to carry out a stakeholder analysis to determine which stakeholders have most power over the projects. For example in rebuilding a road the stakeholders would be the local council and the people living in the vicinity of the works. In such scenario an analysis would reveal which stakeholders interests have greater value. For example, can the council justify the disruption to the neighbourhood or do the residents have more power over when and how the works are carried out. In this scenario what is necessary to one stakeholder could be seen as unnecessary to the other and lead to a conflict of interest which could slow down or stop the project altogether.
In more complex cases, in an industry such as finance or Hollywood, the border between the different levels of stakeholders can become more difficult to distinguish and the conflicts of interest can be much harder to remedy. 
The characterises of stakeholders can be better analysed using an importance/influence matrix. An importance/influence matrix distinguishes between stakeholders who have an interest in the project and those with the power to significantly affect it.
Lets use the Brexit model to analyse the stakeholders using an importance/influence matrix 
	High importance/low influence

These are EU citizens who’s livelihoods are at risk but have little say in the matter.
	High importance/high influence

These would be organisations such as large companies who are heavily invested in trade

	Low importance/low influence

This would an example of an American citizen working in the UK.
	Low importance/high influence

These would be British citizens living remote areas not significantly affected by intercontinental trade but galvanized by the media


Importance/influence matrix for Brexit
A good project manager should develop stakeholder engagement strategies to make sure that the opinion and impact of the project on all stakeholders are taken into account. This would ensure the least friction or possible legal action against the project when it starts. 
In addition to the importance/influence matrix, stakeholders can also be defined as:
· unaware, lacking information about the project;
· resistant, knowing about the project and actively against it;
· neutral, knowing the project but has no interest in it;
· supportive, knowing the project and supporting it; and
· leading, actively promoting the project;
A stakeholder engagement strategy should include ways to engage with the resistant stakeholders and mitigate negative influences they could have on the project. 
[bookmark: _Toc532064535]Communication between project manager and stakeholders and design team
The biggest threat to many projects is lack of communication or bad communication between the project manager, design team and the stakeholders. It is therefore for the benefit of the project that project managers be good at communicating the technical details of the project with the design team and explain those in simpler language to the stakeholders. (TeamGantt, 2018)
Some departments within the design team are by their nature difficult to understand, for example advanced software development or detailed risk calculations. These require a good level of coding or statistics knowledge to understand them at a professional level. A good project manager would be expected to sufficiently familiar with his field to understand such concepts. The project manager would also need to further explain these technicalities, often to significantly less technical people. 
The communication process in project should be managed for greater efficiency during the length of the project.  This involves:
· having a communication plan - knowing what information to provide to whom at which time;
· distribution of information - making sure that those who need it are given the relevant information within an acceptable time frame;
· version tracking - often information regarding a task might be given out during various performance reviews. For large projects it is important to implement a version control;
· finalizing information issues - the many issues of information should be finalized in one document at the end of the project such that a clean and easily accessible source is available for the relevant stakeholders;
A typical project manager could spend as much as 90 percent of their time simply talking to people. It is therefore crucial they make the most use of this time to transmit information as efficiently as possible. Some common characteristics of a good communicator are researching on who they are going to communicate with and try to conform to their preferred communication styles. 
Alternatively, when giving presentations the project manager would have to adapt their communication style to suit the majority of the audience. This can be achieved determining if either formal or information communication styles would be best received, presenting the key information first and making good use of different mediums such as slideshows/videos/models.
It is also important to set an appropriate environment before giving bad news such as delays or complications with a project. For example, if positive progress is followed by a few delays stakeholders are likely to be less distressed by the news. 
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Risk management in simple projects can be predicted by the project managers personal experience or a decent amount of sensible thinking. However, in larger projects the complexity of risk management can be exponential. (Ray, 2017)
The average person can easily overlook the need for a factual and numerical risk analysis in a project. However, on larger projects this would be a key requirement for the insurers of the project. In fact, there are MBA programs offering specialist training in numerical risk management. 
The benefits of carrying out detailed risk management studies include among others:
· minimizing the number of surprises;
· providing advance warning of things that could go wrong;
· reducing the chance of project cost overruns;
· reducing the chance of project delays;
Avoiding a risk analysis is comparable to walking down the stairs without the lights on. The person has an appropriate idea of where the steps are but does not account for recent changes such as loose carpet of wet floors. A risk assessment reduces the chances of mishaps. (HSE, 2018)
Risk is generally given a negative meaning in our daily lives. However, if managed properly, detecting risk at a distance can provide with opportunities to a product better.  
A mistake that businesses do is to only assess risk in a way to avoid them. Recognising opportunity in risk requires a thorough analysis of each risk found in the original study. 
Another concept that should be kept in mind when carrying out a risk analysis is how it scales with resources used:
· risk neutral - some risks are proportional to the resources it takes to mitigate them.;
· risk adverse – some risks take less resources to mitigate compared to the potential reward;
· risk loving/seeking – some risks take more resources to mitigate compared to the potential reward;
[image: Resultado de imagem para risk utility curve]
Risk aversion curve, adapted (Williams, 2018)
The key thing to take from the above graphs is that although risk management is important, it is also important to not overdo it. Otherwise, the benefits gained by the mitigation will neutralized by the resourced used to mitigate the original risk. 
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There are key stages to project management and for simple projects with few stages and spanning no more than a few weeks, things can generally can be managed by one person using a handbook approach. However, for most real projects that span years and involve over thousands of steps and thousands of individual team members, specialist project management software are needed. 
In previous sections critical path methods were suggested to build a project diagram. However, once more than a few dozen tasks or steps are involved the complexity of this method will grow exponentially and would require a lot of effort. Likewise with Gantt Charts, if they are stretched out over a very long time with many activities and stages software help is needed. 
Software also can minimize the complexity of risk analysis significantly. 
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I have been working in retail for the past few years. It would be good practice for me to apply this knowledge of project management to my current work. In this section I will attempt to apply the principles described in the previous section to a project currently being undertaken. 
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At work, I have a semi managerial role. It is a small high street retail shop where I work alongside the store owner and manage my branch.
Over the past few months the owner and the store managers in other branches have been considering undergoing a medium scale re-design of the shop. The current layout and decoration is not much in line with interior design trends. 
We hosted a small meeting where we defined the scope of the renovations. It was decided that the budged should not exceed 10’000£ in each shop and that any works would have to be completed before busy seasons. For our retail specialization, busy seasons are religious or cultural festivities such as Eid, Diwali, etc. 
Individual shop managers were given a limited freedom on the detailed visual merchandising that was to follow the redesign. However, the general colour scheme and primary features such signage and furniture design was to be maintained identical in all shops. This was part of our effort to strengthen our brand image. 
Changes to infrastructure such as plumbing or heating was excluded from our scope in an attempt to save money. Only if changes to infrastructure were required by law to comply with regulation, would they be considered. The objective was a face lift, not a rebuild.
Lastly, another primary objective was to keep the stores open during the works and any work that needed the store to be closed was to be carried out in out of work hours. 
These were the key points of the scope we agreed with the building company. 
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The deliverable in this project was the redesigned shop units. However, for ease of management of workflow we divided the shops into subsections that were to be worked on one after the other. For example, small shops were broken down into 3 sections: the rear back of house, the right side half of the sales floor, the left side half of the sales floor. When one section complete the other could begin, this we allowed for intermediate deliverables to be set at quality control could be carried out at multiple stages and not at the end of the redesign. 
The invoices would also be paid per deliverable. This further aided the quality control process. 
The benefit of having the deliverables structured in this manner was the reporting to the stakeholders. In this project it was a bit strange as I the project manager for my branch were also a stakeholder in the project. The quality of the redesign would have an impact on my future visual merchandizing.
The key stakeholders however were the owners. Some of our regular clients were also aware that some change was ongoing, but the majority were not the least interested. Also, luckily for us the changes were not significant enough to require involvement from the council, this allowed to remove one low interest, high influence stakeholder from the matrix that could had seriously hindered the project.   
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The project would involve primarily two teams, the retail staff in each shop and the builder assigned those respective shops. The retail teams would be responsible for clearing and providing a clear line of separation between the subdivisions of the work areas in the shop.
It would then be the responsibility of the builders team to provide adequate separation between the active trading area and the construction site. This separation would have to keep both sound and dust out. 
To avoid everything being rushed at the last hour before the building team showed up. I decided to assign someone to clearing stock from the next work area during slow business hours. This allowed to distribute the task of relocating stock over a few weeks without major interruption to the business and without undue to stress to the staff. 
To avoid chases with any busy periods we made sure and checked the calendar to have at least 3 weeks from the estimated day of completion and the start of a busy period. 
The work on my side of the projects was not very complex and simple handbook methods to keep track of dates and who was doing what was enough. 
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The daily activities included among other checking up and making sure the staff were progressing with their tasks in a timely manner. For example, there would be occasions when a staff member would be off sick and I had to delegate the missed out work to someone else. This usually did not cause significant issues with the work breakdown schedule, as mentioned before the complexity of the project was limited. 
The daily management also included communicating updated and any changes in schedule to the building team. For this I had to make changes to how I communicated with them. With my retail team communication was mostly done through an announcement board in the staff room where we’d lay out what each person is to do that day. However, this was not practical with the building team. Furthermore, the building team were people from a different industry where much of communication was done face to face and often with very little notice. Such as, a worker painting the walls might be asked to help fix some scaffolding the next moment.
When needing to communicate the building team I would often need to shout at them as their work environment was very loud and was often disorganised. Another lesson for me was that they forget things quickly, so if I needed them to clear up an area I would often have to go back and check on them many times. 
Delegating tasks in-between and managing both teams was a significant learning curve for me.
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A major risk that I had to consider was the risk of the builder breaking something while working or uncovering some past defects from when the shop was built that would be required by law to fix in the present. Either of these conditions would massively increase the cost of the project. 
To manage the risk as best as possible, I made a list of the things that could possibly go wrong. Among some of these were; 
· mistakes by the builders leading to further work;
· finding problems with the building that are required by law to be fixed;
· staff being absent during building period and leading to delays;
· unforeseen circumstances such as other construction works in the street that could affect us;
For a simple project such as this I saw no reason to use the kind of mathematical risk management techniques we learned about in class. Instead, having an approximate idea of how likely each was to happen and how much each risk could cost seemed to be sufficient. 
If three were delays due to bad work by builders, that would be an easy solution. Terms in the contract made them responsible for most losses to business. 
In the event irregularities with building codes were found, this could be forwarded to the insurers for them to pay for. We had increased our insurance cover before the works started to account for this possibility. 
Absent staff would simply have to be doubled down on the next working days to cover for lost time. There were no clear fixes for this. 
Other unforeseen circumstances would have to either be dealt to via insurance or be paid of pocket. 

[bookmark: _Toc532064544]My personal contributions to the project
On subsequent meetings after the completion of my project, the owners and other branch managers gave general comments on how well the redesign was managed. We do these kinds of peer review as standard. In these meetings I was given a mixture of praise and criticism on things they’d expect me to improve for the future. Among some of these feedbacks was:
· my issues working with people from different professional background – I mentioned this in the previous section, often I would have to shout at to get the builders attention. My colleagues pointed out communication with strangers is something I should improve as a project manager;
· my difficulty in making mathematical risk calculations such as a basic tree diagram – these methods for risk management are something I had not come across before. However, some of my colleagues knew of this and used when project plans. Some of them have volunteered to teach me some of these skills. I will also make an active effort to better understand risk management mathematics.
· I was praised on overall handling – this was the first time I had managed a redesign project where multiple professional teams were involved. What my colleagues told I had done was showed motivation to try my best to stay ahead of both teams and always try to predict what could go wrong and as result I always had some level of solution when problems came.  
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