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[bookmark: _Toc29291915]1.Introduction
In the past few decades the market has changed drastically and keeps on changing with every passing day. New and competitive companies are flooding the market with interesting and innovative ideas which arouse the consumer curiosity. People are “hungry” for new technologies, new gadgets, smart devices, intelligent systems, designer shoes and clothes, and etc. However, behind the creation and the development of any new product or service is the exceptional project management. 
As per Heagney (2012), in the past the majority of the projects have been external to the organisation. Such as the building of a skyscraper or designing a commercial ad campaign. However, lately, it can be seen that the projects use has been shifted into the area of the creation of new products and improving the services provided to customers. The author also adds that although the external projects can be very exhilarating, the internal once are equally satisfying. This is because they can lead to the substantial improvement of the organisation and its ability to execute both more effectively and efficiently. This, on the other hand, enhances the competitive strengths of the organisation and makes it better contribution to the society. Furthermore, project management is extremely helpful for organisations because it provides powerful tools and techniques that improve the company’s ability to plan, control, and implement its activities. What is more, it shows the ways in which the organisation handles its employees, assets, and resources (Heagney, J., 2012).

[bookmark: _Toc29291916][bookmark: _GoBack]2.Literature review  
[bookmark: _Toc29291917]2.1 Project and project management
According to PMI (2008), a project is a “a temporary endeavour undertaken to produce a unique product, service, or result (PMBOK Guide, 2008). As per this definition, a project can be done only once because if it becomes repetitive it is no longer a project. Dr Juran (1986) also adds that a project can be defined as a problem scheduled for a solution. The project, however, can be a very complex and difficult process. Both the project and its management have many aspects that should be identified, analysed and planed at the beginning of its performance. J. Heagney (2012) says that a project should consist of definite time scales which includes both the starting and the ending points. He also explains that a clearly defined scope, a budget, and a specific performance requirements are also vital for the start-up planning of a project. Yet, even if the whole vision and the step-by-step plan for a project is complete, the most important factor is how this project is going to be managed. As PMBOK Guide (2008) defines, a project management is the ability to implement knowledge, skills, tools, and techniques to project activities in order to meet the requirements of the project (PMBOK Guide, 2008). According to Eskander (2018), “the project success isn’t all black and white, there are grey areas that are a little more difficult to measure but are definitely worth taking the time to evaluate” (Eskander, 2018). In other words, project management is not only about managing and ordering to a group of people to do certain things in a particular time. the project management is the planning, organising, managing the tasks and resources, defining objectives, and multitasking. However, for a project to be successful it should be very well organised throughout the whole process. For this to be easier and more efficient, Thamhain (2013) and Patil et al. (2012) agree that there are tools and techniques that can be used based on the project size, objectives, relevant impacting factors, and organisational structure.  
[bookmark: _Toc29291918]2.3 Project life cycle
The project life cycle is a special project management term that allows the project manager to divide a project into different phrases or parts. Each of them should be organised to produce an effective deliverable or result. As Rory Burke (2013) explains, the project lifecycle forms the backbone of the project. When the different phrases are followed in sequence the project progresses from conception to completion. Therefore, it is essential for the project manager to have full understanding of the characteristics of the project lifecycle in order to manage it effectively and to reduce the risks appearance (R. Burke, 2013). He also adds that that there are many different management processes that can be used according to the project type. In the business project of software development Fayol’s management process can be extremely useful and effective. Fayol’s management process consists of five different topics which should be followed systematically. The first step is planning the project by making a work force of what should be done and what are the requirements of completing the project. In order to make the project plan clearer and easier to follow drawings or charts can be used. Such actions will help in the understanding the various tasks and following them precisely. The second step of Fayol’s management process is the organising part of the project. According to Burke (2013), this step “staffs the necessary personnel, and provides the necessary raw materials and capital which are required to carry out the work...” (R. Burke, 2013).  
In order to motive and encourage the team members the project manager should be able to communicate clearly and effectively with each member of the team. This, therefore, will optimise an effective and productive return from the employees. This phrase is the third one from the management process and is called “commanding”. The co-ordination and organisation of the team lead to balanced and harmonised work completion. As per Fayol’s management process the directing part of the process is important because it both motivates and encourages employees to work efficiently and to their fullest potential. Furthermore, it also balances the organisation and the production of the activities. The final phrase of the management process is the controlling phrase.  It is described as the act of receiving feedback on the progress of the project. It helps for the correct work guidance towards a successful completion of the work. Burke (2013) also adds that this process shows that all the employees follow the project manager’s commands (R. Burke, 2013).  This final phase is also important for future project from similar type as it can show where the work can be corrected in order to be done more effectively, in better manner, and faster temps. 

[bookmark: _Toc29291919]3.Case study
[bookmark: _Toc29291920]3.1 Business and project introduction
Unique Learning Advisor is an agency which was founded in the late 2015. The mission of the agency is to attract, guide and assist people in starting or continuing their education in the UK. The agency’s main branch is in Central London, however, it also has offices in Manchester and Birmingham. Unique Learning Advisor is in partnership with many universities and colleges around the country which offer a wide variety of courses and degrees which can be achieved. Apart from the age restriction which is eighteen years old, the agency does not have any limit for people from different background, sex or language level. The staff in the agency is trained to provide maximum assistance, help and guidance to everyone who desires to start their education in the country. The organisational management in the main branch consists of six people and the structure in the agency is flat. It consists of a director of operation, an office administrator, two business developers, and two office assistants. Due to the high volume of applicants and the nature of business, data and information storage is one of the main responsibilities of the agency. Each student has a personal file with information which should be kept safe at all times. In order for this data to be secured, the best solution for the agency is to develop a software which will collect and store all the files. the software will be used be everyone and can be accessed in every branch of the business. Due to the nature of the project, it is conditioned to the office administrator, who is familiar with all the student files, universities, colleges, and agents. The office admin is further responsible for the process of managing and designing the software by working closely with the IT team, and delivering the final product to the business owner.
[bookmark: _Toc29291921]3.2 Components of project management plan
The project plan consists of five components which should be followed step by step. 
A) [bookmark: _Toc29291922]Scope statement
 In this situation, the stakeholder is the agency itself, that is why the whole process of the development, the design, and usage of the software will be discussed directly with the director of operation and colleagues. The main purpose of the software will be to make the company’s data and information be easily and conveniently organised. It will also provide enough storage for all the contents to be kept at the same place securely. 
B) [bookmark: _Toc29291923]Acceptance criteria
The software will be designed to be easy and understanding to use. Its design and functions will have the ability to be changed all the time. The opportunity to add and delete more options also provides convenience and freedom for the stakeholders to change it according to their business needs.
C) [bookmark: _Toc29291924]Deliverables/ Objectives
The core idea of the software development is to provide the stakeholders with easy to use and convenient way to add, keep, update, and store business data and information. Due to its large storage capacity, the software will not have a limit of data and information upload. It will also be designed according to the stakeholders’ requirements and desires. Another advantage of the software is that it is “Cloud” based, which allows mobile usage from anywhere and anytime. 
D) [bookmark: _Toc29291925]Project schedule
The project will be designed and finalised according to the stakeholders’ requirements, however, a realistic timescale of the process and deadlines will be advised by the developer. 
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E) [bookmark: _Toc29291926]Risk assessment
According to Kleim and Ludin (2018), in order to complete a project effectively and adequately risk management should be in place to identify and initiate the most appropriate project management processes. They also add that risk management is vital, easy and quick to apply, and reliably solid to any environment or industry (Kleim, R. and Ludin, I., 2018). 
	Risk
	Concerns
	Comment

	Changes in the team

	The project
	Qualified team members resign before the completion of the project

	Changes in the management

	The project
	Changes in the management in the organisation with different priorities

	Hardware lack
	The project
	Vital hardware needed for the project is not available on time

	Changes in the requirements
	The project and the final product
	There are more requirement changes that expected

	Delays in the specifications
	The project and the final product
	Specifications of vital software design requirements are not provided at the right time

	Change in the technology
	The business
	The technology over which the system is developed is renewed with another technology

	Product competition
	The business
	A new competitive product has come on the market before the completion of the system





[bookmark: _Toc29291927]3.3 Risk management process
The risk management process can be divided into different sections. Each one of those sections should be considered and analysed in details in order to prevent the formation of new risks. The first step of risk management is the risk identifications. This includes the identification of potential risks for the project, the product, and the business. Once this step is complete, risks should be analysed followed by the possibilities and consequences. In order to minimise the consequences of possible risks, plans should be made and followed. The last step of the risk management is their monitoring. This step should be followed during the full creation of the project.






Risk monitoring
Risk Identification
Risk
 Analysis
Risk planning



List of potential risks

Prioritise risk list
Risk assessment
Risk avoidance and contingency plans




Another good technique that can be used in the risk management process is the Deming Wheel. The risk management is a continuous cycle and that is why project managers have to understand and be consistent in what and where is happening throughout the whole project. Deming Wheel created a diagram where the business process should be placed in a continuous feedback loop so the managers can identify and manage different aspects of the project that need improvement. Although Deming’s process is known as the Plan, Do, Check, Act cycle, in risk management is can be used with risk identification, analysis, planning and monitoring (Deming, W., 1950).
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Risk Analysis
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Risk Reporting



A) [bookmark: _Toc29291928]Risk identification
Risks that could occur during the creation of project may be from different background. In the software plan can be identifies five different sections. The first one is the technological factor. Risk which can be connected with this factor include; the database used in the system cannot process the expected number of functions per second, and the software components that will be reused have defects limiting their functionality. Another section in which risks are very likely to occur is the people-connected.  Potential risks from this background could be the illness or unavailability of key team members, the lack of staff training, or difficulties in hiring people with the right skills and qualification. Major risks can be seen in the side of the organisation. Such is: the organisation being restructured and different management becomes responsible for the project. Another risk could be financial problems which would require a reduction in the project budget. Another section where risks can be identified is the requirements of the organisation. Proposing changes in requirements which will lead to major reworking or the inability of customers to understand the consequences of requirement changes could be a massive potential risk. The final factor which could be risk bearer is the assessment. This factor includes risks such as underestimated time to develop the software, underestimated degree of repair of the defects, and undervalued size of the software.
B) [bookmark: _Toc29291929]Risk analysis 
The process of risk analysation is vital for the development of the software and its successful completion. This process establishes the likelihood and severity of each risk. The possibility can be therefore: very low, low, moderate, high or very high. The effect of the risk can be measured as catastrophic, serious, tolerable or negligible.
	Risk
	Possibility
	Effect

	Financial problems in the organisation require decrease in the budget of the project
	Low
	Catastrophic

	Inability to hire qualified and skilful members of staff
	High 
	Catastrophic

	Key employees are ill or unavailable to work
	Moderate
	Serious

	Software components have defects
	Moderate
	Serious

	Requirement changes are offered, requiring major reworking
	Moderate
	Serious

	The organisation is restructured and different management is responsible for the project
	High 
	Serious


	The database used in the system cannot process the required number of functions per second
	Moderate
	Serious

	The time required to complete the software is underestimated
	High
	Serious

	Customers do not realise the consequences of requirement changes
	Moderate
	Tolerable

	There is a lack of staff training

	Moderate
	Tolerable

	Size of software is undervalued

	High 
	Tolerable 



C) [bookmark: _Toc29291930]Risk control
Once a risk is identified and analysed, the management need to come up with a plan or a strategy. There are different strategies that can be applied to reduce future risk occurrence or minimise its consequences. An avoidance strategy can be used in order to reduce the risk occurrence. Minimization strategies are those that reduce the consequences of the risk in the project or final product. In case of risk arises, a strategy where plans for eventual occurrence are made, could guide to how to treat those risks. 
	Risk 
	Strategy 

	Financial problems
	Prepare a brief for the top management to show how and how much the project would contribute to the business goals

	Staff hiring problems
	Warn the customer for possible difficulties and delays

	Staff illness/unavailability
	Reorganise the team so there is bigger work overlap and team members understand the work of the others

	Defective components
	Replace detective components with purchased ones with proven reliability

	Changes requirements
	Retrieve tracking information to evaluate the impact of the changes

	Organisation restructures  
	Prepare a brief for the new management to show the importance of software development and its contribution to the business

	Database performance
	Explore the opportunity to buy a more productive database

	Underestimated development time
	Study the purchase of components, study the use of a software generator.


 
D) [bookmark: _Toc29291931] Risk reporting
Keeping an eye on the project, its development process and potential risk is a vital part in the project management. It is important to regularly evaluate each known risk in order to decide whether it has become more or less probable. Assessing whether the effect of the risk have changed could be beneficial for preventing bigger and more drastic consequences. In order to make the whole work process easier and more efficient, each major risk should be discussed at regular management meetings.
Risk indicators:
	Risk type 
	Potential indicators

	Technology
	· Late delivery of hardware of support software
· Many technological issues


	People
	· Bad team morale
· Bad team cooperation and relationships
· A lot of unfilled job positions


	Organisation
	· Lack of activity from the organisation’s management side


	Requirements


	· Many requests to change requirements
· Customers’ complaints

	Assessment


	· Failure to meet agreed schedule
·  failure to correct reported defects


[bookmark: _Toc29291932]4. The Project manager
According to Heagney (2012), the main responsibility of the project manager is very simple: ensure that all the work is done within the time timescale, scope, budget, and at the correct performance level (Heagney, J., 2012). However, if that was true, being a project manager would be probably the easiest thing. Behind this job role, there is much more than just checking up on your team whether they are doing their job correctly and on time. As Heagney (2012) adds, a good project manager must understand what are the mission and vision of the organisation they work in (Heagney, J., 2012). They have to also see how the project they are managing would benefit or not the company, and make sure that they steer the project in such a way that the organisation’s goals are met. 
Furthermore, the project manager should have exceptional interpersonal skills in order to be able to communicate, work, guide, and motivate their team. There are various leadership styles and every person has his own style, however, being able to win authority and respect is essential when being a project manager. Leadership and management skills are the top skills needed when being a manager in order to be able to have a team who is happy to follow and work in a motivated and happy environment. The project manager should also have very good critical and strategic thinking. Planning, controlling, and monitoring are vital parts from the project management and can be crucial for the completion of the final results of the project if not carefully supervised. In order for the workforce in a team to act to its fullest it should be allocated in the proper way. That is why it is very important for the project manager to know the strengths and the weaknesses of each team member so the best potential can be used. Such work division is called organigram. Everyone in the team has his own duties and place in the company, despite the organisational structure. 
[bookmark: _Toc29291933]Personal role as a project manager
I have been working as an office administrator in the agency described in the case study and have been assigned as a project manager for the development of a software development. The main reason behind the decision of me being the project manager was because I am aware of all the students, universities, colleges, agents, and requirement of the agency. I will have to work directly with the out IT team and design the software according to personal outlook, design, and needs. The software will be used by me and other office colleague on daily bases to be checked for any ‘bugs’ and further requirements. As a project manager I will have to assign the IT team with regular weekly meetings and reports on the progress of the project, as well as update them on any design updates or new requirements. Due to the agency being based also in Manchester and Birmingham, I would have to travel twice every month to train the teams there how to use the software and to ask and answer questions, and to collect feedback. 
[bookmark: _Toc29291934]5. Conclusion
In conclusion, this report delivered a detailed information about the definition of project and project management. It also explained how project management is important for the success, improvement and competitiveness of organisations. The project life cycle was analysed and used as a tool and technique of an efficient and effective project completion. In the case study of the report was used an example of an information technology project which should be completed in a short period of time within a small agency. In the work is provided a detailed information of the projects scope, objectives, deliverables, stakeholders, and timetables. The report also provides an evaluation of a risk assessment and future risk analysis.  The writing concludes with a personal contribution of the project manager to the project development, organigram, a personal development plan, and reflection for future projects. 
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