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Introduction:

This paper it is a case study report about project planning, structure of a project and the importance of a project plan. There will be a description of the steps that are followed, the challenges and the issues that may arise during the allocated period for the project. Moreover, in this paper will be what actions will be taken if the deadline is missed or if the team is not engaging as they should.
For this project I am choosing to write about the ‘’Christmas preparation’’, at the organisation I am working for, Sainsbury’s. Christmas as any other holidays will need extra time to prepare for and extra space for the items that are going to be sold for the holiday. However not just the extra space and time is need but also extra staff to work and complete the task in time. In order to finish the task in time there needs to be not just the plan for the project but also the appropriate resources to finish the project.
In this assessment I will have to critically asses my ability to manage a project, the plan and the steps that are followed and how the plan is going to be implemented, create a self-development plan. The outcomes at the end of this assignment should be the following;
· How to critically evaluate my ability of managing a project
· Plan the implementation of a project 
· Critically assess the usefulness of a project of appropriate complexity within a workplace
In this paper will be included the following indicative context:

· Project description
· Project sponsors, stakeholders and scope 
· Tools and techniques of project management
· Benefits of project management
· Project life cycles 
· Types of projects
· Risk management techniques
· Stakeholders analysis

Project description:
A project according to Wysocki (2009, pp. 5-8) must have a specific definition, if the tasks or the work does not meet the definition it cannot be called a project. A project has an order that thing is done, is unique and complex, has connected activities with one goal that must be completed by a certain deadline within the allocated budget and according to specifications. 
· Sequence of activity:
-this project as any project has several activities that must be completed in a specified order. To determine in what order things, must be done we have to think in terms of input and outputs. In this scenario the inputs will be the Christmas tree and decorations, wrapping, etc. While the outputs will be the items that are already in the dedicated seasonal aisle, usually is the Halloween decorations, all the staff must be taken off and rearranged in boxes or in different aisles to be reduced.


· Unique activities:
-the way that the items are being arranged in the aisles should be different each year, that’s why there is a team of people that are working to create new ideas on how the aisle should look like, and give it to the team that is going to realise the project.

· Complex activities:
-these activities are not just simple activities, there is a plan to be followed step-by-step.

· Connected activities:
-the order of the sequence in which activities that are making up the project must be completed, is considered that they are connected due to the activity between the output and input. In this project we cannot start making up the new seasonal aisle until the Halloween decorations are being removed from there.
· One goal
-any project must have one goal in this project the goal is to finish arranging the aisle before opening time on the day of 2nd of November.
· Specified time
-every project has a specified competition date, on ours is the 2nd of November before 8 am. This project only takes one day and one night or just the night, depending on the size of the store.


· Budget
-when it comes to budget is not only about money, is about the amount of people included in the team, machines and any other resource that is needed while working on this project.
The challenging part in this project is that not many people tend to say yes to work on this project as there is a plan to be followed and there is the limited time.  Sometimes the space can also be limited and the input to be extra.

· According to specification
-the management when giving out the project is expecting a high performance and quality. If the project is not meeting the expected quality, then the sales may drop.
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Figure 1-1 Direct project goals-performance, cost and time (Meredith, J. R. & Mantel, S. J., p4)

Project sponsors, stakeholders and scope 

The project is sponsored by the organisation, Sainsbury’s, the stakeholders is everyone that has an interest in this project, managers, staff, customers, etc. 
 According to Wysocki (2009, pp.9-11) the scope is actual a ‘’Scope Triangle’’ and has five constraints in each project:
· Scope
- The purpose of the scope in a project is to define the boundaries and it tells us what to do and not to do. For this project the scope is to follow the planogram and to make a change to the shop, to look festive while bringing joy to our customers

· Quality

-there are two types of quality: product quality and process quality. The product quality is based on what the items will be made of, also the product-price comparison, while the process quality is the project itself, is focusing on how well the process works and what improvements can be made during this process.
· Cost
-the cost can variate depending on the project, however within this project the cost is already set it before the plan is yet to be implemented, the cost for this project is the working hours paid to the team, tools and the items that are going on the shelves to be sold.
· Time
-the time frame given for this project is short yet there is a lot of work that needs to be done, depending on the size of the store, it can take one day and the night or just the day. However, this needs to be finished before 2nd of November. The time is an important variable of the project as if there are any challenges to overcome the timeline schedule will be all wrong.
· Resources
-the resources for any project are made up from people, equipment, facilities, money etc. For this project the resources are the team chosen to do this task, the items that are going on the shelves and the tools required to change thing around to fit everything.
 In addition, we have the first version of the triangle that has been introduce by Dr Martin Barnes in mid-1980, his purpose was to highlight that the three primary objectives of the project, money, time, quality, are irrelated. 
Below we have some figures that shows us the first triangle and some derivates of it:
[image: ]

Moreover, Dr Barnes has changed the word ‘quality’ to ‘performance’, due to his own words:
‘’Quality’ implied little more than compliance with spec., but ‘performance’ I intended to mean ‘the project, on completion, does what it is supposed to do’. (source: quoted from private correspondence).


Moreover Lock, D. shares the factors for failure and for success. A manager of a project would consider a project successful if the task is finished on time, quality work and within the budget. These objectives, time, money and performance, are the main parameters to determine if a project was a success or a failure.  A project that is finished within the parameters, such as allocated time, budget and the required specifications, will bring to the contractor a good profit, good publicity and satisfaction.  However, if the project is not delivered in time and within the specified parameters, will lead to project failure.
Success and failure factors:
Beginning of a project is too early for anyone to anticipate if it will be a failure or a success. However, in its lifetime there is a moment when the foundations of failure or success are laid. Below, Lock, provides us the steps that can lead to failure:
· If the project scope, is not clearly state or understood
· Technical requirements are vague
· Budget, time or benefits are estimated or optimistic
· Risk assessment is not complete
· Inappropriate project strategy
· Insufficient funds
· Specified terms from the stakeholders are being neglected 
These are some of the factors that can predict failure or success of the project. Below is a figure for perception of the success or failure of a project in its lifetime:
[image: ]
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Furthermore, Lock, shows us the factors that can predict success or failure during the execution period of a project. 
When a project has been authorised the contractor and the project management are taking over the most responsibilities, which means that they play the most important role to make it a successful or not, project.  The success of the contractor and project manager will be judge by the three basic rules for a project management, time, budget and performance, however, there few more to add to the list:
· Good understanding of the project
· Good project strategy
· Strong support from the higher management
· Enough funds and other resources
· Technical competence
· Good organization structure
· Good project communications
· Well-motivated team
· Quick and fair resolution of conflict
The project management must understand these objectives and how they interrelate to each other in order to deliver a good project.

Tools and techniques of project management
Project management (PM) tools are enabling devices that assist a project to reach its objectives and goals. (Russ, J.M., Dragan, Z.M).
Moreover, Russ and Dragan add that the PM tools serves a high purpose, such as:
· Increase efficiency of the project players
· Provide right information to support problem-solving and decision-making process
· Establish and maintain alignment among business strategy, project strategy and project executions outcomes
Project management tools support the practices, methods, also enabling devices for players of the project, from project manager, specialist who make up the project team, executive leadership team and governance body. They, PM tools, can be either quantitative or qualitative in nature. When constructing a PM Toolbox should be done systematically, meaning that PM tools are a vital part of an organization’s overall project execution mechanism. aligned to company strategy to be most effective. Below is an example of toolbox:[image: ]

Moreover, when it comes to historically terms the project management and strategic management functions and processes of an organization have been defined and performed as independent entities, each one with their set of activities and rules. However the organizations had come to understanding that no matter the time, money and human effort invested in refining and improving these independent functions and processes, it will not work and it will not  be any step closer to positive ideas for the business. 
Furthermore, the business leaders realised that these two, strategic and project management cannot longer be independent, if they wish to achieve their goals. Business leaders have understood that they have to integrate the so that the formation of strategy and the execution of strategy are tightly aligned, using Porter’s model, is a simple way to demonstrate at high level the alignment between business strategy, project strategy and PM toolbox deign.  
The success of the strategy lies in finding ways to create short-term as well as long-term growth and sustainability for a business.  Below is a figure example of the alignment of these three factors, business strategy, project strategy and PM toolbox. (Pinto, 1998).
 [image: ]

In addition Russ and Dragan, showed us how to build a toolbox for a project.  According to them a toolbox has two purposes, one to play a conventional role and to enable to reach the deadline of a project, second role is the new role they play, they serve as basic building block.  There are three steps to be followed, however each step contains small sub steps:
1. Secure strategic alignement
2. Customize the project management tool box (to be specific for a project or an organization)
3. Improve continousley 
Below we have a figure that shows the substeps that helps to complete the building of the toolbox:
[image: ]
Furthermore, we have a figure that visualize a strategy-driven toolbox:
[image: ]
Each curve in the figure shows four important points:
1. Project start
2. Time to deployment
3. Time to breakeven
4. Salvage point

 
Moreover, there are some options to help organise a toolbox, however, there are three options that are the most important:
1. By project size
                 -some organisations are using the size of the project as key variable when customising the toolbox. They believe that the bigger the project the more complex is to the smallest ones, the reason is that once the project is larger so does the activities, they increase. 
Russ and Dragan provided us with a figure example, for project size:
[image: ]

2. By project family
-some organizations are using this option in belief that project families in this industry are quite unique to merit an industry-specific project family, methodology and toolbox. Often project families are defined by the uniqueness of the capabilities of the project.  We have a figure to show us how the toolbox can be customised by family: (Russ and Dragan)
[image: ]

3. By project type
-the two types of projects mentioned above are using one dimension each and are defined by novelty and complexity, the last one is using the both. Below we have figure to understand better the project type: (Russ and Dragan).
[image: ]
Furthermore, we have a figure example that explains how a strategically aligned toolbox should look:
[image: ]


According to Wong, Z. (2007), is that humans are the most important keys in building a relationships, teamwork and motivation. Moreover, Wong agrees that in businesses today the emphasis is not on behaviour but on strategies, projects and timelines.  Moreover, Wong agrees that the dynamics of a project is determined by project’s strategies, workplan, team process and behaviour, and individual human factors, however this are integrated components but operate in three different planes or spaces. 
Spaces is about the boundaries, first, the interaction of people and system occurs, second, people’s interaction with each other, third, and the last is about each team member’s inner self or personal where thinking occurs. [image: ]
Figure2.1. three spaces of project management.

Work breakdown structure (WBS): - dealing with a small project can be simple as only has 10 or 20 entries, but most of the projects have over a hundred entries and tasks, and some of these tasks before are done may have to go trough other different tasks. Moreover, before we start a project we have to get to know the definition of the project management, the first job as a project manager is to organize the task in a logical way that will allow the project to be finished in time and also will allow access to the team. 
WBS is the process when a project is being break down into manageable pieces of work, from which they can be shared to members of the team.

Devaux, S. (1999), wrote that: ‘’ If I could wish but one thing for every project, it would be a comprehensive and detailed WBS. The lack of a good WBS probably results in more inefﬁciency, schedule slippages, and cost overruns on projects than any other single cause. When a consultant is brought in to perform in the role of ‘project doctor’, invariably there has been no WBS developed. No one knows what work has been done, nor what work remains to be done. The ﬁrst thing to do is assemble the planning team and teach them how to create a WBS.’’
A work breakdown is it essential, logical and hierarchical tree of all tasks, for a project, in order to be completed.

Benefits of project management
The process of ‘’benefits management’’, has been seen the overall business process that fits the project in the business.  Furthermore, is deducted that benefits management is an integral part of the management of projects and therefore of project management and project lifecycle. (Melton, T. et all)
Dr Melton et all, agree that from previous project experiences, is clear that there is poor understanding of benefits management, within a project or organizational context. Furthermore, we have what benefits management will include:
· definition – working out what benefits types an organization or project is aiming to achieve. 
· specification – defining the exact benefits (financial and non-financial benefit metrics) which can be delivered as linked to an organizational activity or project. 
·  realization – the delivery of the benefits, either during or following completion of the organizational activity or project, as demonstrated through benefit metrics tracking.
 
Benefits management is needed as it helps the organization to focus on the limited resources such as: time, money, people.
For better understanding of benefits management, we must understand why good project management practices are needed, this is to prevent chaos at any stage of life of a project.  It is easy to react to the symptoms that typically are seen if project ‘’chaos’’ happens, some of the symptoms are the following:
· Project being delivered late or over allocated budget
· Poor quality, quantity and functionality 
· Project that does not meet the intended need of the organization
We must find the roots that are causing the problem and then the solution, there are many techniques to identify the root but the best one is the ‘’five whys?’’
1. Ask why? – at least five times
2. Each why- the cause becomes more specific and therefore actionable
3. Usually the first few whys will generate further symptoms
4. The third or four why will generate the cause
5. The fifth why will generate the root which requires a solution
Project benefits management can therefore be defined as a business process which links the reason for doing projects with the business impact from their delivery.


Project life cycles
The process of planning and delivering a project has typically been the bounded scope of project management. 

Lock, D. agrees that travelling around the clockwise will reveal several steps in the project lifecycle, there is an example below:
[image: ]
Moreover, Lock agrees that the project lifecycle starts and finishes with the customer. 

According to Melton, (2007), a project goes through four distinct ‘’value-added’’ stages. Each end has its own start point and finish point, and each has their own target, basic each stage can be considered a project within a project. Below we have Melton’s figure, the ‘’value-added’ example:[image: ]
1. Business case development: it is the project start point, usually start with an idea within the organization. At this stage the process should be challenged if it is the right project to progress.
2. Project delivery planning: this stage is about planning and management process are used to determine if it is the right project plan
3. Project delivery: this stage is focusing on delivering the project right.
4. Benefits delivery: this is the final stage, that integrates the project into business.
By following these four steps we can determinate if we are handling the project right and using the right tools.

Types of projects
Lock, D. provides us with four different type of projects, he believes that no projects are ever alike, even a repeated project will differ in one or more ways. [image: ]
Type 1: civil engineering, construction petrochemical, mining and quarrying:
This type of project is usually remote from the contractor’s head office and often they are open to public gaze. However, it incurs special risk and problems to the organisation as they may request massive capital investment and they need rigorous management of progress, finance and quality. Also due to the location, operations on the site can be hazardous so they need special attention for health and safety. Moreover, these projects can be too large and demand a bigger budget, some investors won’t risk merging the project.

Type 2: manufacturing:
The production of a piece of mechanical or electronical device it is a manufacturing project process. The final product could be built in such way for a customer only, however, there will be internal research and development projects for the product to be sold in all market sectors. The manufacturing projects usually take place in laboratory, factory or another home-based environment. The difficult part of these type of project is when the product developed and manufactured by a consortium of organizations and sometimes members are based in different countries. 
Type 3: IT projects and projects associated with management change:
These types of project prove that each organization, no matter the size, will need project management expertise at least once. These projects are used when organizations are changing their headquarters, develop or introduce a new computer system. 
Type 4: project for pure scientific research:
These projects are truly special, occasionally result in profitably discoveries. However, they can consume huge amount of money over the years and have no practical or economical results. Therefore, these projects have a huge risk as they attempt to extend the boundaries of human knowledge. Due to its nature the objectives for this project are hard to be determined.

A project not only has a lifecycle, but a history too. Lock reckons that some projects come into being gradually, and other fade lowly, this is the reason that we cannot know a precise beginning date and an end date. However, some projects can have dates between them, apart from the beginning and end ones, they are called ‘’milestones’’ or being identified as key events.
The period of beginning and end, it is called lifecycle, this event has three key players:
· The customer: or the client, it is the person or organization that has interest in buying the finished product and use it for its own business.
· The contractor: it is the person from the organization who must deal with all the responsibilities
· The project manager: it is a person employed, either by the contractor or by the customer, to plan and manage the project and deliver it in time according to specifications.

The project I am writing for is only a small one, Lock, has given a definition on small project lifecycle.  The small projects are the ones with short duration of time, does not need large amount of money and they can be straight forward. A small project can look simplistic but is not always, in this case to strip an entire aisle from the previous holiday decoration and dress it back with the new ones, following the plan and lead the team in such short time, can be difficult and lots of pressure on the team. 

Risk management techniques
Russ and Dragan agree that it is risky to develop a new project plan in today’s environment, without good management risk practice. This involves the risk-reward ratios and managing the risks associated with the project. When a project is initiated could lead to failure if we do not have the project risk in place. A project manager must understand the risks and contain them, however, without practice and tools, the project manager will be forced into crisis management activities, as problem after problem occurs, forcing the team to focus on each at the time. 
“If you don’t actively attack the risks, the risks will actively attack you.” (Gilb, T., 2005).  Risk management is a good practice that allows the manager to prevent risks to occur and put corrective actions in place. By understanding the risk management, a project manager will understand the amount of schedule and budget reserve.  Having a risk management plan in helps to establish the framework and methodology in which the team will identify, monitor and manage the risk.  The risk assessment plan must be developed at the beginning of the project.  Below is a figure example of the risk management:
[image: ]

Identifying a risk in a project plan several things must be considered, risks can vary across the project lifecycle, the risk level tend to be higher at the beginning, as so much is still left to be learned. Later the team starts to know the plan better, so the risks are lower. 
Risk assessment is beneficial for any project plan, as it helps identifying and monotonizing the risks, and heling the project manager to respond calm and systematically to the risks.  Also, when a risk assessment is in place, the project manager by following it will build his confidence, among the stakeholders showing that their interests are guarded. Moreover, a risk assessment will be beneficial for future project plans, as it offers opportunity to practice and to learn key skills. 
However, it is best to have a list identification checklist, the step to start with is by identifying the all the events that could occur during the lifecycle of the project. The risk assessment is not one-time process, it will occur during the project cycle, as risks can arise at any point. The checklist will be unique to each organization, as it each organization has its own environment.


Stakeholders analysis
A stakeholder it is identified as a person who has vested interest in the outcome of a project. Also, it could be anyone who can influence positive or negative the outcome of the project, in the eyes of a project manager.  Stakeholder management is a process where a manager can increase the acumen in managing political, communication, and conflict resolution of its project, to manage positive outcomes. 
 Stakeholders are not all the same, they have their own expectations, opinions, priorities, fears, etc., and many times conflict with each other. There is when we have a challenge, this is to find a way to manage efficient the cast of the characters in a way that is not consuming, and create a way that can strike a balance between their expectations and realities of the project.
Stakeholders analysing plan, usually determine what type of influence had, each stakeholder on the project plan, such as power, control of resources, possession of critical knowledge, etc.
Stakeholders analysis is about sense making, by understanding significance of the information gained about the various project stakeholders. The significance of the information is used to develop a strategy for engaging and managing the right set of stakeholders. Those are the ones who have the power and influence to affect the outcome of the project. 
Below is a figure to help us to understand why choosing the right stakeholders is important:
[image: ]

In each project, the manager will benefit if they use a stakeholder management plan, as it is a critical tool for developing an effective stakeholder strategy.


Conclusion
A project manager has to have the right skills to develop and follow a plan, he must have the confidence and power to lead a team, in order to get positive outcomes from the project. Also, each stakeholder have to find a way to share their experiences and get along to finish and deliver the project in time. It takes a lot of hard work, passion and desire of continuous development to be a good project manager and to have positive outcomes. However, without a good project plan, good team and necessary tools, a project manager will never take to an end a good project and it may end up with failure.
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Figure 2.2 Barnes’s original triangle of project objectives and some derivatives
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