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1.1: Introduction. 
The objective of this essay is to use a case study to explain the usefulness of project management tools and techniques. In addition, the essay will also discuss the plan for the implementation of the project, risk management and other relevant issues and finally evaluate my ability to manage projects. The company I am using is Grovelands Consulting ltd and I am using a project they managed for BBC Corporation as a case study. Grovelands Consulting ltd is a specialist niche company that designs and installs technology related software’s for several multinational companies. As part of this, the company designs and installs software’s in businesses in different industries and countries predominantly in Europe and this is often done based on the company’s specifications. In this case study, we were contracted to install a new record management software system for the BBC. The objective was to build a system that will make it easier for BBC executives and users of their records to be able to organise, store, and retrieve key data when needed. The system will also help to reduce the use space in storing data, increases operational efficiency, and makes it easier for the company to comply with the relevant records management legislations. The project scope is limited to when Grovelands Consulting Ltd started and ended the design and installations of the system to the satisfaction of their client, the BBC Corporation. The entire installation work was done within a 60-day period and was completed at an office in London, England. 

It is important to state that BBC Archives has an overall commitment and responsibility to manage the BBC’s corporate records, advises and supports consultants and departments in managing their records. This work will be done with our staff in conjunction with the recommendation and collaboration of the head and members of the BBC archives team. The company holds records in relation to the different functional units of the organisation rather than the organisational structure. The reason for this is because the company wants to ensure that if management structures changes over time, the validity of the records shouldn’t be seriously affected. Upon consultations with the relevant stakeholders, it was agreed that records will be kept in hard and soft (electronic) copies format and some hard copies that are not frequently required or used will be stored in the offices of the records management company called Iron Mountain Ltd. All long term, vital and important information must be kept in hard copy formats although soft copies can still be stored in the different soft copy storage systems for internal use as required. Non vital information can be stored on hard drives, shared folders, email folders or cloud-based platforms (BBC, 2014).  

The name of the system being developed for BBC by Grovelands is called Respond Records Management System. It is a software and it will have the following fundamental functions:
1) The system will organise the data in such a way that it will be easy to store and retrieve when needed by executives of the corporation. 
2) Will identify the relevant records that needs to be kept both in electronic and hard copy format. 
3) Organise the transfer of records from paper format to electronic format and how paper records should be scanned and stored electronically.
4) Organise circumstances and conditions through which some of the records can be stored by third party organisations and the type of records that qualifies to be stored by these types of organisations. 
5) Identify how and when records can be destroyed, and the process involve. More specifically, how to ensure absolute transparency in this process and how to ensure the relevant legal guidelines are not breached.
6) Identify how to keep the records safe through their legal and natural lifecycle.
7) How to audit records and manage the audit trail.  

Organisations face different kinds of challenges and project teams are often designed to offer solutions to these challenges. For example, a company or business may recognise that records are not being kept correctly and in an orderly manner and may decide to change some of their report management systems. In such vein, they may need to develop a new system. 

The remaining part of the report is organised as follows: section two which is the main body of the report will critically assess the usefulness of project management tools and techniques, the next section will present a plan for the implementation of the project including the necessary communication tools, a final section will discuss my ability to manage a project including highlights of my strengths and weaknesses and how they will be used for the execution of the project. A final section will provide my summary of findings, conclusion and recommendations. 

2.1: A project Lifecyle. 
A project is defined as a planned undertaking of related activities to achieve a goal and objective with a beginning and an end (Hoffer et al., 2002). The responsibility to fully start and execute a project is often with the project manager who must identify and respond to the different policy and environmental challenges that may affect their project execution over time (Bourne and Walker, 2005). All projects are designed to solve some type of problem, but some projects may also be established to simply define and determine feasible alternative solutions to major and minor problems that a company is facing. In project management, there are different tools and techniques that can be used to plan and manage projects. Before a project is commenced, the relevant stakeholders must have a series of meetings where certain issues are prearranged. They must clearly define the objectives of the project, the budget, timeline and deadlines, etc.

Most projects typically go through the following four phases: initiation, planning, execution, and closure.

Project initiation stage: At this stage, the project manager works with the objective of trying to understand the project goals, priorities, deadlines, deliverables, scope and risks involved in the project. At this stage, the project manager meets the clients and all the relevant stakeholders to discuss their key interests in conjunction with their motivations, individual goals and objectives, and expectations for the project. At this stage, the project leaders try to clarify the goals that when met, the project may be considered a success and the various performance indicators. During this stage, the team at Grovelands Ltd will consult with executives of BBC to try to understand what type of documents they normally use and their respective frequencies and what are their internal guidelines on the usage, how they are stored, etc. 

Project planning stage: This is the second stage in the project lifecycle and at this stage, the project manager creates a comprehensive plan on how the project is going to be executed. Here, the project manager determines the various tasks involved and how they need to be actioned, they create the goals of the various deliverables for the project, identify and analyse the risk and constraints involved and how they could be managed, etc. This is where tools like Gantt charts are to be used because they can show the level of dependencies of the different task involved. 

Project execution stage: This is the stage where the project managers priority is execution. This is where they start working to carry out the tasks and activities that were developed in the planning stage. During this stage, the project manager has the responsibility for monitor and control, to communicate to project teams and the relevant stakeholders, etc. In this project managed with Grovelands Ltd, the project manager will ensure they provide stakeholders with relevant information on a timely manner and as detailed in the communication plan that was developed before the start of the project. 

Project closure stage: This is the final stage of the project and at this stage, the results would have been checked and signed off by the principal stakeholder which is BBC corporation. After the signing off, the project manager will release their team members and hand over the resources of the company back to them. Organise the learning log and reflect on the performance of the project. Obstacles and strengths will be analysed with the aim of understanding what needs to be improved in the next project. 

2.2: A critical Assessment of the Usefulness of Project Management Tools and Techniques. 
All the different tools and techniques have their usefulness, strengths and weaknesses and their usefulness depends on the type of project that is being executed. The level of success of a project will be determined by how well the project manager knows how to apply and use the varying tools and techniques in conjunction with the financial and human resources they have at their disposal for the successful execution of their project (Milosevic and Martinelli, 2016). 

2.2.1: Lean and Agile project management Techniques: Lean is a systematic project management technique designed to help eliminate waste during a production process. Lean strives to create actions that adds value to the customer and reduces those that don’t adds value to the customer (Bregfoyle, 2010). Value according to lean are action or processes that customers are willing to pay for. Lean project management has its origins from the Toyota production system that was developed in the 1990’s. This system seven waste areas in the Toyota Production System that if reduced can lead to an increase in customer value.  Generally, this terminology was previously useful in companies that are directly engaged in the production of goods and services. However, it has shifted, and companies are now considered lean if they apply what project managers call lean thinking in the planning and execution of their projects. Microsoft executive David Anderson while working for Microsoft in 2005 adopted what was called Kaban, a scheduling and just in time manufacturing system that was popular at the time in his software related projects with tremendous success and after much publicity during public talks, different software companies started adopting it. 

Agile by description are a series of lightweight software development techniques that helps companies to adopt lean production by reducing waste in the software development process. They were developed in the 1990’s after flaws from previously heavyweight software development project management tools and techniques were identified. The most popular Agile project management techniques include Scrum, Dynamic systems development method, Unified process, feature driven development, etc. Other techniques have been developed over time in line with Agile principles by prominent software developers in different meetings and conferences to discuss this subject and the most prominent includes the Manifesto for Agile Software Development, Software craftmanship principles, etc. Agile by description and definition is a set of principles and values that helps to promote interactions amongst individuals and the relevant stakeholders and above processes and tools. The aim of Agile is that intercommunication amongst team members will boosts motivation that allows teams to make quick and valuable decisions that will help the company quickly respond to the needs of the project and reduce waste (Azanha et al., 2017). The Agile technique is very useful for this project because this project aims to reduce cost and involves a lot of stakeholder involvement and analysis so there is need for regular communication with clients. Agile is therefore suitable for use in this type of project. 

Agile projects are mostly adopted in small value centred projects where the project has to go through limited phases from initiation to execution. It often adopts a more flexible methodology and where there environmental and other forces can quickly change the project dynamics and influence the outcome if certain changes are not made. Agile techniques can be successful only in projects where the different team members and project leaders are very cooperative and are working on projects that are relatively small for example software projects or for projects where frequent repetition is required (Conforto et al., 2016). In perspective, the different Agile related approaches will be applied in different phases of the project. Scrum is very Agile and is appealing to creative and seemingly unpredictable projects, Waterfall is rigid and doesn’t cater for changes, so it is not good for projects that are supposed to be adaptive to the changing needs of the environment. 

2.2.2: PRINCE 2.
Prince 2 which means projects in a controlled environment was developed by the British government to be used as a management guide for government projects. It is considered as the best technique to manage projects and considered more flexible. It was initially developed in the 1980’s but over the years, there has been several revisions to reflect the changing needs of our society and entire business environment. It is useful for very large projects with agreed terms and clearly expected outcomes. It is inflexible and is based on the business case, which must be continuously justified as the project move through different phases. Once it is assumed that the business case is no longer relevant, the project must be abandoned according to Prince 2 principles. The methodology also suggests that projects managers must maintain a lessons log where they can use to learn from experience, clearly defined roles and responsibilities, the project should be planned and controlled based on different and incremental project stages, delegated authorities must have clearly defined limits and exclusions, quality requirements must be clearly specified and must direct the planning and execution of the project, the project initiating document and the relevant steps must be tailored to suit the project environment. PRINCE2 is organised to ensurthe output of projects are well defined and a projects business case can easily be justified (Siegelaub, 2017). 

2.3: Project Planning
A project must have a plan which should state clearly how a project should be completed and within a specified timeframe. It must also define the stages involved from the conception to the completion of the project and the resources that must be used to complete the project. In broad sense, the project manager must first analyse the business case for the project, identify stakeholders and understand their different expectations, define scope, constraints, set clear project goals and objectives, identify deliverables, etc. 

2.4: The Stakeholder Analysis and project Communication plan.
A project manager needs to develop a stakeholder analysis at the initial stages of the project and also a clear communication plan.  This is a document that clearly outlines the communication procedures between the relevant project stakeholders that includes the owners, management, team members, customer, etc. An effective stakeholder analysis and communication plan will help to reduce tension and conflicts between different stakeholders as everyone will be aware of how the projects is being developed and the challenges being faced in the process and how all this affects their individual interests. 

The primary stakeholder in this project are BBC, Groveland’s limited, the government, etc. Other potential and secondary stakeholders involve the employees, the general public, contractors and suppliers who does business with the BBC, the public that consumes their news products, etc. From BBC perspectives, the stakeholders can either be internal which includes the government that owns the corporation, the managers and the employees. The external stakeholders are the public that consumes its news, the community, the suppliers that does business with them, etc. All these organisations have different interest in the activities of the organisation and their main interest may be that the organisation should be successful. 

	Stakeholder Analysis

	Key Stakeholder
	Interest
	Influence
	Needs
	Expectations.

	Grovelands CEO
	Direct the operations to optimise results and achieve operational efficiency. 
	High
	Manage budgets, monitoring and control of activities, design line of communication, engaging with the relevant stakeholders, continuously develop relationships with the stakeholders to ensure they understand how their relevant interest is being satisfied.  
	The project to achieve its desired results and to run smoothly to the satisfaction of the client. 

	BBC CEO and Top Executives
	To ensure the new record keeping system is well designed and organised. Audit trail and retrieval method are easy to understand. 
	High
	Need update of the development process and to check that overall quality specifications have been met. 
	Relevant data isn’t lost and record keeping regulatory guidelines are respected.

	Government
	To ensure all records are properly kept and in line with regulatory requirements. 
	High
	N/A
	Relevant data are always available. 

	Customers
	Ensure their records and data are protected and kept within regulatory guidelines. 
	Low
	Access to the information base on data protection regulations to be respected. 
	Expect data to be kept in an organised audit trail and provided in an orderly manner when required. 



Most project managers spend their time communicating to the different stakeholders and often use formal and informal communication process to reach out to the relevant stakeholders (Ramsing, 2009). It is their responsibility to plan, execute and monitor or control the information being communicated to ensure it meets the regulatory guidelines and provides relevant and understandable information to the stakeholders. 

	Stakeholder communication plan.

	Stakeholder
	Document Name
	Document format
	Contact Person
	Due Date

	BBC executives
	Weekly status report
	Hard and electronic copy
	BBC chief executive
	Friday of every week.

	Government 
	End of project report.
	Hard and electronic copy
	Director of communications. 
	1 month after the end of project. 

	Training Manager
	Training Plan
	Hard and electronic copy
	Team managers
	1 Week before the start of the project.

	All software developers
	Weekly work plan, test and execution results. 
	Hard, electronic copy and weekly meetings. 
	Project Manager
	Monday of every week until the completion of the project. 



2.5: Budgeting and Project Business Case. 
A project budget is a document that contains the cost details and should be relevant for the project plan. It should include estimates of the relevant fixed and variable costs involved as well as some safeguarding budget that can assists when contingencies affects the project cost (Owens, 1980). The overall cost of this project has been estimated to be around 2 million pounds and a breakdown of the relevant activities and their associated costs has been provided in the table below. As the project progresses and the relevant contingencies are analysed with the principal stakeholders, there may be a need to review the budget estimates.

	Item
	Cost

	Labor
	1,100,000 pounds. 

	Software expenses including team members salaries
	500,000 pounds.

	Professional services that you need to procure e.g. legal fees
	20,000 pounds. 

	Equipment and materials
	20,000 pounds.

	Facility Rental fees
	15,000 pounds. 



To ensure that the project is align to its budgets and quality specifications, key performance indicators and their associated spending requirements will be clearly identified. This will specify measures of how the relevant departments are performing against the set goals and project objectives and these measures will be checked to ensure they are no significant variances and expenditures doesn’t vary and are in line with the budget constraints. 

2.6: Work Breakdown Structure and Resource Planning. 
	Deliverable
	Financial, human and time resources required. 
	Estimated timeline. 

	Stakeholder engagement
	The Project manager, chief architect, legal experts and operations managers will hold regular meetings with top executives of the different functional areas of BBC to understand the different records they need and their uses. 
	April to May 2020. Approximately 20 contact hours will be made between the different teams. 

	A comprehensive analysis of the different records required
	A review of the different records required and their uses. 
	May 2020 approximately 10 contact hours will be required. 

	A review of storage methods and procedures.
	Constant liaising between project manager, chief architect and legal expert to understand the relevant storage methods and their legal implications. 
	June to October 2020

	Scanning and saving of both soft and hard copy files. 
	Work with the relevant BBC team to scan all hard copy files to save on the relevant software’s and on occasions print and save others in hard copies. 
	July to November 2020

	Development of an audit trail of all the relevant records.
	Development of a system that traces where all the relevant documents are being kept, who is accessing them at all relevant periods and the changes that have been made to it over time.
	November 2020

	Training of BBC executives on how to use new record keeping system. 
	Train executives of the various uses of the records. 
	November to December 2020



2.7: Project Risk and Constraints Management.
One of the most important components of any project is how to manage its risk (Raz and Michael, 2001). Identifying and mitigating project risk is a crucial factor and has a significant impact on project success (Carbone and Tippett, 2015). Project risk are the factors that can have a significant negative impact on costs, timeline and the overall quality of the project. Constraints are the various factors that can limit the successful execution of the project like the financial and human resources, technology, time, etc. This is a document that sets out the assumptions, risk and constraints that are linked to the project and how they should be managed. All uncertainties that can jeopardise the success of the project are often described as risk. However, some of these uncertainties can present the project with opportunities that can be exploited for a profit. The initial risks will be identified when developing the project charter but as the project is being implemented, contingencies and the relevant risk they posed will also be identified, analysed and managed based on the relevant guidelines and resources of the company. Risk identification is always part of the project charter and the project plan documents. 
	Item 
	Description of Risk
	Response strategy

	1
	There is a possibility that the stakeholder may add the requirements and work to be done for the project team as some of the deliverable proposed have been deemed not to fit into the original budget despite being relevant.
	If this is the case, the project team will ask for additional payments to be made and the deliverable date extended as this will be considered as additional work for the team. 

	2
	There is a possibility that the current records management team may not provide some required support on time. 
	In case of any delay due to circumstances beyond the project managers control, BBC will be asked to pay for the additional costs incurred.  

	3
	There is the possibility that one of the teams within the BBC may go on strike and their union is currently on negotiations with the team for a dispute regarding pay rise and this hasn’t been completed. 
	During the initial stages of the project, the team leaders will liaise and acquire all relevant information that may be required in future stages of this project. 



Constraints are the things that limit the project teams’ options to deliver the project. Project more generally are often constrained by time, budgets, scope, resources, etc. Grovelands Ltd is contracted to receive 2 million pounds for this project. It is up to the executives of Grovelands Ltd to manage their workload to ensure that they can be able to acquire a profit from this project. 

2.8: Human resources Requirements and Project Team Roles. 
 Below is a list of all the team members who are directly involved in the project and their respective roles and responsibilities. 

	Project Role
	Name
	Responsibilities

	Project Manager
	Harold Okeke
	Responsibility for managing the day to day running of the project. Leadership competencies required and responsible for the enactment of systems and structures that can lead to the effective monitoring of resources, motivating staffs, manage team emotions, etc. 

	Legal Expert
	Alain Ndouck
	Giving legal advice connected to the project, manages litigation, ensuring that project complies with relevant rules and regulations, ensuring that data is stored in ways that it complies with relevant audit and regulatory guidelines, etc. 

	Operations Manager
	Jenny Ijang
	Responsible for managing the day to day operations of the firm in line with the project requirements. Recruits staffs, programs and manages training, organisation required project documentation. 

	Chief Architect
	Marcellus Mbah
	Responsible for all architectural and design work for the project and will act as the team leader for the entire design team. 




2.9: Project task and the responsibility assignment matrix. 
	Deliverables
	Project Manager
	Legal Expert
	Operations Manager
	Chief Architect

	Project plan and control
	x
	
	
	

	Project Scope management
	x
	
	
	

	Recruitment and Selection of workers
	
	
	x
	

	Legal and Compliance
	
	x
	
	

	Risk management, communication plan and stakeholder analysis. 
	x
	
	
	

	Design and installation of the different reporting systems. 
	
	
	
	x



2.10: Strengths and Weaknesses, Self-Development Plan and Ability to Manage Projects.
	Objectives: What do I need to learn?
	Success Criteria: How will success be measured?
	Actions: what actions do I need to take to achieve my objectives?
	Plan: How will the issues learnt be applied?
	Time: When will it be completed?

	To develop social skills and more specifically how to understand and manage people. 
	How much do I understand myself and the people around me and how do I act wisely in my relationship with them to ensure the relationship is harmonious?
	Learn about the different people around me, the reasons for their different behaviours, my reactions towards them especially when I don’t agree with their conduct. 
	Listen to others attentively, talk calmly and respectfully, build friendships and understanding with others, etc
	January 2021

	Improve on my written communication and report writing skills. 
	The quality of produced written reports will be checked with those of other specialists. 
	Learn how to write these reports. 
	Will always write my reports and check with experts to ensure they are of a perfect standard.
	October 2020

	Improve on my understanding of different cultures since I have members of my team which are from diverse cultures. 
	Ability to understand, relate and communicate with people from diverse cultures and countries. 
	Learn about the attitudes, values, beliefs of other cultures. 
	Be friendly to people from other cultures at work and during other social interactions. 
	December 2020


 


3.1: Conclusion.
The objective of this assessment has been amongst other things to use a particular case study to explain the usefulness of project management tools and techniques, to present a plan for the management of a project and finally to explain my ability to manage projects including my strengths and weaknesses. The essay argues that that are many tools and techniques, however, while some tools are good for certain projects, others like Agile are good for certain IT projects with a flexible pattern. It is important that project managers identify the best tool and technique that are relevant for specific projects but also incorporate relevant ideas in other projects when conducting their own projects. 
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