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In this assignment Digital Transformation Project 1 (DTP1) will be implemented which is a revamp of an organization website.  New functional features include a chat box, a demo video, referral page, leader boards, persona definition, user journey and non-functionalities include the website loading within 5 seconds.  The scope exclusion is that development will not be on blackberry phone. The implementation process will involve the use of Agile Scrum project management tool and technique. The business case and its content which includes the strategy, risk management and stakeholder analysis are clearly defined. Effective collaboration was accomplished by use of different forms of communication methods which led to a successful project delivery.  A self-development plan is created based on a critical evaluation feedback conducted to improve personal future project management performances.	Managing Project in the Organisation
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Introduction:
Introduction:
In this assignment a digital transformation project will be explored, in conjunction with the use of digital technology to solve traditional problems. The project in discussion is called Digital Transformation Project 1 (DTP1) which is a revamp of the company’s website to measure up to the modern technology. The term project and project management will be defined. In this project new innovation and creativity types will be identified in solving traditional problems. The critical assessment of the project will involve the use of Agile Scrum project management tool which is being used at my workplace. The assessment will also consider a brief evaluation of other project management tools such as prince2, Waterfall and PmBok. The discussion of Agile and other project management tools will include a clear identification and explanation of advantages and disadvantage. This project will involve a creation of a justifiable business case which will be implemented according to the technical requirements which must remain within project scope. The progress of agreed targets and the implemented business case will be monitored by use of check list, which will indicate the effectiveness of the project. The importance of project members will be indicated by having collaboration between the project manager and other subject matter experts (SME). There is also going to be stakeholder management which involves identifying and analysing key stakeholders and the appraisal of project tools. Risk analysis will also be conducted which will identify the appropriate means to take an effective mitigation action. My project management abilities will consider other team members’ feedback which will be used to identify my strengths and weaknesses in project planning and implementation. Through use of appropriate feedback questionnaires, a self-development plan will be created for personal improvement in managing projects which will help enhance my future project performances. 
Part one assignment attempt underneath:
Usefulness of project management tools:
(Kenneth C. Laudon, 2016), defines a project as planned series of related activities for achieving a specific business objective, by applying knowledge, skills, tools and techniques in achieving specified targets within specified time and budget constraints. (Schwable, 2016), emphasises that project managers and team members benefit from using project management tools and techniques. The writer indicates the importance of project managers collaborating with team members in determining the most appropriate tools for the project. (Kenneth C. Laudon, 2016), indicates the importance of an organisation correctly selecting and executing a business process so as to be effective and efficient.  Agile method in project management refers to an iterative and incremental development where requirements and solutions are unknown and change frequently based on constant collaboration between key stakeholders (Schwable, 2017). Agile can be easily used in any project environment whether the requirements are unknown or evolving.
 Regarding the project constraints, Agile leaves time and cost fixed and allows flexibility in the project scope. This opportunity allows the sponsor or product owner to appropriately prioritize requirements based on new information acquired through collaboration. In revamping DPTI website new functionalities and features are incorporated to achieve the project goal. (Horine, 2009), describes a successful project as one that is delivered as promised, completed within project constraints such as timescale, budget and quality and the expectations of all the stakeholders must be achieved. As collaborators our goals for DTP1are to deliver the project within scope providing quality and within available specific resources such as budget, team and time.  DTP1 budget is £40,000 with a tolerance of £15,000 to complete in 3 months with a tolerance of 2 weeks. Tolerance amount of money is the extra amount of money as a fall back and in this scenario the completion of the project will not exceed 3 months and 2 weeks with a total amount of money not exceeding £55,000.
As a team, it agreed that ‘Agile Scrum’ technique would be suitable for DTP1 project because it is iterative and incremental suitable for implementing a gap analysis and change management business process. The aim of DTP1 project at my workplace is to revamp the company’s website by adding the latest functionalities so that it can be more adaptive and responsive to improve user experience.  As project team members, our objective will be measured by improved user experience, increasing the number of visitors to our website, increasing the number of customer conversions and retention. Our Key Performance Index (KPI) includes increased number of subscriptions, retentions and referrals. According (Kenneth C. Laudon, 2016), a project scope is a yardstick defining what is required or not required on the project.  With limited resources, we used Agile Scrum to deliver value quickly to our customers. (Schwable, 2016), emphasises that project managers and team members benefit from using project management tools and techniques. Also the writer indicates the importance of project managers collaborating with team members in determining the most appropriate tools for the project. (Kenneth C. Laudon, 2016), indicates the importance of an organisation correctly selecting and executing a business process so as to be effective and efficient.
(Schwable, 2016), emphasises the importance of prioritising and reprioritization of deliverables when using agile approach. We used Moscow (Must, Should, Could, Won’t) prioritization model, to deliver quickly and incrementally according to business value benefits and stakeholder expectations. Must requirements represent the stakeholder’s needs which are important and urgent. They must be done first in the first phase as they have the business benefit value and are customers’ expectations.  Should requirements are important and not urgent or urgent and not important. They are done when there is remaining a resource. Could are requirements are    neither important nor urgent and can be done when there’s an extra resource and are nice to have. Won’t are out of scope requirements also called exclusions from scope. These are requirements that will not be executed in this produce.  These could be scope creeps.
Another reason we picked Agile is because we could adapt to change easily with quick response from stakeholders (Schwable, 2016).  Agile also provides an opportunity to detect and fix bugs and issues immediately during delivery. We successfully managed to fix any bugs detected during testing stage for maximum quality assurance for the user. Frequent acceptance of feedback from effective collaboration would lead to improving team’s effort (Yeates, 2008).  We could implement and test our deliverables frequently (Yeates, 2008). 
Agile Scrum: 
[image: agile-scrum-framework]
Scrum is a leading Agile software development framework for completing projects which are complex and innovative (Schwable, 2016).  It is used to manage and achieve projects by team members working together to achieve a project goal. (Yeates, 2008) states that Scrum processes are time-boxed within scope. The project is broken down into small iterations known as sprints, where deliverables are split into small tasks and completed. The process includes working with different team members including the scrum master who owns the scrum process and makes sure that team members adhere to it (Yeates, 2008). The product owner creates input list of other team members such as the sponsor, customer, stakeholder and users for sprinting.  The input list is used to create a prioritized product backlog by product owner (Schwable, 2017) to produce deliverables for sprinting. Using MoSCoW prioritisation model we identified the order of importance for implementation then conducted a sprint planning meeting where we decided on deliverables to sprint and implementation strategy. A sprint process involves analysing requirements, designing, developing testing, reviewing and deploying. Our business analyst team analysed the non-technical requirements which are business requirements and translated them to technical requirements which are functional requirements. The technical business analyst designed functional requirements using Business Process Modelling Language and Unified Modelling Language. Flow charts, data flow charts, use cases, mockups, wire-frames and user stories were used in designing these functionalities. The technical requirements were then developed by the developers who did the coding of the system. After development stage, the deliverables were then tested by the testing team who carry out functional testing, non-functional testing, systems testing, performance testing and user acceptance testing. Testing was done manually and automatically with detected bugs being rectified immediately before release. After deployment a sprint review’s done where the scrum team shows their accomplishments to the rest of the team. (Hobbs, 2015), indicates that reviewing the project process allows for identification and acknowledgement of lessons learnt which is used in finding ways to improve project management skills in future. Since this is a repeatable project process, the projects review is an opportunity to establish what went well, what could have gone better and what to do to improve projects in future. Thereafter, a sprint retrospective meeting takes place which involves the entire team members. They meet to inspect itself and highlight plans of improvements to be implemented in the next sprint.  During a sprint which normally takes 2-4 weeks, 15 minutes long daily scrum meetings were held where team members would meet to say what had been achieved since the last scrum meeting, what we planned to achieve before the next scrum meeting and any issues encountered that needed resolved. 
Other project management tools and techniques that we did not use in the delivery of DTP1 are Prince 2, Waterfall, PmBok.  Prince2 is a UK process based project management method used for effective project management. It is extensively used by the UK government, private sectors and internationally
Waterfall
Unlike Agile, Waterfall methodology is a sequential linear software design process divided into consecutive stages (Yeates, 2008). This simply means once a stage has to be completed, developers or team members can’t go back to revise it instead they proceed to the next stage.  Every stage has to end before the next one begins. There is no room for errors or change. If there are any changes to be implemented on the project, then the whole project has to be scrapped off and a new inception of project should be done. Waterfall would not have been the best approach for DTP1 as we had to do reverse engineering in the beginning and we also were building in sprints and making changes as we progressed. Also for the fact that Waterfall technique depends on initial project requirement up to closing the project, this would mean that end users’ needs are not taken into consideration when they change. Testing of the software can only be done very late at the end of project, and any bugs would be detected late meaning wasted time and resources. Also collaboration is limited in Waterfall. Teams work in isolation. (Schwable, 2017), states that a continuous change in requirements makes it difficult to use Waterfall approach.
Part Two Assignment:
In my organisation, the project lifecycle consist of stages namely Discovery stage, plan assembly and control, implement and release, Deploy and close. In the discovery stage a preliminary project plan is prepared; identifying what the project is all about specifying budget, timescale, team and resources. The project manager receives a project mandate from the sponsor, sets up kick-off meeting with team members and mission of project is examined. (Maund, 2018) Emphasises the importance of the project leader developing an initial project plan identifying key stakeholders, budget, timescale, cost, requirements and even rough idea of the work to be done.  In this stage, project phases and parameters are defined (Hobbs, 2015, p. 14) determining the viability of the business idea? As mentioned earlier, to implement change the project technique used for DTP1 is Agile Scrum. Implementation of DTP1 will be executed by the designated project team with clearly outlined responsibilities and these involve the project manager, sponsor, business analyst, developers, technical business analyst, testing and quality team, project coordinator, scrum master and product owner who represent the end user of the product. After a reviewed mandate, the project brief is created and signed off by the sponsor, and then proceed to creating an outlined business case in stage 2.
In the Plan, assemble and control stage, a detailed project plan is prepared while assemble mechanisms and control measures are put in place. The DTP1 project is a website revamp of the company with new functionalities to improve the end-user experience by making it user friendly and adaptable. The scope of DTP1, involves all existing functionalities as well as proposed requirements. The project scope includes some of the new functional and non-functional features to be added onto DTP1 such as a chat box, a demo video to show website users how to navigate our system, referral page, leader boards, persona definition, user journey creation the website will be developed to load within 5 seconds and to be adaptable on all Android and IPhone models. The scope exclusion is that development will not be on blackberry phone.
 (Yeates, 2008), highlights that business cases content is different for every organisation however it has to be detailed and justifiable to be signed off.  Our business case content includes the Executive summary, background, feasibility study, industry research, target audience, business value, and strategy implementation, prioritization of deliverables, options analysis, cost benefit analysis, investment appraisal and evaluation.  
A feasibility study is conducted by identifying benefits and drawbacks of the existing system, related systems and the proposed system. New functionalities will increase value by improve user experience and increasing user conversion. Other related options don’t have a chat box and videos for users to use. Industry research is conducted by using reliable and credible based research companies such as E-Consultancy for marketing research and Gartner for branding research. We understood the market trends by identifying past, current and future results. Competitor profiling using SWOT analysis highlights strengths, weaknesses, opportunities and threats for both us and them. Our competitors have been in the industry longer, difficult to navigate website, loads after 30 seconds and constant customer base. This is our opportunity to increase our branding and increase our customer base, providing quality at affordable prices. DTP1 target audience was identified by gathering information Monkey Survey a survey tool, conducting focus groups and issuing questionnaires.   Regarding demographics our target audience age group ranges between 21-60 years, located in UK, looking for a career change in the technology industry and therefore in need of work experience. Our potential customer’s behavioural patterns indicated that a lot of people are using mobile devices more than personal computers. This discovery has allowed us to ensure that our website is more user-friendly and adaptable on all IPhone and Android devices. By successfully, analysing and defining the appropriate business strategy (both internal and external strategies) the business value has been established and the project is providing more of a commercial benefit than a social benefit. To examine external forces, we used Porters 5 forces, SWOT analysis, PESTLE analysis and for internal strategy we identified our internal capabilities using SWOT analysis and our competitive advantage and evaluated our business value considering risk assessment. To implement the strategy we are using McKinsey 7-s and follow that up by prioritising our project deliverables within defined scope. 
Roles and responsibilities
Project Sponsor is responsible for ensuring the provision of sufficient financial resources for a successful delivery of the project. The Project Manager is responsible for building and managing a strong project team while managing and monitoring the project’s progress to ensure successful delivery. Just like the business analyst, the project manager identifies and manager key stakeholders, gathers information alongside the business analyst and effectively communicate with stakeholders. The Project coordinator planned and facilitated meetings and assisted manages DTP1 resources.
The Business Analyst gathers requirements, analysis business requirements and translated them to technical requirements alongside the technical business analyst. Also Conducts an informed research from credible sources, creating a justifiable business case, effectively prioritize deliverables alongside the product owner and project manager. Technical Business Analyst translates technical functionalities by designing mock-ups and key-screens for development. 

Software developer designs and writes new software to improve existing software. Corrects bugs found in the system after QA testing has been conducted. Also writes operational manuals and specifications. Quality Assurance team conducts QA audits ensuring project development is within company standards and within scope. Software testers are part of the team where they test for bugs. 

Constraints:
My organisation uses 6 constraints which are scope, timescale, cost, benefits, quality and risks key project controls and useful in identifying the company’s user acceptance criteria.

In the Implement and release stage, the project plan is updated regularly using actuals from checklist. There’s need to update or monitor project plan regularly so as to ensure that delivery is successfully within scope.
Project control
It is important to control the project using different reports communicating updates to key stakeholders. In my organisation we do this by gathering information, managing it and analysing it, so we could use it effectively in predicting the project’s outcome.  We use a project plan as a project control mechanism for controlling time, cost, resources (project team) and deliverables.  A risk identified is logged in the RAID register (risk, assumptions, issues, dependencies) and ways to manage it are also highlighted. This RAID register serves as a control document. We will use a change request in the project to extend the project delivery date by 2 extra weeks due to our project sponsor being sick and the project being halted waiting for him to make important sign offs. We use the checklist to track the tasks we are undertaking on the project. It is used to control tasks to be done by whom, status of each task and timeline of task, which is planned start and finish date. The Project Initiation Document (PID) is also used as a project control in my organisation. Project governance is used to control compliance, project deliverables, human resources, organisation structure. Another control mechanism we used was a lessons learnt document that we use to log in any lessons learnt from previous projects that may have influence on DTP1, such as having a spare developer to fall back on.   Quality control is achieved by use of different and appropriate reporting documents.
Risk Analysis: involves risk identification, risk prevention, risk management and risk monitoring. As a project manager, the ability to identify and anticipate risks is important as this will protect the project from accepting out of scope deliverables leading to a successful delivery.
Risk identification and Management:
To manage risk in project management, the type of risk, its level whether low or high will be identified the likelihood of the risk, probability, and severity and risk response. A project risk that clients may change their requirements, which might affect the delivery date, cost and benefits. Its level was high, likelihood of 4, probability of 4, severity of 16 and the risk response was to reduce it. Also project risk that new recruits on the project might fail to monitor or manage identified risks and issues if not competent in their job was identified. To manage it, its level was low, likelihood of 2, probability of, severity of 8 and we would reduce the risk. Another risk was that there might be network issues as the senior developer is based in USA. This risk had similar management as the first one as however, we chose fall back on as response. Finally a business risk identified was that possible changes in software development systems might affect the website’s easy accessibility reducing the benefit. The risk level was high, with probability of 1, likelihood of 4, severity of 4 and risk response was transfer
Risk Prevention: 
To prevent risk we ensured that scope and requirements are clearly defined in the beginning. We also ensure that project management procedures are clearly defined regarding managing and monitoring risk and issue management, that is the RAID document must be understood and if training is required then staff is trained. We also ensured that there’s always a developer available to fall back on and there is continuous approval of deliverables and testing. Ensured software complies with newest version and frequently updated when necessary.  After contingent action, risk levels, likelihood and severity all reduced to 4, 4, 4 and 1 respectively.
Risk Monitoring:
To monitor risk some actions were taken. The Project Board ensured that the risk of the scope being unclear in the beginning of the project was assigned to me. To mitigate incompetence by new staff during the project lifecycle, the risk was assigned the project manager. As a project manager, it was my responsibility to ensure that a fall back developer was available. The Project Manager, software developer and quality assurance specialist were assigned to ensure that deliverables were within acceptance criteria

Assumptions noted:
We assumed project resources will be available throughout the DTP1 lifecycle and that the project team had agreed on scope before project start. We also assumed that the team members were competent to deliver on time and also that we had appropriate authorisation has been acquired to use copyright licences for design.

Checklist
In our organisation we use a checklist in place on a Gantt chart.  We use it because it is more detailed and easy for every team member to follow. It also shows the task assignee, task comment section detailing timeline (actuals and proposed dates) and names of stakeholders. Unfortunately the Gantt looks at the actuals such as milestones completed, actual start date and actual completed date.

Stakeholder management
There should be a relationship between project manager and stakeholders for effective management.  In case of a change such as sponsor adding new requirements, then PM should negotiate with stakeholders. Identify important requirements by prioritising, then contact appropriate stakeholders then put a change control process in place.

Project Sponsor is responsible for ensuring the provision of sufficient financial resources for a successful delivery of the project. The Project Manager is responsible for building and managing a strong project team while managing and monitoring the project’s progress to ensure successful delivery. The business analyst collaborates with the project manager to gather information, effectively communicates with stakeholders, identify and manage key stakeholders according to (Schwable, 2016). Harvey Maylor (2010) indicates that most projects have more than one stakeholder which may lead to project managers experiencing many challenges in executing their duties in the project especially regarding conflicts. For our project we had many stakeholders represented, however through careful execution project criteria challenges were dealt with successfully.

Shwable (2016), states that as a project manager, working with in specific project constraints is not the only aspect of concern, however facilitating the entire process to meet key stakeholder expectations and needs is equally important. In my project management role effective collaboration with other stakeholders was effected and their needs and expectations were met.
 Collaboration:
According to (Kenneth C. Laudon, 2016, p. 92), collaboration and teamwork is established as a necessity to the success of the organisation. (Horine, 2009, p. 223) states that effective communication between team members and stakeholders enhances project success while it’s absence results in project failure. In DTP1 different collaboration tools were used across departments.  For interpersonal communication we used basecamp, telegram, text messaging, telephone, Google docs, emails, Survey Monkey and Goto meeting for virtual meetings. Just like (Kenneth C. Laudon, 2016, p. 453), we use google documents for collaboration since gives access for external edit. The project team could work on project documents using the google document from different locations giving allowance for frequent feedbacks and editing.  Also (Kenneth C. Laudon, 2016, p. 454) indicates the importance of conducting surveys as this collection of feedback and data makes businesses more effective and efficient. We also used formal collaboration such as meetings, project reports, presentations, logs, and project organisation chart and project deliverables such as the business case. The business case serves as a guiding tool for the project manager specifying communication methods or channels and the appropriate stakeholders to communicate with. The governance structure serves the same purpose.
Assumptions:
Assumptions are factors that we assume to be in place beneficial to the project’s success. We identify them in the initial planning phase such as the project brief as the project team. An assumption identified, is logged with a unique identification code, the date and person who logged it is also indicated on the document.  Also documented is the assumption category which defines where the some of the assumptions we identified were that we will have enough budget of £30000 for the project and even completing the project within timescale which is 3 months. After identification they are immediately documented in the Assumptions Log for progress monitoring through-out the project lifecycle. The Assumption Log will show the details, reasons and actions for making those assumptions relevant. Assumptions are a part of the RAID register. They may start as low level risks and end up as high level risks.
Also forming part of the RAID register would be the issues captured and logged.  These are events that happened and were unplanned however; they have effect on the budget, success, delivery, quality and scope.  These would have caused a deviation on our project. Such as our developer who called in sick for a week. Issues may also be a concern, request for change and off-specification. A change request which is a proposal for change was completed proposing for an extra 2 weeks to complete the project. This also triggered an increase in budget and a change request of £5000 was completed. We didn’t have any off-specifications as the project was going to provide the requirements. Issues that as the project manager need to resolve or escalate such as the extension of days were logged as issues. Significant issues are being communicated to the project sponsor and team as form of regular status reporting.
4. Deploy and Close
Update and close off

Part three Assignment:
My strength includes making good judgement under pressure by consciously prioritizing requirements. This was evidenced when the testing team was running behind schedule and to avoid missing a milestone, some team members were motivated into participating in automated testing of the website and the work was finished within timescale. As a fast learner, this was an opportunity for me to learn a new technical skill while. Also my ability to empower team members and allowing them to freely express their talents while working within company polices and scope opened opportunities for team members allowing me to enhance my leadership skills. As an excellent communicator, it made it easy to approach people and express the intentions of the project and encourage them to stay excited about it and meet targets.  Also my ability to empathise with colleagues when need be, was important in accommodating some of our new colleagues who were not used to the team.
My weaknesses in this project showed that being a perfectionist and a workaholic was not always good especially when working in a team. People have different backgrounds and habits that affect our way of doing things. Expecting team members to work at my own pace and my way proved impossible and this experience taught me to be patient with people and built trust in my team. Also this enhanced my ability to learn from other team members and adapting to change.  In the beginning my organisational skills were below average, however learning on the jobs has contributed in improving my skills and this helps stay focused and ensuring that the project remains within scope, project resources and delivers the end user’s expectations. 
Target proficiency, Development opportunity and timescale on skills above:
My strengths will be enhanced by implementing development actions. Currently my ability of good judgement is yet to be enhanced and this will be achieved by undertaking more project management responsibilities at my organisation and also focusing on using different prioritisation models to prioritise requirements. Being a fast learner is an opportunity for me to learn and master more technical skills such as use of Project or Portfolio Management tools (Jira, confluence and Ms Project) and MS Office tools within 6 months. My intention in the next 6 months is to be available to manage projects simultaneously, while encouraging team members to take on more responsibilities hence sharpening their skills. It is my responsibility to ensure that my communication skills are enhance written, orally, physically and over the phone and remain composed even when dealing with difficult stakeholders.
Weaknesses left undealt with can only expand, therefore it is important to find ways to turn them to strengths. Being considerate and patient of other team members and understanding their way of working while delivering within scope and meeting targets is my goal to be evidenced in future projects. My organisational skills will be sharpened by following and sticking to procedures to produce deliverables within scope and within resources. 
Criteria for judging success
Success in good judgement will be evidenced when decisions to prioritise are made under pressure and the project is finished on time, within budget and scope while providing best quality. Enhancement of skills will be a success when the above skills are learnt and applied within 6 months. The ability to manage projects simultaneously and multitask will be a success when targets are met, while communicating excellently across project stakeholders and ensuring team members are clear about the project goals. Patiently accepting other team member’s way of doing things, while staying organised, meeting targets will serve as my success criteria.

Conclusion:
In the assignment, the term project and project management have been defined. Digital Transformation Project 1 (DTP1) was the project implemented which was a revamp of the company’s website.  Agile Scrum project management tool was used in implementation with a critical assessment and exploration. Other project management tools such as Prince2 and Waterfall were also slightly assessed. An implementation plan for this project was created with necessary implementation steps highlighted.  Effective stakeholder management was executed where stakeholders were analysed and identified. Effective collaboration between subject matter experts was encouraged and project plans were communicated to all stakeholders appropriately. In DTP1 different collaboration tools were used across departments.  Such tools involved basecamp, telegram, text messaging, telephone, Google docs and emails.  A personal critical evaluation for project management was done and the feedback was used to identify my strengths and weaknesses. To improve on personal performance on implanting and managing projects, a self-development plan was created and will be followed.
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