


Executive Summary

This report analyses project management, focusing mainly on the project monitoring tools that are used throughout the project life cycle: initiation, planning, execution, monitoring and controlling and closure. Understanding and effectively implementing these phases if fundamental to achieve project success.
Various monitoring tools were critically evaluated, such as: the Gantt chart, the Quad chart, the Work Breakdown Structure, the Risk Analysis, the Stakeholder Analysis and Soft and Hard Outcomes. Using these tools appropriately can also contribute to the project’s success. The report proceeds to describe which of these tools were used during the project carried out by the group of students called ‘Task Masters’, and how effective the tools were.
Finally, stakeholder communication was discussed, and it was presented as an important factor in project success. Regular and transparent communication reduces risk and enables outcomes. Examples of communication between the stakeholders and Task Masters were presented.
The conclusions were that organisations should invest in training project managers, because their skills are needed to assemble the right team for the project, to create relevant relationships with the stakeholders, to monitor the progress of the project using the appropriate tools and to close the project effectively.
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1.0 [bookmark: _Toc170372825]Introduction
This report was requested by Rebecca Francis-Davies, lecturer at the University of Wales Trinity Saint David and was written by student Irina Kitley (2219546). The deadline for the report is the 28’th of June 2024. 
The purpose of this report is to critically analyse the project management tools and techniques, to demonstrate the use of such tools and techniques in our group projects and to critically discuss the communication methods used when dealing with stakeholders.
When writing the report, the following sources were used: textbooks, journal articles, project management blogs and websites.


[bookmark: _Toc170372826]2.0 Main Findings
[bookmark: _Toc170372827]2.1 Critical discussion of the tools and techniques used in project management within the workplace

Project management is the process of planning, implementing, executing, evaluating and completing specific projects, while considering deadlines, cost and scope. In order to achieve the goals and targets, specific skills and tools are required (Project Management Institute, 2024).
Project monitoring tools are extremely important for project managers, as they help track the progress of the project, compared to the goal. These tools help identify roadblocks and manage resources. Examples of monitoring tools are: the Gantt chart, the Quad chart, the WBS, the Risk Analysis chart, the Iron Triangle, the Stakeholder Analysis and the Soft and Hard Evaluation (Kerzner, 2023). Each of these tools will be looked at in more detail, below.

[bookmark: _Toc170372828]2.1.1 The Gantt Chart
Henry Gantt (1861-1919) created the Gantt chart and it has become one of the tools mostly used in project management. It is a visual tool that helps identify the timeline of tasks and can also identify possible roadblocks and overlapping deadlines. It can facilitate communication, resource allocation and the distribution of tasks (Palombarini & Martinez, 2022).
Gantt charts also present limitations: for large projects, they can become over-complicated and cluttered. As deadlines change, the charts require regular updates and can be hard to change. They don’t provide detailed information about resource and task allocation (ProjectManagers, 2024).
[image: A screenshot of a computer

Description automatically generated] (Gantt.com, 2024)

[bookmark: _Toc170372829]2.1.2 The Quad Chart
As the name suggests, a Quad chart consists of four quadrants and it is used to organise complex information: purpose (aims and objectives), stakeholders, desired results and measure of success. This is another visual tool that helps present information in an easy-to-understand way. A Quad chart helps with the  communication of goals, it is time-saving and versatile (Frost, 2022).
The limitations of this tool are: oversimplification of the information presented, space constraints and the possibility of misinterpretation. Also, considering that there is no standard design of the Quad chart, there could be inconsistencies of the design (Positioning Insights, 2024).
Some of the other limitations could refer to the necessity of SMART objectives. While SMART objectives are useful when tracking progress and clearly define targets, they can also limit flexibility and increase stress levels because of the time-bound aspect (Leonard & Watts, 2024).
[image: A chart with text on it

Description automatically generated] (Positioning Insights, 2024)

[bookmark: _Toc170372830]2.1.3 Work Breakdown Structure
This tool is useful in complex projects, as it breaks down the tasks into manageable pieces. It enhances cost estimation, highlights accountability and increases productivity. However, it may not be suitable for smaller projects, there is a risk of over-complication by including too much detail and it could encourage micromanagement. They can be hard to change as the project progresses and can be time-consuming (Pinto, 2020).
[image: A diagram of a work breakdown structure

Description automatically generated] (Project Manager, 2024)


[bookmark: _Toc170372831]2.1.4 Risk Analysis

Learning about risks and how to mitigate risks is extremely important in project management because, contrary to the popular saying, what is not known can indeed hurt the outcome of the project. Risks are occurrences that can influence the outcome of the project in a negative way, or delay the process and increase the cost. When risk management is implemented correctly, it can improve project understanding, it enhances decision making, reduces incidents and provides valuable lessons for future projects (Hillson & Simon, 2020).
Risk management can also be costly and time consuming. It relies on the accuracy of the data used and the expertise of those conducting the risk assessment. Another limitation is that it might be seen only as a formality unless it is actively used throughout the project (Hubbard, 2020).
[image: A chart with text on it
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(Stakeholder Map, 2024).

[bookmark: _Toc170372832]2.1.5 Stakeholder Analysis
A stakeholder analysis helps identify the parties interested in the success of a project and can influence the outcome of the project, depending on their level of priority. Stakeholders can be employees, shareholders, suppliers, communities or governments. The stakeholder analysis provides insights into the stakeholders’ needs and expectations, it ensures the collaboration and builds relationships with key stakeholders. The stakeholder analysis is a simple, visual tool that can help teams stay in regular contact with the high priority stakeholders. In larger projects that have multiple stakeholders, the responsibility of contacting certain stakeholders can be shared between the team members (Bahadorestani, et al., 2020).
The limitations of this tool are: it may require frequent updates, as stakeholders’ priorities change – which can take time to do. I could also prove difficult to gather all the relevant information needed about certain stakeholders and there is also the risk of bias from the person who completes the analysis. Last but not least, it could create expectations that are difficult to meet (Product Plan, 2024).
[image: ]
(Usmani, 2022).

[bookmark: _Toc170372833]2.1.6 Soft and Hard Outcome Evaluation
In project management, outcomes represent the changes that happen as a result of the project. They can be classified as ‘hard’ (concrete) or ‘soft’ (subjective, hard to measure). Soft outcomes depend on qualitative measures and an example could be the stakeholder satisfaction or the feedback from the clients and team members. Hard outcomes are quantitative and easy to measure, such as financial targets or project schedules. When evaluating the project outcomes, a project manager needs to take into consideration both types of outcomes when completing the project closure checklist (Paul Hamlyn Foundation, 2023).
The distinction between hard and soft outcomes has been criticised, on the basis that separating the outcomes is artificial and that the two outcomes are most often intertwined. Also, by focusing mostly on the hard outcomes, soft outcomes can be ignored and this can have a negative impact on the interpersonal and leadership aspects. Moreover, as projects become more and more complex, it will be harder to separate the two types of outcomes (Ghorbani, 2023).



[bookmark: _Toc170372834]2.2 A critical discussion using examples from the project of how a variety of tools and techniques were engaged with in order that the project could be planned and implemented.

[bookmark: _Toc170372835]2.2.1  Our Project
The ‘Task Masters’ group has five members: Alina, Jemir, Luciana, Ayasha and myself. The project we chose was to organise a fundraiser and donate the money raised to the Cats Protection Charity. This was not our first choice, though. The first three options were ambitious and, as it turned out, difficult to achieve. 
The Cats Protection Charity has 34 centres in the UK and help around 157,000 cats and kittens every year. The focus of the charity is to make sure that all cats in need have shelter and receive the treatment and care they need (Cats Protection, 2024). As animal lovers, their mission resonated with us all. With the help of our photographer colleague, Alina, and her business Cinematic Delights, we organised photoshoots in order to raise the funds (please find photos from the events in Appendix 1).
After we decided on the project, we allocated the team roles with the help of Belbin’s questionnaire (1981): Alina was our plant/co-ordinator, Luciana- shaper, Jetmir – resource investigator, Ayasha – team worker and myself : completer-finisher. We were fortunate to find all the different team roles in our group, but in the workplace this might not be the case when putting together a project management team. In this case, the project manager needs to find ways to make the secondary and third preferences surface, so that if a team role is not present from the beginning, another team member can step up (University of Cambridge, 2020).
While working on our project, we did observe Tuckman’s stages of group development: forming, storming, norming, performing, adjourning (Tuckman & Jensen, 1977). As a group, we did go through all the stages. However, this is not a linear model and teams can find themselves revisiting certain stages more than once. Research has shown that there might be an additional stage that can be included, namely ‘transforming’ (Morgan, 2020). We experienced this stage when our colleague, Ayasha, joined our four-member group after we had started delegating tasks. 





[bookmark: _Toc170372836]2.2.2 How we used project monitoring tools in our project
While working on the chosen project, we used the project management tools described above. 
The first tool was the Quad chart. We identified our objective, our stakeholders, the desired results and how to measure success. The desired results were: to reach and exceed the £200 target by the agreed deadline and to keep in contact with the charity for future collaboration. While we understood why SMART objectives are usually recommended, in our case they would have limited the flexibility – we couldn’t set a time limit for keeping in contact with the charity (Wevalgo, 2024).
[image: A diagram with text and images
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Next, we focused on the stakeholder analysis. We had already identified who our stakeholders were and their priority: ourselves, the lecturer, the charity, the charity workers and the photoshoot customers. Considering that we were not working on a large project, we did not have any issues with managing our stakeholders. I will discuss the communication with stakeholders in the next section of this report. 
[image: A table of stakeholder analysis
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We then focused on the Work Breakdown Structure. We detailed each step, based on the project life cycle: initiation, execution, monitoring and evaluating and closure (Lucidchart, 2024). With our project, it wasn’t difficult to write down all the steps, but we could see how complicated it would get with more complex projects. It was hard enough to make sure it was kept updated as dates were changing, but we enjoyed the challenge.
[image: A diagram of a work breakdown structure
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We also created a Gantt chart, in order to make sure that we are on track with our targets. The bars on the chart made it very easy to track our progress and to see if we have any conflicting deadlines. It did need to be reviewed weekly and we did have to make changes. As I said before, it was not a hard task considering the size of our project, but it became clear that it would be difficult to maintain accurate in a more complex project.
[image: A chart with text and numbers
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The risk register helped us identify any possible issues what could impact our project completion and we had the opportunity to find possible solutions. We included as risks: the weather (which dictated whether the photoshoots would take place outside or in the studio), possible no shows due to emergencies, equipment failure and more. We also came up with solutions: we overbooked the photoshoots to make sure that we reach the target even if not all clients participate. Although we didn’t include it as a potential risk in our analysis, managing finances can be difficult and it needs to be transparent (in our case, the cash collected for the charity). In order to address this issue, we kept accurate information about any cash received and who donated. Please find this document in Appendix 2, along with proof of the final donation to the charity.

[image: A close-up of a risk register

Description automatically generated]








[bookmark: _Toc170372837]2.3 Communication and Stakeholders
As mentioned above, a stakeholder is ‘any individual, group, or party that has an interest in an organisation and the outcomes of its actions’ (Corporate Finance Institute, 2024).
There are multiple benefits that can be the result of an effective communication between project managers and their teams, and the stakeholders. One such benefit is the trust built between both parties, through regular communication. Trust can enable the development of valuable relationships that can be useful long term, even after the project is finished. More benefits are: stakeholders can have a positive impact on the project if they are kept informed. Effective communication can also keep the organisation and the stakeholders accountable. It can also help set clear expectations and facilitate conflict resolution (Elwy, et al., 2022).
While working on our project, we kept in touch with the charity organisation through regular emails (examples can be found in Appendix 3). We explained our plans and our goals and asked for support with marketing materials from the Bridgend Adoption Centre. 
We communicated with each other (students) through email, Whatsapp and phone calls and we used Outlook to communicate with our lecturer. 
We used Facebook to advertise the photoshoot offer and to communicate with our clients (see Appendix 4).
All these measures of communication contributed to the success of our project, as you can see in Appendix 5.


[bookmark: _Toc170372838]3. Conclusion
Managing projects in an organisation is a complex process. The project manager needs various skills to balance the team, project management tools and organisational dynamics. 
A successful project depends on a few factors: assembling the right team, identifying the stakeholders, formulating the aims and objectives correctly, making use of the available tools and communicating effectively. Therefore, organisations should invest in project management training, emphasise the importance of stakeholder management, promote the use of project monitoring tools, continuously evaluate and improve (Alvarenga, et al., 2020).
Based on our experience, if all the team members are fully involved, put in the time and effort and treat the project seriously, the project will surely be a success. 
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Our marketing team have been in touch asking
me for any new stories from supporters in the
community to include in the next edition of our
Together for Cats Magazine. It's a magazine
that goes out to our supporters as part of a
mailing letting them know ours news and what
other supporters have been doing for the
charity. | thought that we could include your
project. It's usually a small paragraph with a
photo — sample below. | was wondering if you
would consent to your story and photos being
included in the publication? If so please can
you complete the attached form and return to
me. | would need permission forms from
everyone in the attached photo. | would of
course be able to arrange a copy of the
magazine to be sent to you after publication.

Dive into a little
fundraising

We love hearing about your fantastic fundraising ideas.
Big or small, outside or inside, the money you
raise helps us make life better for cats.

Amy’s making her mark for cats

After her beloved cat, Kmy pasﬁed
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