
Managing Projects in the Organisation

[bookmark: _GoBack]

                        Student name     ………………..  Maxim Babin
                        Student number ………………… 1909116
             Lecturer name    ………………..  Dan Hart
            Module title        ………………… Managing Projects in the Organisation
            Module code      ………………… BMSW5104   






[bookmark: _Toc69480689][bookmark: _Toc69480718]








[bookmark: _Toc69481349]Executive summary
The project management is process of managing a project from its start to end to achieve the desired goals and objective of the project. The aim of this academic writing is to elaborate of how to manage the project in an organization. The first part of this report provides a detailed introduction to the project management tools and techniques. It discusses the types of tools and techniques used in a project management and their usefulness in the case of COVID-19 pandemic situation. Secondly, the report describes how to make plans for a project management in the context of a selected organization. It also finds out and rationalise the changes that occur before or after the COVID-19 pandemic. Finally, the report evaluates the ability and skills of the project managers in consideration of the covid-19 pandemic. At the same time, it analyses the way of identifying the strengths and weakness of the project managers and other related individuals in the case of the planned and implemented project of that organization. Moreover, it helps to develop a plan for self-development so that the project managers and other related individuals can improve their ability and skills of project management.
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Project is referred to as a defined or goal-oriented objective to create, modify or produce a product or service. Project management is referred to as the process of doing everything from starting of a project to finish it with objective. So, project management is the combined use of knowledge, experience, tools, techniques and skills to the activities of a project to accomplish the goals and objective of the project. Project management generally includes the process of initiating, planning, executing, monitoring & controlling, and closing. However, COVID-19 creates new environment of completing the processes of a project in a new way. This report analyses some projects that have been established in KPMG. KPMG international is one of the biggest four audit firms. It continues its audit activities during the pandemic by executing some new projects i.e., how to perform audit procedures via online, how to communicate with team members via virtual platform, how to track COVID affected staffs of the firm, etc., in its head office and member firms. Different tools and techniques helped them in implementing these projects during the pandemic. The ability of the concerned management of this audit firm also played very important roles in completing the projects. These projects have been chosen for this report because these have been established due to the effect of COVID-19 and it is a new circumstance which needs to be discussed in a different viewpoint. As COVID-19 creates unknown and unusual situation for business organisations, the analysis of these projects will help the project managers to know how to handle new and unknown situation with project management tools and techniques. The projects were started after the month of March 2020 and these are being continually used as the COVID-19 effect has not been minimised or reduced. However, the leader of national governance, risk and control advisory of KPMG Australia first introduced the idea of these projects. Finally, all the KPMG firms, member firms, and associated individuals become benefited from the implementation of these projects. If the projects were not plan and implemented, the audit procedures could be hampered greatly, and the KPMG firms and member firms might face financial losses due to lose of their clients during COVID-19 pandemic.


[bookmark: _Toc69480691][bookmark: _Toc69480720][bookmark: _Toc69481351]1. Introduction of project management tools and techniques and their use in the context of COVID-19 pandemic
[bookmark: _Toc69480692][bookmark: _Toc69480721][bookmark: _Toc69481352]1.1 Critical assessment of the usefulness of project management tools and techniques
There are various types of tools and techniques for a project management. However, each tool and technique may not be suitable for any project. Suitability of the tool or technique depends on the types, nature, and environment, ability of manager and affordability of the project for which the tool or technique will be used. Nevertheless, project management tools and techniques are very useful to implement the project successfully which have been discussed below.
[bookmark: _Toc69480693][bookmark: _Toc69480722][bookmark: _Toc69481353]1.1.1 Usefulness of project management techniques:
When we think about a project management, we cannot rely on only one technique every time. Rather, we need to assess which technique is more useful for which project. One should select the technique by analysing the project for which the technique is going to be used. In this analysis, one should consider the qualification of project members, nature, complexity, and details of the project. The following project management techniques are the most commonly used techniques in any project management techniques.
Classic technique: The classic technique is the most used technique which covers all the planning activities to include all upcoming activities to be performed under the project. It also undertakes the tasks to be performed and the steps of activities to be performed serially. Moreover, it considers the available resources and allocate these resources to the assigned tasks and activities. While allocating the resources to the tasks and activities, it considers the importance of the activities and tasks (Besner and Hobbs, 2018). Thus, it minimizes the risks and improves the quality of the tasks. Generally, classic technique is most useful in small project. The advantage of this technique is that it helps to allocate the resources properly. However, this technique incurs comparatively more costs.
Waterfall technique: This technique is also considered as a traditional technique like classic technique. This is because waterfall technique is built based on the classic technique. The name of waterfall technique defines how it works. In this technique, one step of activities is performed after completing its previous activities. Here, all the activities of the project are performed sequentially. The next work is not permissible to start if the previous work is done well. This technique is very helpful in complex project. It reduces the difficulties and improves the smoothness of the project activities. This technique is not applicable for the projects of KPMG because the KPMG projects requires performance of multiple steps at the same time.
Agile project management: Agile project management technique is more different than other project management techniques like classic technique or waterfall technique. This is because this technique works a quite differently than other traditional techniques of project management. Agile project management technique breaks the bigger steps into smaller steps of a project, then perform each smaller step properly (Ahuja et al., 2014). Thus, a project is implemented properly, smoothly, and in a detailed way. It reduces the complexity and helps to complete the project in a step-by-step form. This technique has the strength of scrutinise pros and cons of the projects. So, this technique is suitable for the KPMG projects.
Rational unified process: This technique is especially applicable for software management. Software development and management teams use this technique to achieve the best results from their projects. This technique also works as like as the waterfall technique. However, it differs in case of taking feedback. It takes feedback from the direct and real users of the project and modify the works or projects according to the feedback collected from the real and direct users. This will not be suitable for KPMG because it is mainly useful for those projects where there is opportunity to take feedback from the direct users.
Program evaluation and review technique: It is a technique which is run by software. It is mostly used in different areas as well as industries. This software-based technique provides the development teams with detailed analysis and planned scenarios so that they can work accordingly. It also helps the team with visualize systems and processes. It analyses each of the task of the project and provides detailed guidelines for each task. As a result, this technique helps the team to keep track of each activities of the project. This technique is very useful for long-term and large project where various non-routine tasks and activities are performed for long-period.
Critical path technique: This technique is useful to plan as well as schedule the tasks and activities of a project as per the requirements and demand of the project. This technique also works as a line-technique of the above-mentioned program evaluation and review technique. This technique identifies the longest path of each activities and tasks of the project. Thus, the development team can work precisely and without any missing of activities or tasks. However, the activities and tasks under this technique are highlighted according to their priority and importance (Burke, 2013). Thus, the team performs each task and activity according to their priority and importance individually. This technique is particularly used in very complex project where there is very long process of activities to be performed. Considering its advantages, this can also be used for the projects of KPMG.
Critical chain technique: It is a more relaxed technique compared to other techniques of project management. It uses flexibility in case of allocating the resources among the tasks of the project. It works on priority basis and also consider the time management so that the project is accomplished within the given timeframe. This technique is also applicable for very complex project. As the KPMG projects are in critical situation of COVID-19, this technique is not suitable here.
Extreme project management: This technique contains more optimistic as well as more-loose approach to plan a project. This technique suggests making the activities open and flexible so that addition or modification can be done to the activities (Andersen et al., 2010). Moreover, it uses less formalism in the activities and culture of the company that has undertaken the project. However, extreme project management technique is useful in complex and highly uncertain project.
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1.1.2 Usefulness of project management tools:
Project management tools are the assisting tools that assists the individual as well as development team of a project. It not only helps the project manager but also the project implementing teams and individuals. It helps them to organize and manage the tasks, activities, resources, and equipment of the project. It helps in planning, scheduling, collaborating, documenting and evaluating the project and its related activities. The usefulness of the following project management tools is discussed below.
Organising workflow and planning: Planning is the main and first stage of a project. It is the most important part of any project. This tool of organizing and planning defined the details of the project and the extent and shape of the project. It also describes the quality and components of the project to be accomplished (Frame, 2012). As a result, the development teams and managers can understand well how to work so that the desired performances are achieved. This tool is required for the selected project because without organised workflow and plan, KPMG cannot implement their projects.
Communication: Communication is an unavoidable tool in any project management technique or methodologies. Without communication, a project technique cannot be performed properly (Zulch, 2014). Communication needs to be timely, and it should be performed effectively so that the whole project can be performed toward the goals of that project.
Scheduling and time management: Scheduling provides disciplines in the works and removes the complexity of the project. Time management is very important for any project. Proper allocation of time for each task or activity depends on the proper analysis of the project (Gray et al., 2018). So, project should be analysed properly so that time allocation becomes accurate. If task is not done timely, it will delay the whole project. As the effect of COVID-19 started suddenly, scheduling and time management is a mandatory tool that should be used in planning and implementing the projects of KPMG.
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1.2 Assessing the extent to which the tools and techniques are useful in light of the changes due to COVID-19 pandemic
The ability of the development teams and managers of the project management has been tested by the changes due to the effect of coronavirus (COVID-19). This pandemic changes the work environment and forces the project involved people to work in a different way than the way they are used to work. Project management tools and techniques that are used in the environment before the COVID pandemic cannot be used similarly during this pandemic. Project managers and their teams had to change their tools or techniques to work during this period. Field work has been hampered. So, project managers had to change their plan (Müller and Klein, 2020). The projects that are totally based on field work could not be performed when the pandemic was serious. When the pandemic improved, project managers had to use more safety and health precaution to work in a limited scope. Working from virtual work has been used most frequently during the pandemic.
So, project management tools and techniques could not be used fully in the way they were used previously. However, they have been used in a different way during the COVID-19 pandemic. In some cases, some project management tools and techniques could be used properly because they were required to be performed by physical presence.
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2. Establishing specific plan and steps for implementation, strategies for required communication and rationalisation of COVID-19 changes
[bookmark: _Toc69480697][bookmark: _Toc69480726][bookmark: _Toc69481357]2.1 Preparing a plan for the implementation of the project of an organization
An organization needs to perform various activities to plan for the implementation of a project that it wants in its procedures. KPMG international is the selected organization which will be discussed here in case of planning for implementation of the virtual audit working and COVID-19 tracking project during 2020 and forward. After the pandemic outbreaks, KPMG international took project of how to perform audit procedures under this unavoidable situation and how track the COVID-19 of its staffs. The details of these projects of KPMG international are discussed below.
Project and timetable: The project are about to implement the new auditing procedures and COVID tracking software in KPMG international and its member firms during the COVID-19 pandemic. The project will run until the COVID-19 ends.
[bookmark: OLE_LINK1]Step 1 - Brainstorm your desired outcomes: Headquarter of KPMG international took the initiative of how to perform the audit procedures and how identify the COVID affected staffs during the pandemic. It assigned the task to a separate team to identify the detailed guidelines in this regard (Manuel et al., 2010). The team sets the goals and probable contingencies under this project.
[bookmark: OLE_LINK2]Step 2 - Assign implementation responsibility to an owner: KPMG international assigned the implementation responsibility to its every member firms throughout the world. They also assigned monitoring body to monitor whether the member firms act accordingly.
[bookmark: OLE_LINK3]Step 3 - Conduct a risk assessment: It also conducted several risk assessment activities to identify the risk of maintaining audit quality under the new audit procedures to be performed under this new project during the pandemic (Pinto and Prescott, 2012). As the audit procedures become virtual during COVID-19, there were several concerns regarding the quality of the audit procedures.
[bookmark: OLE_LINK4]Step 4 - Establish a budget: Separate team was made by KPMG international to establish the budget to be incurred to implement the project. Though the work was planned to be performed from home (virtually), there was high risk of declining audit quality leading to any legal action by the governmental authority. Moreover, there was a need of implementing COVID tracking software which required additional purchase, implementing and maintaining cost of the software.

Figure 1: Gantt chart for project plan and implementation
[bookmark: OLE_LINK5]Step 5 - Create and delegate your implementation plan tasks: KPMG international created the plan of working from home virtually and the COVID tracking software (Kerzner, 2012). Then, it delegated each member firm throughout the world to implement the plan and software in its own country.
[bookmark: OLE_LINK6]Step 6 - Develop your implementation plan schedule: After delegating the implementation plan to each member firm, it developed the implementation plan by making it mandatory for each member firm. Moreover, it continuously made improvement to the project by taking feedback from the delegated member firms.

[bookmark: _Toc69480698][bookmark: _Toc69480727][bookmark: _Toc69481358]2.2 Specifying the relevant steps that must be followed and how the plan is going to be implemented 
Delegating the implementation plan to the member firms by the KPMG international is not enough. It is required to provide the details of what the steps to be used and how to implement the plan as well as what to do if any member firm faces any difficulties in implementing the plan. The details of the relevant steps and process of implementing the plan of KPMG international are discussed below.
Step 1 - Establish your objectives: The Company need to know why they are going to implement the new audit procedures and COVID tracking software. KPMG international should circulate that they implement the project so that audit procedures can be continued during the pandemic and the COVID affected people can be identified easily.
Step 2 - Determine your investment style: Now KPMG international need to identify how they plan to invest for this project. Whether they will bear all the investment they or they will reimburse from its member firms (Abdallah et al., 2018). Whether they will recover some expense from the clients or not.
Step 3 - Evaluate Investments: KPMG analyses whether headquarter will bear all the project implementation expenses or it will charge it to the member firms (Kwak and Ibbs, 2010). Moreover, they also analyse whether they will charge the clients for it or not.
Step 4 - Choose an appropriate investment plan: KPMG international decided to reimburse the expenses from its member firms. However, the member firms do not make any extra charge to its clients for it. This is because work from home reduces the general and administrative expenses of the firms.
Step 5 - Execute and periodically examine the plan: Finally, KPMG implemented the plan and decided to continue until the COVID-19 pandemic ends. However, time to time it takes follow up from the member firms and make improvement to the plan and COVID tracking software as per the feedback.
Other considerations to plan and implement the projects: The human resources that are required to plan and implement the projects include the specific team assigned for the projects. This team in association with higher authority of KPMG will work for the projects and they need technical, analytical and IT related skills and knowledge because the projects mostly related to IT. KPMG has in-built IT teams and specialists. So, they should be used in this team. Board of directors of KPMG international and other higher authorities are the main stakeholders of the projects. Timely communication should be established with them to meet their requirements and expectation. As the projects are IT based and mostly not require any physical tools or assets, the main cost will be the compensation of the project teams and these projects will save greater amount of profits than the costs of the audit. As the projects will not require any capital expenditure, there may not be required any financial requirements. However, the delivery deadline of the project has been discussed in the Gantt chart in the previous section. Specific risk assessment sub-team will be used to identify, monitor, prevent, and manage the risks. The project will be communicating after finishing each step that has been discussed in the above section.

[bookmark: _Toc69480699][bookmark: _Toc69480728][bookmark: _Toc69481359]2.3 Communicating the project plans with appropriate colleagues and stakeholders
The team which was assigned with the plan and implementation of new audit procedures and COVID tracking software for the pandemic should communicate the projects with the chairman of KPMG international and other appropriate colleagues. Moreover, they should also communicate the projects with the board of directors, shareholders, and other working teams of the firm. The communication can be performed in the following ways.
· A specific communication plan is developed.
· KPMG allowed mail is to be used as a collaborative tool to make the communication (Mooz et al., 2016).
· The communication should contain the status report of the project.
· Time to time meeting should be held with the board and chairman.
· Expectation of the stakeholders should be considered.

[bookmark: _Toc69480700][bookmark: _Toc69480729][bookmark: _Toc69481360]2.4 Identifying and rationalizing the pre and post COVID-19 changes that have been implemented
Changes before COVID-19 and changes after COVID-19 may not be same. COVID-19 is still going on and has not been fully removed from any country. Every country is maintaining precaution in its activities due to the effect of COVID-19. Pre COVID-19 changes include the audit procedures from client premises and free working with the audit team. Before COVID-19, audit teams used to work in the client premises or in the audit firm with each other. On the other hand, now audit teams are bound to work from home by using Microsoft-teams and outlook. They could also work together in the same room or floor. During COVID-19, they have to work virtually, deal with the client virtually and have to make meeting over Microsoft-teams (Bushuyev et al., 2020). However, as the effect of COVID-19 started to reduce during 2021, some member firms started to work as they used to work before COVID-19. However, the post COVID-29 changes took some significant alteration in the audit procedures. It has paved the path of how to work virtually even in the normal situation out of COVID-19.

[bookmark: _Toc69480701][bookmark: _Toc69480730][bookmark: _Toc69481361]3. Evaluation of project management ability, identification of individual’s strength and weakness and development of plan for improving project management ability
[bookmark: _Toc69480702][bookmark: _Toc69480731][bookmark: _Toc69481362]3.1 Evaluating the ability to manage projects in light of the covid19 pandemic
A project manager is the individual who manages the total project from starting to ending. The project manager manages the teams, workers, investment, risk, and objectives of the project. However, planning as well as organizing are the main tasks of a project manager. So, if you want to evaluate the ability of a project manager, you must evaluate the planning and organizing ability of the manager. In the case of COVID-19 pandemic, the ability of the project manager should be evaluated by testing whether he can plan properly in the changed situation and whether he can achieve the objective of the project timely (Liu and Walker, 2018). The following factors should be evaluated to check the ability of the project manager to manage the projects in light of the COVID-19 pandemic.
Evaluating the project management ability (strength):  Situation before COVID-19 pandemic and situation in normal days are not same. So, it should be evaluated whether the project manager of KPMG international is able to run the project in this pandemic. It should be evaluated whether the project manager has the required communication skills, leadership skills, organizing skills, delivery skills, motivating skills, tracking skills, and problem-solving skills. KPMG IT specialist team has this ability in a greater level.
Evaluating analytical thinking ability (weakness): As the situation fluctuates very frequently and frequent decision need to be made for the project of implementing new audit procedures and COVID tracking software, analytical thinking power and ability are very essential for the project manager (Amer, 2015). As the COVID-19 situation is new, the project management team may face problem in this area.
Evaluating risk management ability (opportunity): Risk can be arisen from the new project. Audit clients can leave the firm, payment can be delayed, COVID tracking software can be disrupted, etc. so risk from each matter needs to be identified and addressed accordingly. The project manager of KPMG international and the assigned person(s) of its member firms should possess this ability. Audit related risk assessment is common responsibility of KPMG team, so it is opportunity to refurnish this ability under this new situation.
Evaluating communication ability (threat): Timely communication with accurate information is a must to develop the project activities and to achieve the desired objectives from the project. For KPMG, communication from member firms and communication from project manager need to be collaborated (Mullan and Kothe, 2010). As pandemic forces all to work from home, virtual communication in a better way is the require ability. As the COVID-19 situation comes suddenly, there is a high threat that the project manager including the team will be able to communicate the final project in time.

[bookmark: _Toc69480703][bookmark: _Toc69480732][bookmark: _Toc69481363]
3.2 Using feedback to identify an individual’s strength and weaknesses in conjunction to their project management skills
Taking the feedback of the users of the project can help to identify the strengths and weakness of the individuals who are connected to their project management skills. In the case of the project of new audit procedures and COVID tracking software of KPMG audit firm during COVID-19, the feedback that comes from its users (the member firms) can help the KPMG international to identify the strengths and weakness of the project implementers and creates. The following feedbacks are useful for it.
Decline in efficiency of auditors: Under the new project of new audit procedures conducted virtually, the efficiency of the auditors decreased because there was no tool for monitoring the activity of the auditor as they worked from home during the pandemic (Clifton and Harter, 2013). So, the weakness of the project managers is that they did not consider how to track the efficiency of the auditors under current situation.
Greater time to work:  As the auditors work from home under the new audit procedures, they can start the work earlier as they do not need to travel. As a result, they do not become tired and can work more than the situation before COVID-19.
Communication problem: Auditors face communication problem in the case of internet and meeting with team members or clients. As they work from home, they need to use internet. However, internet speed various from place to place. As a result, they face problem in doing meeting, transferring data or file with each other. Moreover, difficulties arise from communication with client as auditors may not get connected the clients whenever they need (Sadler, 2010). So, the weakness of the project managers is that they did not consider the alternative of the usual communication process.
Interruption of COVID tracking software: The COVID tracking software implemented by KPMG international and its member firms does not work properly sometimes. Moreover, the software does not contain required all field of information. As a result, users cannot use it in its desired way. Besides, the software does not have any alert system. As a result, users forget to use it timely as they are not used to use it.

[bookmark: _Toc69480704][bookmark: _Toc69480733][bookmark: _Toc69481364]3.3 Developing a self-development plan that clearly states how they can improve their project management skills
Self-development plan is very useful to remove the weakness and to increase the strengths in the case of improving the project management skills. In the case of the individuals involved in the project of implementing new audit procedures and COVID tracking software due to COVID-19 pandemic, their project management skills can be improved in the following ways.
Prioritising tasks with a project schedule: The individuals involved in the KPMG international’s project management should prioritise to plan and implement of how to keep sustainable the efficiency of the auditors during the COVID-19 situation. It should also focus on improving the communication systems and tools (Tseng and Torng, 2014). From the feedback items, further project schedule should also be made on priority basis of the feedbacks
Making use of project management software: To management project perfectly, they can use different project management software so that they can be updated with strengths and weakness of the project easily. They can use instant, team Gantt, asana, click up, wrike etc. for this purpose. This software can help the project managers to make project more accurate and realistic.
Using effective communication skills to manage people: Project managers or monitoring team can also use effective communication process to manage all the people involved in the project and its implementation (Yildiz, 2017). They can take direct feedback from the users or can create an open platform where all the users will provide their feedbacks.
Continuously developing the project management skill set: By establishing easy way to take feedback from the users of the projects, project management skills of the project managers or the monitoring teams can be developed continuously. Moreover, components of the project can also be improved through this way.
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Conclusion
There are various types of project management tools and techniques, but they need to be used depending on the situation and nature of the project. One tool or technique that is suitable to a project manager or to a project may not be suitable to another manager or to another project. So, using proper and perfect project management tools and techniques is the first priority in starting a project successfully. A clear and detailed plan is the prerequisite to implement a project. Planning depends on the nature, shape and objectives of the project. Project of service Company like KPMG international may differ from the project of other companies. So, plan of the project should also be made considering the nature of the company for which the project is being implemented. Considering feedback from the users of any project provides the best information to improve the project management skills of the involved individuals. KPMG project planning and implementing teams should learn from this situation of where they have strengths, weakness, opportunities, and threats. Analysing these, they can improve their project management skills and knowledge. Besides, it will help them to react properly in future unwanted and sudden situation like COVID-19.
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