
Project management Tools and Techniques


Managing Projects in the Organisation
BMSW5104


Cristian-Marin Pena
1908795




June 25th, 2021
Executive Summary

The purpose of the report is to critically analyse the project management tools and techniques that can be used when managing a project, demonstrating the researcher’s ability to implement a project and highlighting methods of maintaining engagement, consistency, and progress of the project.
The report will focus on Project Management, introducing and critically analysing the Project Life cycle and the four phases that it is divided into, explaining the importance and benefits of the Initiation phase.
The report will continue with the Planning phase, analysing its importance, the tools that can be used to ensure a successful project planning, Quad chart and Stakeholders analysis, as well as exploring the benefits and limitations of the tools.
During the Execution phase a series of essential activities will be provided, and the Work Breakdown Structure, Gantt chart, and Network Diagram tools will be critically analysed.
The Closing phase, using the Risk Analysis and Iron Triangle tools for monitoring and evaluating the progress of the project, will underline the task that the project manager will undertake, ensuring successful closure of the project by confirming the achievement of the desired deliverables.
















Introduction 

According to Oxford Languages (2021), a project can be defined as an individual or group work that is planned in detail to achieve a specific goal.
The Project Management Institute (2021) states that a project is a temporary work created to deliver a unique product, service or result, and managing a project refers to the use of knowledge, skills, tools, and techniques for the project activities to match the project requirements.
Managing a project results in a series of processes that can be divided in five phases, such as Initiation phase, Planning phase, Execution phase, Monitoring and Evaluating phase, and Closing phase (projectmanager.com).
As requested by ‘Managing Projects in the Organisation’ module, as part of University of Wales Trinity Saint David, the researcher was part of a group where all team members created a group presentation demonstrating project management of ‘Skills for the Workplace’ program, highlighting the appropriate tools and techniques used and looking at various elements including stake holders, project communication methods, the project life cycle, and risk management techniques.
The group was formed according to the strengths and abilities of each group member by using Belbin Team Management model, highlighting the right tasks for the right individual.
The repot will explore and analyse the tools and techniques that can be used when managing a project, ensuring engagement, consistency, and progress regardless of the challenges that can rise in the process. It will focus on the project Life cycle structure, critically analysing each phase of the project, starting with the Initiation phase, where groups are formed and tasks are being allocated, continuing with the Planning phase, where the Quad Chart and Stakeholder’s Analysis tools will be critically analysed, the Execution phase, where the Work Breakdown Structure (WBS), Gantt Chart, and Network Diagram tools will be discussed in detail, followed by the Monitoring and Evaluation phase, where the Risk analysis and Iron Triangle tools will be explored, and the team performance as well as the outcome of the project will be evaluated.









Main findings

Structure in the Project Life cycle phases
Nediger (2019) states that the Project Life cycle is a four-stage framework that has been created to help managers work on their projects successfully from the beginning of the project to the end, through a series of steps that are very easy to follow. It is a tool that helps improve the communication between the people working on the project and the stakeholders, makes goals achievable with the resources available, helps reduce the risk, and maintains the project in the right direction.
According to Naybour (2020), the Project Life cycle tool comes with a series of benefits, including:
· Providing a structure for the project delivery, by allowing each member of the team to monitor the progression of the project and identify possible issues linked to the deliverables, and having specified activities for every phase, and tasks assigned to every member of the team
· Improving communication between team members, by defining roles and providing a plan for the project, assigning tasks according to each phase, helping the team members understand what needs to be done, and avoiding waste by identifying the resource requirements
· Ensuring a progressive evolution of the project, by monitoring the project through the Project Life cycle phases, allowing group members to identify the areas that need focusing on, which will refine the plan in more detail
· Enabling structured reviews that support governance, by allowing the project manager to plan completion of reports that will support reviews, increasing quick decisions, and increasing the stakeholder’s confidence in both confirming early success and viability of the plan
· Enabling progress to be tracked across the organisation, by allowing the project manager to monitor the progression of each phase and identify the completion of each phase.
Adhikari (2018) states that the Project Life cycle shows its efficiency if the following characteristics are met:
· Consistency, where specific standards need to be met, consistency at all phases maintaining the quality of the project
· Flexibility, as it may need to be amended depending on the nature of the project
· Transparency, being the most important characteristic of the project and required at all Project Life cycle phases, needs to be maintained especially during the resource planning, and helps reduce and avoid conflict in the project.
Adhikari (2018) argues that, regardless of the characteristics, the Project Life cycle comes with a series of limitations, such as:
· High cost: conducting and ensuring the details of all phases can increase the cost
· Complex: the Project Life cycle tool can make the project look complex, as a result of the increased number of steps and tasks that need focusing on, and it can create a stressful environment
· Lack of creativity: the Project Life cycle can repress the creativity through deadlines, stressful environment, and defined activities and procedures.

Phase 1 - The Initiation Phase
Nediger (2019) states that the Project Life cycle starts with the Initiation phase, where clients and stakeholders are met to discuss their goals, motivations, and visions for the project. The stage involves research, discovery, and discussion, and very little detail planning.
According to Nediger, the Initiation phase includes four major steps that prove to be essential for the project management:
· Identifying project’s objectives and deliverables
· Highlighting project’s risks, dependencies, and priorities
· Establishing the project scope, according to the deadlines and available resources
· Submitting a project proposal, represented by a report that shows the goal, scope, requirements, budget, participants, and deadlines of the project.

Phase 2 – The Planning Phase
The planning phase represents the second phase of the Project Life cycle, being an essential stage to focus on when managing a project, representing the core of the project activity cycle. It coordinates the stakeholders when starting a project, highlighting the requirements, the outcome, the documentation, and the timetable (Coventry University, 2021).
According to Alexander (2018), the Planning phase represents the part where individuals working on the project create a plan that details the implementation and closure phases of the project, allowing individuals to manage the time, costs, quality, risks, and changes.
HBR Editors (2016) states that the Planning phase involves tools that can be used by individuals when planning a project. The tools that the report will focus on at this stage are the Quad Chart and the Stakeholders analysis.

Quad Chart
A Quad Chart is a simple and effective tool used to plan and communicate the focus of the project, and it is represented by four quadrants that state the aims and objectives, the stakeholders, the outcomes of the project, and the methods for measuring the success of the project (Chegg Study, 2021).

The group that worked on delivering the ‘Skills for the Workplace’ program has been able to create a Quad chart that helped them successfully identify the complexity of the project, as following:
· Aims and Objectives: employ new members of staff, offer support for Skills for the Workplace, recruit applicants, help local community, discover and promote talented individuals, deliver diversity, and encourage self-awareness
· Stakeholders: team leading the project, University, individuals showing an interest in the programme, Local Community
· Desired Outcomes: teach and improve skills for the workplace, discover talented individuals, increase the number of employed people, recruit talented individuals to join the team
· Measure of Success: feedback from audience, increased number of candidates, increased demand in delivering the programme.

Stakeholders Analysis
A Stakeholders analysis is represented by the process of identifying and grouping individuals in accordance with their level of participation, their interest they have in the project as well as their influence and discovering the best method of involving and communicating with them (ProductPlan, 2021).
According to Frick (2019), the Stakeholders analysis tool comes with a series of benefits for the project, such as:
· Education, as interacting directly with the stakeholders allows managers to learn the stakeholders’ perspective as well as providing new insights of the product, ensuring a competitive advantage
· Effective decision-making, as the information gained may trigger new ideas that can be put in practice through better informed decisions or reinforce decisions that have been made already
· Trust, as being transparent will show stakeholders that their perspective are valued, building their confidence toward managers and organisation, and rebuild trust after a crisis when there are confident that they are involved
· Cost savings, as by engaging stakeholders the chances of a project to be finished on time are increased
· Risk management, a stakeholders can have a significant contribution in identifying the possible risks before they become threats to the project, decreasing the costs along the way
· Accountability, by involving groups and individuals, also showing the importance of being transparent.
Leonard (2020) argues that the Stakeholders analysis comes with limitations as well, such as:
· The analysis must be performed regularly to be relevant
· It is impossible for individuals working on the project to satisfy all requests of all stakeholders
· Sometimes stakeholders can be focused on their own interests, and may not act in the company’s best interests, blocking the progress of the project.
In the process of delivering the ‘Skills for the Workplace’ program, the team working on the project successfully identified the individuals and organisations involved in the program, as following:
· Applicants, with a high level of importance, the team’s perspective being to recruit and inform applicants about the course and benefits, and inform applicants about the locations the course will take place, by advertising, informing about the recruitment process, and provide information about the course and student finance
· Team members, with a high level of importance, their perspective being teamwork, collaboration, assistance, and conducting project activities, by keeping each other informed, allocating tasks, and supporting each other
· Local community, with a medium level of importance, the team’s perspective providing information about the course and benefits, recruit individuals, and discover talented individuals, by providing information about the course and student finance, inform about the recruitment process, and encourage local community to pass the details of the course to family and friends
· University, with a high level of importance, the team’s perspective being to inform applicants about the university location, history, and people who work with or for the university, and present benefits of studying at a specific university, by advertising, keeping the university informed about the recruitment process progress, contribute to the continuous progress of the university by continuously recruiting individuals, and keeping each other informed.

Phase 3 – Execution Phase
The Execution phase, representing the third phase of the Project Life cycle, is the stage where all the tasks detailed in the previous phases will be executed, requiring good management and budget (Neumeyer, 2021).
According to Luijbregts (2020), there are a series of activities that will take place during the Execution phase, including team meetings linked to the project status, Committee meetings, assigning tasks and reviewing progress, and updating project products.
The third phase includes three tools that will help the team working on the project to complete the stage: Work Breakdown Structure, Gantt Chart, and Network Diagram.

Work Breakdown Structure (WBS)
Cohen (2018) states that the Work Breakdown Structure tool is a hierarchical structure executed by the individuals working on the project to achieve the objectives and desired deliverables. It is a tool used to break down complex activities into smaller, more manageable tasks, and it is represented by four characteristics:
· Hierarchy: every secondary level has a strict hierarchical link to the primary level, the sum of aa secondary elements resulting the primary element
· The Total rule: every level of decomposition must equal the total primary level
· Mutually exclusive, reducing miscommunication and duplicate work
· Outcome focused, focusing on the result instead of the actions needed to achieve the desired results.
In Cohen’s opinion there are several benefits when using the Work Breakdown Structure, such as:
· Project schedule, the tool being the foundation of the project plan and budget, helping the team to use resources and set deadlines easier
· Accountability, individuals assigned to a specific task being wholly accountable for its completion, reducing similarities in responsibility
· Commitment, resulted from individuals being responsible for a specific piece of work
· Reduces ambiguities, encouraging dialog between manager, team working on the project, and stakeholders, by involving all of them in the project.

Gantt chart
According to Meardon (2021) a Gantt chart is a tool that showcases a project plan, including a left side highlighting a list of tasks, and a right side highlighting a timeline linked to a schedule, as well as milestones and dependencies between tasks. The tool can be used for:
· Building and managing a comprehensive project, dividing the work into smaller, more manageable tasks
· Determining logistics and time dependencies, as if a task in not finished on time the dependent issues are automatically rescheduled
· Monitoring the progress of a project, helping individuals to adjust the plan as it is being executed.
The benefits that can be identified when using a Gantt chart are improvement of team productivity, resource planning, helps manage complex information, highlights project requirements, monitors the project’s progress, improves team communication, identifies task dependencies, avoids work over-load for employees, and improves time management (ntaskmanager.com).
Aldena (2018) argues that despite of its contribution to the project’s success, the Gantt chat comes with a series of limitations, as following:
· It is difficult to prepare the work fast without the required software
· Creating a complex schedule results in difficulty in seeing all the tasks
· Creating activities and activity links may be time-consuming for complex projects
· Difficulty in realigning Work Breakdown Structure activity levels.

Network Diagram
Verma (2021) considers a Network Diagram as a graphical representation of project including boxes connected with arrows that show the links between the project tasks, and As a manager, before crating a Network Diagram the dependencies need to be analysed. The tool’s goals are to identify risks, to identify activity interdependencies, the project structure and progress, project workflow, and the documentation.
According to Kukhnavets (2020) the benefits of a Network diagram are:
· Combining the required activities for a successful completion of the project
· Highlighting critical tasks to avoid delays
· Assisting individuals or groups of individuals in setting timetables
· Helping create the most efficient team and manage budget.
Kukhnavets (2020) states that along with the benefits comes a series of limitations when using the Network Diagram, such as:
· The tool is costly and time-consuming
· The tool can be complex and easy to misunderstand
· The tool can easily be affected by external factors, such as weather.

Phase 4 - Closure: Monitoring and Evaluation
Pavlov (2019) states that Monitoring and Evaluation phase is the stage where the project manager will control the costs, communications, quality of deliverables and performance, and risks, ensuring that the project is progressing in accordance with the Planning phase schedule, including managing costs and resources, for the project tasks to meet the deadlines.
The Monitoring and Evaluation phase includes specific tools that individuals or groups working on the project can use to successfully complete the stage, such as Risk analysis and Iron Triangle.

Risk Analysis/Iron Triangle
Rosencrance (2020) defines the Risk analysis as the action of identifying and analysing possible issues that can affect a project. The tool can be used to anticipate and decrease the negative impact of certain factors or events, evaluate possible risks linked to a project before performing, anticipate and prepare for changes as a result of external factors such as new competitors or government policies.
Using the Risk analysis tool, the group working on ‘Skills for the Workplace’ project has successfully delivered the program, being able to anticipate and identify the risks and preventing them from becoming a threat for the project.
The Iron Triangle tool is a triangle shaped model that focuses on the three aspects of a project: Budget, Scope, and Time, Quality being in the middle of the tringle, and it provides a dynamic method of approaching project priorities (Villanova University, 2021).
Using the Iron Triangle tool, the team delivering the ‘Skills for the Workplace Program’ has experience the impact when focusing on one aspects has on the other two aspects.
In Goulden (2017) opinion, the phase will end with the analysis and assessment of the project, a project manager’s list being typically used, as following:
· All deliverables achieved
· Every project task has been completed
· Individuals working on the project have been evaluated
· Reports to key stakeholders have been sent
· Final evaluation linked to the project’s success has been performed.























Conclusion

The Project Life cycle is an essential tool when managing a project, improving the communication between people involved, making goals achievable, and preventing risks from becoming threats for the project.
The four stages of the Project Life cycle help individuals or groups working on the project to successfully achieve de desired outcomes from the commencing of the project to the finish.
The tools that can be used at certain stages help individuals and groups to divide the work into smaller tasks, ensuring that the result will meet the deadlines, increasing employee engagement and motivation, by growing a sense of responsibility and achievement.
Through Project life cycle the project manager will be able to monitor the progress of the project, identify possible issues that may negatively affect the deliverables, and assign tasks to every individual involved in the project. The project manager will also be able to identify the key stakeholders, therefore benefiting from their influence, budget, interests, and thoughts in regards to the project.



















Recommendations

Based on individual and group project findings, the following aspects are recommended:

· Improving skills as a project manager, including monitoring and evaluating individuals working on the project and project progress

· Improving communication between group members, and encourage feedback and innovation

· Improving digital skills and research methods, as well as the ability of sharing knowledge

· Based on Belbin’s Team Management model, developing Plan and Complete-Finisher skills
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