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The project I reflect on in this paper was to design and ensure manufacturing of our next flagship Fire Alarm Control Panel (FACP). This was my first major involvement in a project in my newly appointed role of NPI Engineer. Having previously worked as a factory operative and working my way through Production and Quality Engineering roles – I had experience of being consulted by a project team for my specialist knowledge in my department.
This project was necessary for us to update the systems we sell in line with new technologies in the market and to mitigate the risk from component obsolescence on the current range of products.
The main project objectives were to ensure that the product was delivered on time, to profit plan and with zero defects. The internal program management process we use is called PROLaunch, standing for Profitable Reliable and On-time Launch. This takes aspects of other well know project management methodologies such as Agile and Waterfall and combines them to enable flexibility but also gives us a predetermined plan to follow. In the main body of this report I touch on these and evaluate their potential impact on our project management style.
During my time with the company I have been exposed to the tools required to ensure successful project completion, but never previously led a project. My doing so I learnt that there are lots of factors to take into consideration – from external certification lead times to internal balancing of departmental resources.
To ensure a project is successful many people of diverse skills and personalities must contribute, but the main team members for this project I am focusing on consisted of a representative from each relevant department;
1.  NPI Engineer – I led the weekly pulse “Operational Deliverables” meetings. Also, I coordinated with other department heads for resource allocation where required.
2. Operations Manager – Helped with allocation of resource for pilot and pre-production builds  
3. Quality Manager – responsible for the (PPAP) Production Part Approval Process review and setting up cosmetic acceptance standards
4. Supply chain Manager - sourcing key materials and ensuring we had the material in on time for the required builds.
5. Plant Manager – Only attended monthly to check on progress and was to be called upon to remove any unforeseen roadblocks the project came across
6. Program Manager – Monitored overall progress and tracked everything with respect to internal and external factors, arranged gate review meetings with corporate.
The PROLaunch process tracks progress and measures success by holding gate review meetings at the end of every phase, which is attended by representatives from the key departments, as well as the upper management chain and corporate (Stakeholders). These are decision gates which allow us to present the evidence for us to continue the project and highlight any issues which we have, which may need additional focus / resource allocation outside of the plan.
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As professionals it is imperative that we critically reflect on previous events in order to expand the skills we currently possess and to continuously improve our performance for upcoming projects and challenges.
For me to be able to reflect effectively on how the project went I have researched various models of reflection. I learnt that there are a myriad of models from the simplest [1] Boud’s triangular representation to the multifaceted [1] Gibb's Reflective Cycle

Boud’s triangular representation Figure 1 			Gibbs Reflective Cycle Figure 2
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Boud’s triangle of learning from experience and reflection will form the basis of my report on my project.
The main reason for choosing this simpler model is due to the word count restriction upon this assignment. It will also allow me to adequately expand on my experience
[bookmark: _Toc40423127]Main body 
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Being new to a project lead role and being introduced to an already established interdepartmental team presented its challenges. Initially I felt alienated form the group. According to [2]Tuckman 1965, there are 4 stages which are needed for a team to begin to develop and grow. These are as follows;
1) Forming
2) Storming
3) Norming
4) Performing 
Being introduced to the team at a later stage meant I had missed out on the first 2 stages, which are critical in the development of the team. [2] Tuckman explains these are the stages when members get to know one another and establish the goals, objectives and responsibilities for the project.
 Following the initial distribution of tasks and my subsequent introduction to the team, I didn’t want to ‘upset the apple cart’ I didn’t know how my actions would affect the team dynamics, and how others would perceive these changes to the structure and workload. Further research into Social interdependence theory [3]Johnson & Johnson tells us that the actions of others impact the completion of an individual’s own goals.  There are two contrasting sides to interdependence positive and negative, which relate to cooperation and competition respectively.
I wanted to avoid any negative interdependence as this would only result a breakdown of the joint efforts of all team members. I wanted them to work in a collaborative, cohesive manner and not competitively as we were all working towards a shared goal - to launch the fire panel into manufacturing.
Positive interdependence is what I wanted to promote this would have facilitated a promotive interaction in which team members encourage one another to succeed and meet the overall group goals. Through effective collaboration and communication, team members will gather trust in one another and be able to resolve any conflicts in a positive way.
This also promotes team cohesion [4] Team Task cohesion develops from the team’s joint efforts in achieving the team’s targets.  Likened to social interdependence theory, Team Task Commitment directly relates to a team’s performance – so the higher the level of task interdependence that exists within a team the more cohesive the team becomes. 
[bookmark: _Toc40423129]Belbin’s Team Role Theory 
Linking to Belbin’s team role theory the characteristics of individuals which promote this cohesive and interdependence quality of a team are team workers (TW) and Resource Investigators (RI). I took the self-perception inventory test myself (see appendix 5.2) and scored very highly for both these attributes I believe this relates well to my strengths of promoting cohesion in a team and my sympathetic nature. I also reluctantly agree with the identified weaknesses that due to taking everything into account I can be undecisive at times of crisis. I however, find it intriguing that both my highly scoring characteristics are identified as potential conflicts by Belbin’s Theory. [5]
In order to ensure that the delegation of actions and project goals were clearly understood, and progress monitored we required weekly pulse meetings which I had to chair, at first being one of the younger members of the team I felt like I had something to prove to the older more seasoned team members. Looking back, I can recognise my style was quite chaotic, without a structure due to my inexperience. This caused some team members to lose focus in the meetings, looking at emails on laptops or other electronics devices – I have since developed my skills in conveying information more concisely and can hold the attention of my audience.  
At first, I couldn’t identify the professional personality traits of the team members, according to [5] Belbin there are nine roles which are split into three categories, which Belbin uses to explain the structure and behavior of a team. It is important to have a representation of each role to ensure a team will succeed. Belbin went on to say that if the members of the team could identify their role and open into a discussion with the team about their roles, this would progress the working relationships of the team and create a more successful team. When I started the project, I was not aware of the advantages some of these theories and methodologies could have. Nevertheless, after exploring the research on the subject further I know now that despite the advantages of this approach, caution should also be exercised as there is a risk with putting people into a role outside their identified strengths. [5] This is normally done to try to better develop a person’s effectiveness – by having them work on their self-identified weaknesses (least preferred roles).
However, it mostly has a negative impact as the persons performance diminishes, thus resulting in a disappointment for the individual and ultimately a failure for the organisation.
What I struggled with the most was the delegation of tasks, I tended to try and do everything myself but after reflection I understand that not only does delegating tasks free up my time to focus on key activities, but it also invests and instills in the delegated person the prospect of personal and professional growth – by taking on this delegation the team member can grow in self-confidence and skills in previously unexplored areas. This confidence acts to deliver an increase in efficiency and job satisfaction. My first assumption was that the time to delegate a task and explain would be greater than if I just performed them myself. [6] Delegation should be seen as the investment, in the person to grow and be more effective in the current and future projects.  
Throughout the project lifecycle it is of utmost importance to record anything that goes wrong and how it was ultimately rectified. Then communicate these ‘lessons learned’ with everyone involved in this project and any future projects – this act ensures that the same mistakes and not be made and forms part of a continuous improvement culture – a pillar of our business philosophy.
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The company I work for sits within the Industrial Electrical Manufacturing sector, in the Life Safety Division. As with any project it is important our projects are managed closely, with a constant eye on quality and the needs of the customer. There are often strict time constraints with ‘time to market’ being the difference between a success and failure at launch. For this project to design and manufacture a FACP we used our own Program Management Process called PROLaunch. It contains the pre-defined stages which almost every project will go through. Using the PROLaunch methodology these are referred to as Phases (1 -5) as each phase passes there is a decision meeting held referred to as a ‘Gate Meeting’.
These ‘Gates’ are a review with the wider team, in which the decision to move forward relies upon key objectives being met. These objectives are a common goal which all the team are working towards. The main sections of a project strategy are;
Planning - In order to be successful, it is of utmost importance that a project follows a plan. This plan starts with a rough breakdown of the key Milestones in the project lifecycle. There are different approaches to the planning phase I used a Gantt chart to track progress a sample from this can be viewed in the appendix 5.1
Researching – Using Quality Function Deployment (QFD) We rely on the Voice of Customer (VoC) to dictate the direction of a project. It is important to understand what a customer expects or prefers from a product and what they do not desire to see. [7] The needs and wants of a customer fall within differing categories, habitually what a customer wants is not necessarily what they need. A need will satisfy a solution to a real problem. Whereas a want is seen as a ‘nice to have’ feature.
Implementing - Considering all the research and the planning for the design and build. This is the phase in which all this becomes a reality. From a project management perspective these prototype / pilot / pre-production builds are critical in understanding if certain aspect of the design need to be revisited this is pretty much the last chance for any changes before launching into mass manufacturing. When changes can be both difficult and expensive to execute. 
Documenting progress and achievement – I have learnt that at each stage of the process it is vital to record the progress and celebrate the successes. However, it is also equally if not more so important to focus on significant misses. By evaluating the mistakes made, we can learn from these and aim to prevent a repeat in future projects. In our company these are referred to as ‘lessons learnt’.
 Considerations of technology – the main impact technology can have on project management is ease of communication. It is critical that project managers and team members can communicate effectively and efficiently. For this project we utilised such systems as Cisco conference calling, WebEx meetings and Microsoft teams. Without these modern advances in technology we would no doubt come across hurdles when keeping in contact with remote team members or trying to visualise a product in the ‘mind’s eye’ vs. sharing concept designs or even physical prototypes over the internet. Of all the advantages technology offers, there is a risk that we can rely too much on technology, its performance isn’t always guaranteed.
One challenge I encountered was the level of cyber-security required. This needed to be deployed within the product design and applied to sharing company IP to suppliers – for instance we couldn’t give external suppliers access to our SharePoint / One Drive systems even after an NDA was signed as only internal parties’ emails could access these links. 
There are many different methodologies out there which are suitable for a range of different projects. Some more so than others.
You can work in a sequential manner as is the case with Waterfall method – [8] where each section of the project must be completed before moving onto the next section. This method involves a lot of documentation at the start of the process. This is not completely suitable in our company, as we need to be able to adapt due to parallel activities within multiple departments creating scope overlap. Our approach is more flexible as is the case with the Agile method. [9] with this method rather than follow a plan or a structure it allows adaption to change. Our internal process PROLaunch has aspects of both. What I learnt is that it is key we have an initial structure to follow but also if needed, teams can break off and form sprints to get moving targets hit. The Agile approach is most commonly deployed with software development. Part of the wider project involved software development, although I only touched upon this as my role and responsibilities are more closely related to Operations deliverables not R&D.
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In conclusion, by reflecting on my time working on the project I have not only learnt more about myself and how I work best. By identifying my key strengths and my development opportunities and how these apply to project management with an impact on team dynamics, but also about the process of Project Management. Additionally, the research undertaken into the theory behind all the processes, has given me a greater understanding which has further helped me grow in my current role and hopefully allow me to transition into a higher tier of management with this enhanced knowledge. When I reach this level, I will explore more advanced models of reflection such as Gibbs which I touched upon at the beginning of this and apply these to further develop my personal and professional skills.
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	section
	IM
	CO
	SH
	PL
	RI
	ME
	TW
	CF

	i
	0
	0
	0
	0
	3
	0
	7
	0

	ii
	5
	0
	2
	0
	0
	0
	3
	0

	iii
	1
	0
	0
	1
	3
	1
	2
	2

	iv
	2
	2
	3
	0
	0
	2
	1
	0

	v
	0
	0
	0
	5
	0
	1
	5
	5

	vi
	1
	1
	1
	2
	1
	2
	2
	0

	vii
	4
	3
	1
	0
	0
	0
	2
	0

	TOTALS
	13
	6
	7
	8
	7
	6
	22
	7
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