
 (
2020
)UNIVERSITY OF WALES TRINITY SAINT DAVID




MANAGING PROJECTS IN THE ORGANISATION






Student Name: Adelina Elena Hritcu
Student Number:1808624
Module number:BMSW5104
Lecture Name: Yajesh Kumar

Table of Contents

Project:	2
Techniques and Tools:	5
Work Break Down Structure:	5
Gantt Chart:	5
Critical Path Method:	6
Waterfall or linear Method:	6
Kaban Method:	6
Scrum:	7
Implementation Strategy:	7
Stakeholder Communication Plan:	14
The stakeholders emerging from Designing Department;	16
Stakeholders emerging from Testing Department:	16
Stakeholders emerging from Infrastructure development:	16
Stakeholders from Human Resources Department:	16
The Company Directors & Directors from Organizations with strategic alliance for this Project	17
The Abilities and Qualities of a Project Manager:	18



Introduction:
Project management is a process of achieving specific objectives related to any project, through defined tools, skills and methods. As for any management process, it includes planning, build-up, implementation and controlling(Harvard Business Review Staff, 2016). However, in the context of project management it has certain deliverables to be considered, for example defined timescale and budget. In addition, the nature of any project requires different techniques and unique tolls. If we break down the process of project management, it would be divided into five major categories. Initiating, Planning, Executing, Controlling and Closing. initiating is the initial process of any project, suppose when an organization decides to involve in any project, that decision is actually an initiating process of any project(Malsam, 2018). In the next phase, the planning process starts, it is mainly connected with the overall planning of Project. The overall planning includes every aspect of the project, planning of resources allocation, required human resources, deciding budget and breaking down the budget into the smaller segments, risk considerations and all the strategic decisions fall under the phase of Planning of Project management(Open Text BC, 2018). Then the process of executing starts, in this phase all of the ideas that has been charted out in the planning phase are executed. During the process of execution, there is the strong need for the controlling and monitoring of the project. As, the project manager has to identify and evaluate the process continuously to evaluate that if the project is as per the planning or if there have been deviations. In the case of deviations, the manager is expected to reconsider the planning and act accordingly. The, last but not the least, is the process of Closing, here the project is completed and the final report is prepared on the basis of overall evaluation of project and its profitability. The major factors that are key to the success of Project management are complex and depend on the nature of project. However, some generally accepted factors that can be considered as the base for the success of any project are deduced as, Integration, Scope, Time, Cost, Quality, Procurement, Human Resources, Communication, Rik Management and Stakeholder management. It is really important to consider the knowledge, skills and expertise in these areas before initiating any project.(The World Bank, 2018)
[bookmark: _Toc48550216]Project:
For this specific report I have selected the Case Study of Tesla Model 3. The report is mainly about the Project Management of Tesla Model 3, the report will discuss and provide an analysis of Project Management theories and tools in the context of selected project. The main objectives of the report are to highlight the usefulness of project management tools, the assessment of implementation strategies and the coordination and communication between stakeholders. Besides, the report will also discuss the role of project manager and what were the strengths of the relevant project manager based on the performance of the project. 
Every Project starts with Initiating, it could be said that the Model 3 was initiated in 2006, when Elon Musk revealed plans about the future models and mentioned Model 3 as the most affordable car for technology lovers(O'Kane, 2019). It was part of company’s strategic decision to introduce products starting from high price and then lowering the prices for new models. It was due to the Diffusion model of Innovation, which suggests that every innovative product has a life cycle of starting from Innovators, to laggards(Abudi, 2013). Roger, concluded that at the introduction of any disruptive technology only Innovators will buy it, which accounts for less than 10% of the population, than the early adopters will start to buy that new technology, after it the majority of population will start to purchase that technology, categorized as Early Majority and Late Majority which accounts for more than 70% of the population and in the last whichaccounts for less than 15%, laggards buy it. The first model of  Tesla, Roadster was solely targeted for Innovators, as it was high priced and produced in the low volumes, than Model X was targeted for the early adopters, which was priced at a medium value and also produced in normal volumes, than Model 3 was introduced, it was solely targeted at the early and late majority buyers, as it was priced low and produced in high volumes(Brown, 2016). Model 3 was the most selling electric car in the world in 2019, and more than 500,000 units were sold. Well, the imitating process’s requirement were already fulfilled, as per the target market, they have to increase their capacity and produce Model 3 in large volumes(Wikipedia, 2020).
So, the available information about the Project of Model 3 was that it was supposed to be produced in large volumes and the deadlines to complete product development project was mid of 2017. Keeping those things in mind Tesla started planning of Model 3. They had the time constraint of 10 years and the budget was divided into different segments. Let’s have a look on the product development of Model 3(Kane, 2020).
Product development of automobiles is a complex concept and involves multiple factors. It is not just about designing and developing prototypes. It includes Driving Innovation, Designing, Testing and Internationalization(Pisano, 2015). The Funnel model of Innovation is applicable on these product developments. The funnel model suggests that the development team should try to generate maximum number of ideas and screen out the ideas and sort out only related and efficient ideas. After deciding the product design and engineering the real job of project management starts, it takes into account multiple factors like, budget, time constraints, available resources and stakeholders. To address these complexities there are various tools and techniques available, that helps in planning and managing the projects. Let’s have a quick brief of it try to applicate it on the Model 3 Project.


[bookmark: _Toc48550217]Techniques and Tools:
The project management techniques are procedures and methods that supplement the project management and makes it easy for managers to handle the project easily. They can also be referred as road maps of the project.
[bookmark: _Toc48550218]Work Break Down Structure:
Work Break Down structure is a project management technique in which the whole project is divided into sub tasks according to its management requirement(WBS, 2020). In this method the managers break down the project and create sub projects and divide the workload and resources accordingly. It starts with the final project and then adding divisiblelayers of brief tasks.
Lets try to break down the project of Model 3 into sub tasks;
[bookmark: _Toc48550219]Gantt Chart:
Gantt chart is a visual representation of the tasks according to the time and scale of the tasks. It direct the team and provides the team and understanding and direction of the tasks. It also provide the managers an easeness in controlling and evaluating the project.
[bookmark: _Toc48550220]Critical Path Method:
The Critical Path method is a process and mehtod in which managers schedule the tasks accuratelty according ot time and dependency(Ray, 2019). It includes CPM, critical path method and PERT, Program Evaluation and review techique in its scope.
Important factors considered in the critical path method are, Shortest ammount of Time, Realistic ammount of time and the longest ammount of time. It is an effecitve method that help managers in time management of project.
[bookmark: _Toc48550221]Waterfall or linear Method:
This method is one of the simplest and oldest technique of project management. In this method the project is divided into five categories. The project starts from the Project Requirements and ends at the evaluation. The ideal and standarized steps followed in Waterfall method are, 
1. Project Requirement
2. Designing and Engineering
3. Implementation
4. Evaluation and Monitoring
5. Maintainance
[bookmark: _Toc48550222]Kaban Method:
Kaban is the simplest method of project management, the whole concept of Kaban depends on three categories(Digite, 2018). To-Do Task, Doing- Tasks, Done- Tasks. Its simple divide the tasks into three sets, the tasks that are still to be done, the tasks that are still in process. The tasks that are performed. 
[bookmark: _Toc48550223]Scrum:
It is one of the best techniques to handle the complex projects. In this method the team are expected to divide the project into small and divisible tasks and work collectively on individual task. It is called Sprint, during the sprint, the team work on an individual task and complete it before going for another sprint. It helps the managers to closely monitor the project and divide the workload accordingly.
[bookmark: _Toc48550224]Implementation Strategy:
Implementation strategy is the detailed decision making of the planned actions, it is mostly about how the tasks are carried out and it also requires reactional decision making if things goes sideways. A successful project manager always tries hard to organize and allocate scarce resources in a way that it does not compromise on the implementation plan, and it always take into consideration the deadline of it. Moreover, the detailed implementation plan helps the project manager in efficient reporting and coordination with the stakeholders. The purpose and benefits of the project implementation plan are the following;
· It ensures Successful completion and satisfaction of stakeholders.
· It helps in effectively initiate and carry out project.
· It helps in arranging and procuring required resources and keep a track of it.
· It also makes it flexible, and in case of changes in between the execution strategy the implementation plan helps managers to easily adjust to the new requirements.
· It helps managers to smoothly apply management tools and manage teams accordingly.
· It helps in identifying problems and obstacles and also provides a helping hand in solving them.
In case of Model 3 of Tesla, the implementation plan and strategies for communicating the plan with stakeholders can start with the help of any method discussed in the above paragraphs. However, the development of Model 3 was a complex project and included multiple sub projects, so It would be best to first divide the tasks according to Work Break Down Structure and then for every task we can choose a different tool for example Gantt Chart or Scrum Method to further design implementation strategy of the project.
Work Break Down Structure of Model 3 Project:
The activities required in Model 3 can be breaked down in the following manner:
1. Model 3
a. Designing
i. Exterior Designing
ii. Interior Designing
iii. Frame Designing
iv. Components Designing
v. Power Train Design
b. Testing
i. Temprature Tests
ii. Range Tests
iii. Safety Tests

c. Final Testing
i. Inspection
ii. Driving Tests
d. Infrastructure
i. Manufacturing Plant
1. Assembly Line
2. Painting
3. Welding
ii. Plant For Maufacturing of Different Parts
1. Battry Maufacturing
a. Parts Manufacturing
b. Assembling
2. Power Train Manufactruting
a. Parts Manufacturing
b. Assembling
e. Human Resources
i. Arranging Skilled Labor
ii. Technical Training
iii. Safety Training
Now, the project will be furthur visualized into Gannt chart in order to make it more explianable.
The implementaion stratgy is clearly visible in the Gannt Chart, I have mentioned every task about the development of every task that is needed to compelte the project. Moreover, it is a vast and complex project, so we needed multiple Gannt charts in order to make it more understandable. The first chart is about the actual development of designs and engineering, which in itself is a seprate project, than we have decided the implementation plan of infrastructure development plan, it included multipel steps, as the project needed differenct facilities for developing different components and assembling. In the last it we have included the chart for human resource management that is in support for the overall scucess of project management. However, every task again requires again a seprate brakdown that will  be done by the teams handling those tasks. In this way there will be multiple Gannt charts and work breakdown structures which will be used by the sub-teams dealing the specific segments. 
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	Product Design and Testing

	ID
	Activity/Task Name
	Pred
	Time Period (weekly)

	
	
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
	16
	17
	18
	19
	20
	21
	22
	23
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	B
	Project Plan
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	C
	Concept design sketch
	B
	
	
	
	 
	 
	 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	D
	Sketch for layout
	C & D
	
	
	
	
	
	
	 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	E
	Project evaluation
	E
	
	
	
	
	
	
	
	 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	F
	Produce isometric model
	F
	
	
	
	
	
	
	 
	 
	 
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	G
	Detail layout for components
	F
	
	
	
	
	
	
	
	
	
	 
	 
	
	
	
	
	
	
	
	
	
	
	
	

	H
	Power system design
	F
	
	
	
	
	
	
	
	
	
	
	
	 
	 
	
	
	
	
	
	
	
	
	
	

	I
	BIW design
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	J
	Underpan design
	I&J
	
	
	
	
	
	
	
	
	
	
	
	 
	 
	 
	 
	
	
	
	
	
	
	
	

	K
	Exterior and interior décor design
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	L 
	Electrical design
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	Cost estimation
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	Prototype
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	O
	Built-in test
	O
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 
	 
	
	

	P
	Road test 
	P 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 
	 

	Q
	Crash test
	Q
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 
	 

	R
	Ready for manufacturing
	R
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 
	 




	Product Infrastructure 

	ID
	Activity/Task Name
	Pred
	Time Period (weekly)

	
	
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11
	12
	13
	14
	15
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	Project Plan
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	Concept design sketch
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	Painting 
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	Plant for Manufacturing of Different Parts
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	Battery Manufacturing 
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	Assembling 
	
	
	
	
	
	
	
	
	
	
	
	
	 
	
	
	
	

	L 
	Power Train Manufacturing 
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	Parts Manufacturing 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 
	
	

	N
	Assembling 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 
	

	O
	Finish
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	 







	HR Plan

	ID
	Activity/Task Name
	Pred
	Time Period (weekly)

	
	
	
	1
	2
	3
	4
	5
	6
	7
	8
	9
	10
	11

	A
	Start
	
	
	
	
	
	
	
	
	
	
	
	

	B
	Arranging Skilled Labor
	
	 
	 
	 
	 
	 
	
	
	
	
	
	

	C
	Technical Training
	
	
	
	
	
	
	 
	 
	 
	
	
	

	D
	Safety Training
	
	
	
	
	
	
	
	
	 
	 
	 
	 



[bookmark: _Toc48550225]Stakeholder Communication Plan:
The communication plan explains whome the plans should be communicated, what should be communicated and how it is should be communicated. There are various benefits of an effective stakeholder communication plan;
· It helps and supports in achieving the goals and objectives.
· Improve implementaoin efficeincy.
· Improve relationship.
· Improve measurability of the results.
The stakeholder communication plan has the following process that help in devising an effective communication plan.
Define Who are the Stakeholders
Define Communication Methods
Defince Whoom should be communicated and What
In the case of the project of Tesla Model 3, there are various stakeholders involved; As, Tesla has a lot of strategic alliances with other organization that helps Tesla in the development of its products(Prof. Paolo BOCCARDELLI, 2015). Apart from it, the inhouse managers involved in different segments would also be considered as stakeholders in this project. The stakeholders can be listed with the help of Above mentioned Gannt Charts and Work Break Down Structure, as every individual task will assciate an additional stakeholder.
The Goals of stakeholder communication plan is to have a strong communication as most of the tasks are interrellated and affect each other. Top of it, the communication method is also important as, there are differrent internal and external stakeholders who may require differern methodology for effective communication.
Let’s devise a stakeholder communication plan based the details we have;
The Stakeholders in the overall project of Model 3 can be categorizd according to work break down easily;
[bookmark: _Toc48550226]The stakeholders emerging from Designing Department;
· Head of Exterio Designing
· Head of Interior Designing
· Head of Frame Desiging
· Head of Power Train Designing
· Head of Frame Desiging
· Head of Batterey Designing
These all are the stakeholders in the overall designing segement, they need an strong coordination as the desgins of one department will affect the desgin of others. So, every development in those sub segments should be coordinated immediately and effectively so that other departments can adjuct accordingly(Prof. Paolo BOCCARDELLI, 2015). Let suppose the departmetn of power train designing have to consider interior desing in order to adjust there desing as per the room space left for the power train, and they also need to take battery designing into confidence, as the performance of battery and the overall range of the vehicle will be dependent on the desingns of power train. Likewise, they need an internal coordincation, in order to produce efficeint design.
[bookmark: _Toc48550227]Stakeholders emerging from Testing Department:
· Head of Temprature Tests
· Head of Range Tests
· Head of Safety Tests
All the testing departments should be considered as the stakeholders, as they have a keen interest in the overall project, as every stage of the projetc may affect there results of tests, so they should be informed about any development in the desing or process and there recommendations should also be communicated to other departments, so that other departments can adjust accordingly.
[bookmark: _Toc48550228]Stakeholders emerging from Infrastructure development:
The people form manufacturing faciltiy should be considered as stakeholders, as after the finalization of designs and prototypes they have to manufacture the actual vehicels. So, they should be communicated information regarding the developments so that they can adjut there structures accordingly. 
[bookmark: _Toc48550229]Stakeholders from Human Resources Department:
All the people working in all the departmetns are actually people managed by human resource departmetn. So, every development regarding the human resources, is a concern for the human resources, they need to be communicated all the details regarding human resources.
[bookmark: _Toc48550230]The Company Directors& Directors from Organizations with strategic alliance for this Project
Above are the stakeholders that are concerend with the interanl developments, however, the important stakeholders are the company directors and external diretors who are in strategic alliance for the project of Model 3.
They are the people interested in the performance reports mostly. They may not be interested in the details and other matters. However, they need to be informed the current status of the project and evaluation of the project from time to time.
	Communication Plan

	Stakeholders
	Interest
	Method of Communication
	Frequency

	Designing Head
	Reports of Testing
	Emails
	Bi- Weekly

	Manufacturing Head
	Reports of Testing & Designing
	Emails
	Bi- Weekly

	Testing Head
	Reports of Designing & Manufacturing
	Emails
	Bi- Weekly

	Human Resources
	Human Resource Requirement and Performance of Individuals
	Emails
	Monthly

	Company Director
	Overall Performance of Projects
	Emails
	Monthly




[bookmark: _Toc48550231]The Abilities and Qualities of a Project Manager:
Every job requires a defined set of skills, and it is not necessary that everybody has every skill. For the job of a project manager there are certain skills and personalty traits required. Apart from it, keen understanding of project management and motivation for performing at such a hectic job is the pre requisite.
The key skills and traits required for a project manager are the following;
Leadership: Leadership is essential for every managerial position. The importance of leadesrship is even more when it comes to project management. A Project manager has to show and behave as a leadership in various situations while managing any project. As, a project manager has to contineously motivate his team to meet the short deadlines and the inspiring personlaity of the leader always works.
Negotiation: It would be ideal if every body receives a greater good, but it don’t work in project management, as there are always conflicts and problems in the projects, so a good negotiater would be loved by the top management, as he would be able to handle the problem by negotiating a win-win situation.
Scheduling: A project needs a lot of scheduling, proper scheduling and having an understanding of scheduling tools is a must in these globally challanging environment. It adds in the skills of manager to better distribute and allocate resources and time.
Cost Control: Controlling costs and having a proper budgeting is essential for the project management. As, the overall success of the project is also dependent on the cost management of the project. As, the budget of the project is limited and the the requirements of the projects may vary depending on the time and economical conditions, so a strong cost management is very necessary for a manager.
Risk Management: Risk Management are the techniques used to mitigate the risks associated with any project. Risk factors affects any project and it can have great impacts on the overall performance of the project. So a good manager needs to have skills and knowledge about indentifying risks involved in project and than mitigating those risks through proper risk management systems. 
Contract Management: A project manager has also a responsibility to manage the contracts associated with the project. As every project needs supplieres, consultants and other services. Most of them are procured and to minimise the risk and increase the negotiating power contracts are the best solution, but managing those contrats and settling the terms of agreement is again a skill. That is why contract management should be the part of project manager’s set of skills.
Critical Thinking: Decision making is directly related with the critical thinking and details oreintation. A project manager is expected to make a lot of decisions and most of them are day to day offers but still they have a importance of their own, and even the minor decisions have their impact. However, decision making is not possible wiithout the skill and ability of critical thinking. 
Communication Skills: Well, communication skills are essential for almost every managerial position. In the workplace where one is expected to communicate and coordinacte simaltaeously, then the importnace of communication is increaed many fold. Moreover, it is the part of the responsibilites of a project manager to communicate the relevant informatio to the stakeholders. So, a project manager must have the skills of written communication and verbal communication. Project Recovery: Project recovery can be explained as an ability to overturn the underperfroming project and take it back to the track of performance. The underperforming team  may have complex issues and problems, but a manager who upsclae the failing results would be called as able to recovery project. Althought, there is no new science for it, all the tools and techniques are the same as of the new project, but affects of individual personality is sometimes have a wider role than anticipated.
Coaching: Sometimes, a project manager have some people on his team, that may not be equipped with certain skills that the project manager needs or thinks as essential, but due to budget constraints and time management, he may have to train and coach his team, and if a manager has the leadership qulaities than the coaching skills will be already within him. 
Task Management: As, we have already brakedown tasks in the implementation plan, same wise every project manaer must have these skills to list down the tasks involved in the project and than manage them individually. It helps the manager to efficiently understan and execute the planned project.
Quality Management: Quality management is all about monitoing the quality of deliverables. For, example if the project involves any production, just like in the case of  Model 3 production the quality is involved, so ovrall it is the responsibilit of the project manager to ensure that every task is done with the orientatio of quality in mind.
Personal Analysis and Self Development Plan:
So, if I analyse myself, and analyse where I stand in the context of abiltiy to handle complex projects, I may place myself as average. Because there are some lackings in my set of skills that may create hurdles for me to manage such complex and complicate problems. To understand better, I should frist anaylyse my strenghts and weaknesses and decide where I should improve in order to be better and be able to handle vast projects.
The goal for this personal development plan is to equip myself with all the necessary skills that are essential to perform as project manager.
My Strenghts are:
Leadership, Negotiation, Risk Management, Contract Management, Communication skills, Coachnig, Quality Management and critical thinking.
My weaknesses are:
Scheduling, Cost Control, Project Recovery and Task Management.
Goals: 
Work as an internee in a team where I can learn more practically.
Interview some project managers and inquire them how they improved.
Create hypothetical project designs and try to apply tools and techniques.
After completing those objectives, I will assess myself again with help of my mentors and try to rearrange the planned goals. As, I believe improving in these areas will really help me to be a good manager. As, I am lacking at very major skills, such as cost management, scheduling, which is really essential for the success of a project manager.
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