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[bookmark: _Toc534573373]Introduction
In this module we studied about how project management works. We learned about how important communication is in the process of management. We also learned about analysis tools that managers can use to make the projects better and reduce the risk of something going wrong. 
The main purpose of the module was to teach how to effectively manage projects when we are tasked with them in real life. 
This report is broken into three sections, as was indicated in the assessment criteria. In the first section I will provide a description of management techniques and tools and qualities and skill that are useful in management. In this first section I provide a brief of what we learned in class and through research.
In the second section, I will give an account of how I managed a project at work and describe how I applied the project management principles I learned in school.
The last section will be a brief discussion of the feedback I received from my colleagues and peers for my project management skills and effort.
[bookmark: _Toc534573374]Usefuleness Of Project Management Tools and Techniques 
[bookmark: _Toc534573375]Qualities of a Good Project Manager
It seems best to start with a description of what a project manager is and what is expected of him. Studies have found that a project managers job is largely based around communication. This can be up to 90% of working day. A project manager will be constant communication with various stakeholders involved in a project including the project team tasked with the detailed design or implementation of the project or the external investors and shareholders who have money going on in the project or the stakeholders could in some cases even be government officials who need to approve the safety and security of a project. 
A good project manager will be able to give all these and other parties involved all the relevant information they need at the right times. For example a good project manager will have the foresight to communicate with the project design team to find out about any technical issues that may delay the project and make an estimate of the projected interruption and if this happens the manager will quickly let the investors and other stakeholder know so that they can make any necessary adjustments. A good project manager will know when to make a communication an urgent one and when not to bother the stakeholders too much with non important information. 
As we learned in modules we studied last year, communication can be done via many different ways. This can be verbal, written, via videos or power point slides, it can be face to face or via the telephone, etc. There are differences in each type of communication, for example a face to face meeting is best to communicate urgent or important information to someone, while a written email would be better suited for a communication that is not critical to the project. The project manager also has to know how to balance the benefits and disadvantages of the different modes of communication to best the interactions between the different stakeholders. 
[bookmark: _Toc534573376]Stakeholders in a Business Project Context
Stakeholders in a broad sense are people who have an interest in a project or activity. In a business context a stakeholder is someone or possible some other company or organisation such as a government that is interested or will be to some extent be affected by that project. 
In class we classified stakeholders as three separate levels, these were:
1- Key stakeholders
2- Primary stakeholders, and
3- Secondary stakeholders
Each level of stakeholder has a different level of involvement and influence in a project. To make it easy to understand lets use an example of a real life project and list its stakeholders, for example the London Underground. 
Its key stakeholders would the mayor of London, the Transport for London company that runs the service and daily commuters that use the service. 
Its primary stakeholders would be the non regular commuters who use the service once in a while. Other primary stakeholder would be independent companies hired to carry out maintenance or building work for the tubes. The train manufacturing companies could also be counted as the primary stakeholders.
Lastly, the secondary stakeholders would be for example, home owners who live next to tube stations and the related price of their houses.
The first set of stakeholders have great power of the project, any present or future changes to the underground network has to be consulted with them. If the mayors office refuses, the project won’t get legal approval. If Transport for London staff go on strike, there will not be the engineering services needed to maintain the system. If the commuters complain about the service and start using alternatives it could lead reduction in profits which would have cascading effects all over the system. 
The primary stakeholders could make valid complaints about the service and possible make legal claims for compensation should the project head in a direction that affects them negatively. But, ultimately they would not have the power to make significant changes to the project. They could demonstrate their wishes, but unlikely to have a vote. 
The secondary stakeholders may benefit or be negatively impacted by the underground service and as such they may make complaints. However, they are unlikely to given much thought by the key stakeholders as, for this example the house prices is a side product of the underground and not something Transport for London is required to deal with.
Regardless of how many and how important the stakeholders are, the project manager should always have a stakeholder engagement plan. This is s strategy to effectively take into consideration of all the stakeholders and make sure the project follows along with the wishes of the stakeholders. A stakeholder engagement plan should also have metrics to measure stakeholder satisfaction with project progress. 
Some stakeholders could possible be unaware of a project that would affect them or might be resistant to it. The stakeholder engagement plan serves to make sure these stakeholders views are listened to and when necessary considerations made to make them content. 
[bookmark: _Toc534573377]Scope of a Project 
The scope of a project is a document that defines what the project team will build or develop for the client. It is the document based on which the client and other important stakeholders will assess the quality of the work being done. 
 Generally there are two kinds of scope. A product scope is a description of the product or service that will be delivered. It is essentially a catalogue of the deliverable, a specification sheet that the client and investors can use to see what they are paying for. 
A project scope on the other hand taken into consideration the costs and time frame needed for the project to develop. A project scope will take into consideration the human resources needed, include a list of all the deadlines and critical milestones. The project scope will also include all the exclusions that the project team will make. 
Defining the milestones and deadlines within a precise document is important as this will for the basis for how long the stakeholders will have to wait for the deliverable. The milestones will allow the stakeholders to scrutinize the project at regular intervals and make sure that it is being developed in compliance with the scope. 
The exclusions section of a scope is highly important to any project. This section clearly states what the project team will not be doing. Often this is a point of conflict between the stakeholders as there can at times be misunderstandings regarding what is being offered and what was wanted. 
It is very important to get the exclusions section as clearly written as possible. If a legal dispute erupts later in the project, it is this section that all the parties will refer to.
Once a scope is defined it is important to make sure that stakeholder stick to it. However, business needs or other external factors can sometimes force small changes in a scope. External factors could be changing costumer preferences or new laws recently passed that require the project to be built differently. In such situations it may be necessary to slightly alter the scope. In this case the project manager and the clients and investors would have to communicate what these changes to scope are and agree to them before the project design team is given any orders. 
Once all the above is settled it is important not to go too far beyond the requirements of the scope or fall to below the requirements. This is a process that requires regular monitoring by the project managers. In such a situation there should be a work break down schedule detailing when, how and by whom each task is to be done and to what specifications. The project manager can use this document to keep track of the scope.
[bookmark: _Toc534573378]Risk management in a Project
Risk is a major factor in any project. However, it is an aspect often neglected in smaller or seemingly simpler projects where the project manager can feel overconfident due to his experience. In larger more sophisticated projects where many people are involved however, a detailed risk analysis is very important. Otherwise, small checks that would prevent silly mistakes from negatively impacting the whole project can be overlooked and not found until the end of the project. 
Having a good risk management strategy helps to anticipate any problems that may arise during the project and have some level of preparation and a solution for them when they happen. This prevents unnecessary breaks in the workflow as the project managers would have a pre-made protocol to follow when something goes wrong. This ultimately reduces delays in the project and reduces cost overruns which helps in meeting the project scope. 
In class we were taught the basics of the project risk management process. It is a six step method for preparing a risk study for any project. 
It starts with planning the overall strategy for risk management. This means deciding how the risk will addressed, if the project will try to avoid risk whenever possible or take risks if the rewards are worth it. Or if it will try to find opportunities with the risk as well. (Baird, 1985)
Once the general approach has been decided, risks involved in each task from the work breakdown scheme will analysed and found. At this stage a list of all risks associated with all tasks is produced.
Afterwards, a quantitative risk analysis is performed. Here, the risk are given priority and ranking based on the likeliness of they occurring and the severity of their impact on the project. Some risks might be very rare and stop the project altogether. Some risks might be frequent such as typos but not impact the overall project in any significant way. (Fiona, 2002)
Once the qualitative analysis is done, a quantitative analysis will follow. The quantitative analysis will provide a numerical value of the monetary cost involved with each category of risk. At this stage, for complex projects the mathematical side of things can be get quite difficult. Luckily, nowadays project managers have at their disposal advanced software that facilitate all the mathematical calculations. The project manager would only need to input the correct risk characterises such as impact and likelihood or occurrence. 
Once the risks have been identified and quantified, it then time develop contingency plans for when they do occur. These steps can be proactive or reactive. For example steps can be taken to ensure that the number of small mistakes are minimized by making sure all work is checked before being submitted. Or insurance companies can be contracted to make sure there is a cash reserve to finish the project, should the company suffer financial difficulties during the project. (Hoing, 2017)
The last step would be control the risk. This step is essentially making sure that all the mitigation measures developed are implanted and monitored. 
Risk can be visualized using a probability and impact matrix. These are simple ways to represent the risk that might occur from various tasks. A sample probability and impact matrix illustrated below.
[image: Image result for probability and impact matrix]
Probability/impact matrix (Manick, 2012)
Other more mathematically complex models include decision trees and the resulting estimated monetary risk. This method used probabilistic analysis to quantify an estimate of risk if a certain chain of events or tasks are followed. Below is an example. 
[image: Image result for decision trees risk]
Decision tree example showing the quantified risks for each task and each route (Dash, 2017)
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This can be summarised as the combination of most of the topics talked about earlier. When you put together project scope, business objective, stakeholder demands, risk management and try to find the light at the end of the tunnel you get a project plan. This plan will connect all the things discussed far in this report and allow a project manager to visualize what he should be doing and if he is missing any important aspect or detail of this project. 
The first step that a project manager needs to do is read the project scope and find what the deliverable or most important deliverables are and the time available to produce those deliverables. The project planning stage should also consider the team that will be working on the project, a good project completion depends a lot on having a good team working together. 
A typical project plan will be a medium sized document that has the key information in a clear and short way. Often project managers use tools such as Gantt charts or activity networks to show the work will distributed through the team and how long things will take. (Harned, 2018)
To make sure that the deliverables are doable within the given deadlines, it is recommended that project managers talk about the deliverables with their teams before starting to write a project plan. Meetings before starting a project can be very helpful to find out if the team can confidently deliver the project in time and if not what and where can improvements be made. For example, these meetings could show that although the company wants to build an extension to their building they do not have anyone in the team with the necessary IT skills to properly connect the tables in the extension to the main computers. In such situations the project manager takes note of what is missing and then appropriate action can be taken such as hiring an IT specialist who can advise on any particular the extension should be done to make things easier and help with actually connecting all the new computers and IT machines once the extension is done.  
It is during the project planning stage that risk management is first considered. Again, involving the team at thew early stages can help massively as shown with the previous example. Any missing technical gaps can be filled in before starting the project, and thus reduce unnecessary delay once the project is ongoing. Involving a multidisciplinary and technical team also increases the chances of finding hidden technical gaps in skill that the general managers might not be aware or have the training to help with. This is even more relevant in high tech businesses such as software development or engineering where there is some times a large difference in training and education between the employees and managers. (Luceno, 2017)
Once all the risks and limitations, and a reasonable time scale has been set and the team indentified things can be then presented to the stakeholders or investors. Having a nice clear report at this stage helps increase the stakeholders confidence in the success of the project and if there is something they do not like they can say it immediately bring it up before anyone spends time on something that would need to be fixed later. 
A good project plan can also serve as marketing to get more investors investing in a project and so increase the resources available at the project managers disposal.  (Alexander, 2017)
[bookmark: _Toc534573380]My Project in Expanding a Restaurant Branch and applying Project Management Knowledge
A few years ago I was involved in upgrading and expanding the restaurant I was working at the time. The expansion was about adding a new room for ground floor by breaking into the next building that the company had bought. I has been at the company for some time and had a responsible position there so I was asked to manage the expansion project.  
The first thing me and my boss did when starting to think about the project was to set a scope of what we were going to do and how much we would spend on it. It was decided that we would try to not touch the existing restaurant as much as possible as it had been redecorated last years and try to keep the costs to maximum of forty thousand pounds. The budget was to include all aspects of the project, from building to decorating the new extension and also included any costs that would be needed for providing services like electricity water or architecture planning or any other requirement that might come along. 
It was very helpful to have had this early meeting with my boss, now I would know something that I am doing as being too expensive or not. This was information that I could also give to the team that would be doing all the work so they knew if any design would be too expensive or not. 
It was my first time working in building a house or a building so there were things about which I as not very sure. Things like how to add two buildings together and also be legal to comply with building laws. Also, although being working there for a long time I did not know much about how the actual restaurant building was built. I would need to know these things when we broke down walls to make the extension. These could become very large risks if I did not get the correct way, it could lead to being illegal by not being ok with building laws or I could damage the building and make it collapse or have it closed down. 
To make sure I did not get these very important decisions wrong, I talked with a building company and asked what was the best way to break down a wall and connect two buildings. I learned from my meetings with the building team that because the original restaurant building was built so long time ago there were no building plans available. This is, no one knew where the main foundations and main steel beams of the building were. To start breaking walls without knowing this, could end up damage to the structure. This would be very dangerous and expensive to fix. 
To fix this second risk I contacted a an architecture company and paid them to do a survey and make a plan drawing of the building that the builders could use to break down the wall. Once this was done I could start making plans about how long everything would take and most importantly, if the original restaurant would have to close at any time. 
For the next stage of planning I put together a meeting with the restaurant staff and builders to see how they could keep the restaurant running while building works were going on. The restaurant staff said that loud noises during building will be a problem but then the builders said they can put sound proof temporary walls and decorate them too while the main wall being worked on. Having this good coordination between the two teams allowed me to do my job much more easily and have a schedule that did not have the restaurant closed.
Once I had planned most of the project and had a good diagram of how the project was going to move I could this to my boss. My boss was the restaurant owner and so he was the key stakeholder. Luckily for me, my boss was happy with the project plan I had made. And I could order the builders to come and start their work.
Once the works got started, one of the builders found out that the architects had made a mistake in their build plan and had forgotten one of the main steel beams supporting the roof and the builders almost drilled into it. This could have been a major risk if it had gone through. In this situation I would have reduced risk even if things went wrong because I had gotten a survey from the architect company. The survey was a legal contract that allowed us to order the builders to start breaking the wall. Even though a disaster didn’t happen, I got in contact with the companies lawyers and asked if we should do something about the architects, specially if there any more problems like this. The lawyers recommended that we threaten the architects with legal action if they did not return to the site and did another survey. This time it would be correct and free of charge. This gave everyone on the restaurant side relief that now even if things go wrong we could chase this argument in the courts and be given compensation.
After that first problem, the rest of the project went as planned. We were able to stay open for most the project with only a few small closures when the electricity was installed. 
[bookmark: _Toc534573381]feedback I received From my BOSS
During the project my boss told me that my work was of good standard. My boss was specially happy with the fact that I had found a way to keep the restaurant open even during the breaking down phase when the builders were using power tools and loud electric hammers and that costumers did not complain about this. 
In terms of budged, I did not go over it and everything as fished a week before the deadline. My boss was generally very happy about the outcome.
One thing I learned during this project is that even if you hire a professional company to do something, it is still possible for things to go wrong. This was the clear example with finding missing steel beams. But, if the appropriate risk management is taken and there are legal or financial contingency plans a very bad situation can be avoided. 
The other thing that my boss was very happy about was how well I kept everyone informed of what was going to happen which allowed everyone to make any preparation needed to make sure they did not have to stop work at any time. This is something I am also proud of, that my management skills are good enough to keep four different teams, restaurant, builders, architects and the stakeholders informed of what’s happening and making sure they know of anything might cause problems from their side and being able to discuss it before being too late. 
[bookmark: _Toc534573382]My thoughts on Project Management
When I originally did this project a few years ago, I did not think of it in as much as detail I see it now. If I were to repeat it now, I would probably have kept a much nicer and digital record of the project planning. When I did this, everything was written in a paper notebook that I kept with me. If that notebook was lost or water spilled on it, it would have been a problem. 
Also, if I did this again I could have used Gantt charts better. Draw them on a computer and have a very clear and nice diagram of how the work would progress in time. 
There are many other things that I learned during this module that I will be able to apply in any future project that I do. 



Bibliography
Alexander, M. (2017). Retrieved from https://www.techrepublic.com/article/5-reasons-your-business-should-invest-in-project-management-software/
Baird, S. (1985). Toward a Contingency Model of Strategic Risk Taking. Academy of Management Review.
Dash, S. N. (2017). Retrieved from https://www.mpug.com/articles/pmp-prep-decision-tree-analysis-in-risk-management/
Fiona, P. (2002). A Risk Register Database System to aid the management of project risk. International Journal of Project Management, 365-374.
Harned, B. (2018). Retrieved from https://www.teamgantt.com/guide-to-project-management/how-to-plan-a-project
Hoing, B. (2017). Entrepreneurship Education: Toward a Model of Contingency-Based Business Planning. Academy of Management Learning & Education.
Luceno, V. (2017). Retrieved from https://articles.bplans.com/seven-steps-to-successful-project-planning/
Manick. (2012). Retrieved from http://www.justgetpmp.com/2012/02/probability-and-impact-matrix.html


image1.png
Impact
Trivial Minor [Moderate| Major | Extreme
Rare Low Low Low Medium | Medium
2| Unlikely Low Low Medium | Medium | Medium
§ Moderate Low Medium | Medium [ Medium
g Likely Medium | Medium | Medium
Very likely| Medium | Medium





image2.jpeg
Prototype orNot?

Success <
70% W Payoff=+ $500,000
Prototype
Cost = - $100,000
30% Failure <
Cost =-$50,000
% Success.
20 Payoff=+ $500,000
No Prototype
Cost=$o
0% Failure <

Cost =-$250,000





