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[bookmark: _Toc107867348]1. Introduction 
Based on the existing literature, a project is considered to be an undertaking that has a beginning and an end and particularly one that is pursued for the purpose of meeting established goals within a planned scheduled, cost and quality objectives (Joslin & Müller, 2015; Kerzner, 2019). 
Project management is the integration of all project aspects to ensure that the expected outcome of the project is attained in a cost-effective and timely manner and ensuring that resources and proper knowledge are available where and when they required during the execution of the project (Martens & Carvalho, 2017; Bentley, 2020). 
The project that will be referenced throughout this report is a project that is aimed at raising awareness about cancer support to the health minister. This is categorized as a project because it has a defined beginning and an end period within which a particular goal must be met within a cost-effective and timely manner. 
This report presents a critical assessment of project management tools and techniques used in managing projects including Belbins team roles, Quad chart, Stakeholder analysis, WBS (Work Break Down Structure), a Gantt Chart, and Risk analysis. 

[bookmark: _Toc1][bookmark: _Toc107511170][bookmark: _Toc107867349]2. Project life cycle
A project life cycle is the path that a project takes from inception to conclusion and it involves four different phases including initiation, planning, implementation and closure (Too & Weaver, 2014; Meredith, Shafer & Mantel, 2018). Typically, every project undergoes this path of four phases each with its own issues and agenda with end goal of meeting the set objectives of the project. The tools and techniques used in project management are assessed here under different subsections where each of them represents a phase of the project life cycle mentioned above (or as shown in the image below).
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The project initiation phase is considered to be the first phase of a project where the project’s objective or the need for the project is identified (Mirza, 2018; Joslin & Müller, 2015). This can essentially be a business opportunity or business problem. A feasibility study is often conducted under this phase of the project with the underlying goal of investigating whether each viable option presented addresses the set project objective. Further, a project manager is assigned to the project who works with the sponsor of the project to the identify the project’s necessary resources as well as the team members and skills required for the project’s execution (Mir & Pinnington, 2014; Kerzner, 2014). 
It is at this phase that Belbins team roles tool is applied to help the project manager to identify the appropriate mix of team roles necessary to ensure that the project team operates effectively to achieve the set goals and objectives for the project (Mir & Pinnington, 2014; Kerzner, 2014). The nine team roles advocated for under the Belbin teams roles tool include, the complete finisher, the shaper, the implementer, the specialist, the plant, monitor evaluator, the co-ordinator, resource investigator, and the team-worker (Sommerville & Dalziel, 1998; Meslec & Curşeu, 2015). 
A key benefit of the Belbin team roles tool is that is helpful in the improving the performance of the project team by considering the weaknesses and strengths of each individual in the team which helps team leaders to organise their teams in ways that utilises the talents of each individual in the team. However, one of the key limitations of this tool is the roles identified are mainly concerned with collaborative work and they ignore how individuals perform on independent projects (Sommerville & Dalziel, 1998; Meslec & Curşeu, 2015). 
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[bookmark: _Toc107867351]2.2. Project Planning
The project planning phase essentially builds on the work carried out under the project initiation phase where the project team and its leadership refine and augment the project plan deliverables as well as the project Cost, Scope, Schedule, and Quality (CSSQ). At this stage, various key elements are often added to the project plan including acceptance management, change control, issue management, project transition and organisational change management (Kivilä, Martinsuo & Vuorinen, 2017; Kutsch, 2020). Essentially, the project planning phase marks the end of the project the conclusion of this phase results in a revised and re-evaluated business case for the project and necessary resources are committed for the execution and control of the project. 
One of the key tools that was applied at this stage of the project was the Quad Chart which played a paramount role in providing a visual representation of the project’s objectives, stakeholder needs, identification of the critical success factors for the project and identifying how success of the project would be measured. With this visual presentation, technical solutions to project goals could easily be proposed without the expense of tremendous amounts of time and resources. The limitation of this tool is that it is only as good as the information presented about the project. The quad chart that was developed for the project is presented in the figure below. 
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Another key tool that was applied to the project was the stakeholder analysis tool. The stakeholder analysis tool is a way of identifying the key stakeholders of a given project as well as the impact that the identified stakeholders have on the project and their interests in the project (Eskerod & Larsen, 2018; Missonier & Loufrani-Fedida, 2014). The main advantage of the applying this tool is that it helps the team to understand which stakeholders have a low or high interest in the project. With this understanding, the team is able to communicate effectively with the project’s stakeholders in a way that is effective. This essentially helps the team to increase project visibility, gain more resources and support and prevent costly delays within the project cycle (Jepsen, & Eskerod, 2009; Sarhadi, Hasanzadeh & Hoseini, 2021). However, one of the key drawbacks of this tool is that it is time consuming especially where there are many stakeholders involved that may need to be engaged. In addition, it can be quite difficult to execute where the key stakeholders are geographically dispersed. 
The figure below illustrates how the stakeholder analysis tool was applied.
[image: Picture 1]
[bookmark: _Toc107867352]2.3. Project Execution phase
The project execution and control phase is the third phase in the project life cycle where the selected resources are applied towards achieving the project objectives. At this stage the project manager’s primary task is to enable the project team to essentially execute the tasks on the project schedule and develop the service or product that the project is designed to deliver (Martens & Carvalho, 2017; Bentley, 2020). Here, the project manager uses the plans and processes that were prepared under the project initiation phase and the project planning phase to manage the project effectively while taking actions to prepare for the implementation or transition (Kivilä, Martinsuo & Vuorinen, 2017; Kutsch, 2020).
The key tools that are useful under this phase include the WBS (Work Breakdown Structure) and the Gantt Chart. 
The Work Breakdown Structure is a hierarchical outline of the defined tasks that are necessary to complete a given project (Mir & Pinnington, 2014; Kerzner, 2014). It is essentially a tool used to break down and group a project’s structure into manageable deliverables. The WBS tool helps in defining the project’s structure which is helpful in the management of the project as a whole and the allocation of resources. It also acts as the final check to ensure that nothing in the project is missed. 
The main disadvantage of the WBS tool is that it applies a to-do list approach which essentially leads to micro-management of the project which in the end may turn out to be unattractive to some team members. Another disadvantage is that the WBS tool can become outdated quite fast since the project schedule tends to change the execution of the project according to circumstances, yet the WBS tends to be rigid (Mirza, 2018; Joslin & Müller, 2015). 
The figure below illustrates the application of the WBS tool to the project carried out. The team used a Top-down approach building on from the quad chart starting at the top with their aim, then their objectives, then onto desired end results and lastly listing the tasks/activities required to meet the desired end results.
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Developing from the WBS the team were able to then create a Gantt Chart taking from it a list of tasks and activities.  A Gantt Chart is a project management tool that is often used to illustrate the defined plan for the project (Too & Weaver, 2014; Meredith, Shafer & Mantel, 2018). It typically consists of two sections including the right side which has a timeline with schedule bars designed to provide a visual representation of the project plan and the left side which generally outlines a list defined project tasks (Martens & Carvalho, 2017; Bentley, 2020). 
The main advantages of a Gantt Chart include providing an easy way to schedule tasks, they are simple to understand, and they provide a clear visualization of the project plan and timelines. The main disadvantage however is that they tend to be complex to prepare.
The figure below shows the Gantt Chart applied to the project, this was created from the list of task/activities developed in the WBS where task/activities were allocated to team members and a timescale/deadline for completion was given.
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The final phase of the project life cycle is the closure phase, where the team generally assesses the overall outcome of the project, in addition to monitoring the performance of the team throughout the project. This is generally accomplished through primarily soliciting feedback from team members, the project sponsor, and customers of the project and other project stakeholders. Based on the existing literature, this assessment is primarily conducted to document lessons learned from the project and the best practices implemented for use in future projects. 
The Risk analysis tool played an important role for the reviewing and monitoring process as it revealed the potential risks that may have derailed progress of the project. The figure below shows the risk analysis technique applied to the project.
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The WBS and Gantt chart revealed potential risks to the project, the highest risks were timescale issues, team members on annual leave and communication issues.  The risk analysis carried out dealt with these issues by firstly noting the risks then deciding whether they were high, medium, or low risk, then proceeding to mitigating action needed to avoid project failure. An example from the above risk analysis, it shows how the team dealt with one high ranking timescale issue by using swot and pestle tools, using the strength of a team member’s digital skills, and building on pestle factors by using technology and social media platforms to circulate the questionnaires allowing a faster response time for collecting the data needed for the project. The WBS, Gantt chart and risk analysis tools proved to be hugely beneficial to this project in enabling the team to review and monitor the project throughout and highlight potential risks to the project failing.
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An evaluation of the project was conducted to assess some of the outcomes and whether the measures for success met with the desires noted on the quad chart. 
The Hard evaluation was that 22 people sent back the completed questionnaires that had been sent out. Soft evaluation (participative) indicated that the participants in the projection willingly participated in the project and that they felt that their views were heard. The soft evaluation (illuminative) indicated that the participants in the project were open about sharing their experiences and they felt that by doing so they might be helping other people who might be in the similar position. 
Essentially, the team performed well, particularly in the data collection and analysis as well as identifying the potential participants in the project. Overall, the project was a success as it was completed on time and with minimal costs.
For future projects the team would benefit better from beginning their planning early and assigning roles to team members appropriately based on their capabilities.

[bookmark: _Toc6][bookmark: _Toc107511175][bookmark: _Toc107867355]4. Conclusion/Recommendations
The project that was undertaken here aimed at raising awareness of cancer support needs for patients and their families to the health minister. Some of the key deliverables were to find out the needs of the patients and produce a report of the findings for the health minister. Some of the tools used in this project included a WBS (Work Break Down Structure), a Gantt Chart, stakeholder analysis, and Belbins team roles model, whilst there were some disadvantages referenced to the usage of the tools their benefits to the project were evident. The activities carried out during the project found that the participants were happy to provide information about their experiences and that they felt that their views and concerns were heard throughout the process. 
For future projects, it is recommended that questionnaires be used alongside interviews to gain a deeper understanding of the needs and views of the participants. In addition, it was highlighted that communication skills are particularly important for good project management therefore it is recommended that communication skills are improved to ensure smooth delivery of projects in the future. Timescale issues and limited resources were also evident, moving forward for future projects it's crucial to have enough members in a team and time management would need to be improved.  
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