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MANAGING PROJECTS IN THE ORGANISATION
(PROJECT NIGHTINGALE)

Executive summary
This report is based on the management of nightingale project for the NHS hospital for COVID 19 patients. In order to run a project, it is essential to follow project management techniques or tools. Among all the techniques, "Agile project management" and Critical Chain Technique can be followed by the NHS hospital. The usefulness of the techniques includes risk management, provision of better customer service, and Completion of projects on time. However, these are several drawbacks, and therefore NHS can adopt waterfall project management techniques. The advantages of this technique involve Convenience at arranging tasks and Meeting the deadline. As an effective project implementation plan, "Project Initiation document” can be adopted. This is because the steps of it help in implementing various aspects of the project properly. Some of its important steps are defining the parameter of the project, defining the breakdown structure, defining the specifications and Identifying the risk. However, there are some drawbacks related to it, such as resources issue and the problem related to security issues.
For overcoming the problem, modern management theory can be followed as it consists of three approaches. The approaches are system approach, quantitative approach and contingency approach. Based on the feedback of the colleagues, it can be said that the strength of the project manager is the judicial power as well as the communication skills associated with project planning and implementing. However, giving much importance to the opinion of stakeholder is identified as the weakness. Therefore, a self-development plan is conducted that consists of the goal, the way the self-improvement towards the goal can be improved. Moreover, it also includes the probable obstacle as well as the support to achieve the goal.       
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[bookmark: _gjdgxs]Introduction 
Project management is significant because it helps an organization in so many ways. Proper management of the project helps a business enterprise to complete the project within a specific time. Apart from that, it has several other benefits as well. For example, it helps in allocating the resources of a company effectively, it provides guidance which helps in encouraging teamwork, and it also helps in managing the integration. It has been observed that reducing cost has become much easier from some companies for properly managing the project. Along with that, project management is important for maintaining the quality of the project. It is frequently seen, especially for handling big projects, that the quality of the project is sacrificed for maintaining the allocated deadline. Properly managing a project helps in overcoming the problem. Therefore, in present times, most of the companies, especially the big companies, are hiring experts for the project management.
The study will discuss the management of the project Nightingale that has been built for COVID-19. In that context, the benefits of tools and techniques of project management will be addressed. In order to get a comprehensive idea about project management, project management will be elaborated by following several steps. At the same time, the way of implementing the plan will also be elaborated. Apart from that, the evaluation of the project as a manager will also be mentioned. Furthermore, based on the weaknesses and strengths, a self-development plan will also be elaborated.
[bookmark: _30j0zll]Problem statement 
In previous times, the NHS hospitals had to face various kinds of problems related to project management. It has been observed that the concerned authority did not have a clear goal as well as the objective of the project. Apart from that, in case of handling risk, there was no risk management team. Miscommunication was another integral part of it. Along with all of these, several issues had to be faced by NHS hospitals in the UK. Those include the unrealistic deadline, financial constraints, lack of expert staff and the problem related to human resource management.
[bookmark: _1fob9te]Analysis 
[bookmark: _3znysh7]1.   Benefits of the tools and techniques of project management  
In order to run the project, "Agile project management" and Critical Chain Technique can be used. "Agile project management" helps in managing a project based on agile software. For the successful completion of the project, the overall activities related to the project are divided into smaller categories. This method focuses on the collaborative approach of doing a project (Lee et al. 
2019). On the other hand, the critical chain method helps in modifying the schedule of the project with the limited resources of the project. It emphasizes on right scheduling of the project and the task order. In order to manage the resource of the project, it takes the help of a time buffer.
The usefulness of these tools and techniques of project management are discussed below:
Provision of better customer service: Using project management tools and technique, customer services can be rendered in a better way. It has been observed that customers like to stay connected with the project manager instead of making rapid communication with various kinds of people associated with a project. The tools as well techniques provide the proper framework, which helps in understanding different types of clients in a proper way (Alotaibi et al. 2016). In such a way, it can manage a project as per the type of client and their requirement. Project management software is also an integral part of the project management which helps a project manager to achieve its goal towards a project. It also helps in developing effective communication with its clients. (Umsl.edu m 2020) 
Risk management: COVID 19 is a large disease, and in order to deal with the project, the concerned authorities need to manage the risk. As the project is large, the risk associated with it is also large. As project management helps in allocating the resources for the project properly, it helps in reducing the risk related to its resources. With the reduction of the risk., the chance of increasing productivity has become much more. As the chance of risk mitigation is increased, completion of the work within the budget is increased. Project management helps in analyzing risk and in this way; it impacts not only the present project but also the future project. Risk management includes prioritizing the risk and tracking down those regularly (Xuan et al. 2019). It has been observed that in previous times, NHS hospitals in the UK were able to mitigate big kinds of risk by managing the risk.
Completion of the project on time:  The tools and techniques related to project management provide guidance through which completion of work within specific time has become much easier. The guidance includes the planning of work, setting clear priorities, focusing on a work at a time as well as minimizing interruptions. Along with that, it also contains some other things as well, which are setting the shorter deadlines by dividing the big project into some small segments (Radujković, and Sjekavica, 2017). Moreover, tools and techniques for project management help the project managers of the NHS hospital to priorities what kind of patients need to get more priority. As the pandemic is a new thing, the situation is demanding some training in order to handle COVID-19 patients. A proper project management plan helps in getting the solution to all kinds of problems. Based on the situation, summarizing the report of every day has become an essential part of the project. However, it can be said that maintaining all things within proper time has become much easier as classic technique and "agile project management techniques" are being used by the hospital authority (repository.sustech.edu, 2016).
Effective communication: Effective communication is an important part of project management. The success of the project depends on effective communication to a large extent. The project management team consists of project managers as well as the other members related to the project. The manager of the project is an expert in communication. Therefore, the project manager plays the main role while dealing with the clients. The language used by the project manager is simple and relevant to the topic. In order to deal with large projects, it is also essential to have quality within the other team members. The project manager helps the rest of the team members to make their communication this way.  While giving training to the members of the project night badge, project managers give focus on several things which include listing carefully, emphasizing over speed, asking questions, understanding the condition of the patient party and listening to the team as well (iopscience.iop.org, 2018).

Figure 1: Usefulness’ of Agile project management" and Critical Chain Technique
(Source: Self-created)

Though these project management techniques and tools have multiple advantages, yet those are several disadvantages as well. Critical Chain Technique management can be an effective one when all the team members are ready to be changed for the project. However, most of the team members do not want to improve themselves as per the requirement of the project. At the same time, these tools demand a firm commitment from both the project manager of the nightingale as well as the stakeholders (Audard, 2018).  On the other hand, the disadvantage of "Agile project management" includes less predictability, firm commitment and high demand of clients. In order to overcome the problem, waterfall project management techniques can be used. It can be referred to as a technique of project management which follows distinct stages and "step by step" approach to release the project to the customer. The usefulness of this type of project management technique is as follows:
Easy to understand:   In order to complete the project of the nightingale, the use of the waterfall technique can be an effective one. This is because this project is built for COVID -19 patients. From that, it can be estimated that the project is a large project, and therefore a lot of aspects related to the project needs to be understood. While dealing with the project, the member may face new factors associated with it. Under this situation, it may take a long time to follow another project management technique (Marier et al. 2017). However, this technique follows several steps like requirements, design, implementation, verification and maintenance, which helps in reducing time to handle the project.  
Meeting the deadline: The technique helps in allowing for the departmentalization as well as control. Apart from that, the stages of the technique are made in such a way that it helps in meeting the deadlines of the project. More specifically, it can be said that admitting, testing and diagnosing patients of COVID 19 within a specific time period is possible by following this technique of project management (highspeedtraining.co.uk, 2020).
Convenience at arranging tasks: It has been observed that the patients of COVID 19 are increasing rapidly, which is demanding the arrangement of various kinds of action. Depending on the patient, various kinds of tests and medical equipment are being demanded. In that context, following waterfall project management techniques can be considered as an effective one. This is because it provides the framework which helps in making arrangement within a short period of time (Matsuyama et al.  2016). Along with the arrangement, it is also required to record all the data related to the arrangement.  The system design under this technique helps in keeping the result of the procedure in a convenient way [Refereed to appendix 1].     


Figure 2: Usefulness’ of waterfall project management Technique
(Source: Self-created)

[bookmark: _2et92p0]2.   Project implementation plan  
Project Initiation document (PID) can be used as an effective project implementation plan. This procedure consists of several stages which are discussed below:
Providing the context:
This stage of PID includes the provision of the background of the project. This stage focuses on several factors which include the reason for pursuing the project, the types of problems needed to be addressed and solved first and the clarification of the project (Heagney, 2016). Apart from all of these, it also involves several other factors like the business goal related to COVID 19 patient treatment, the definition of success to the project manager of the nightingale as well as the way success can be achieved. 
Defining the parameter of the project: 
It has been observed that in some cases, it becomes difficult to address the important parameter related to a project.  Therefore, this stage is important for project implementation.   This stage includes the budget for the project, the reason for which the estimated budget can be broken down as well as the way the timeline needs to be looked at.  As nightingale is a large project, the allocated budget is large enough, but it can be predicted that the allocated budget may be broken down due to the rapid increase of COVID 19 patients (filestage.io, 2020).
Defining the specifications: 
This stage includes the scope of the project, the requirement of the project as well as the boundaries of the project. At the initial stage, there were not many critical patients seen in the NHS hospitals. However, with the increase of the time, types, as well as complexities regarding patients, started to increase. Under this situation, it becomes important to identify the specification to figure out which patients need to get first treatment (Ng, 2019). According to the criticalness of the patient, the requirement is arranged. In this way, the implementation of one aspect of the project can be done conveniently (Refereed to appendix 2).     
Defining the breakdown structure: 
This is a very important stage of PID as it helps in identifying the deliverables of the project. The project manager of NHS hospital thinks that it is required to break the overall action to treat the patient of COVID 19 into several small chunks. In this way, it is easy to create the structure of the project breakdown structure (Papke and Boyer, 2017). It also includes resource allocation. The project manager of the nightingale is hopeful about the fact that it will help the NHS hospital to optimize its resources properly. At the same time, it also helps in understanding the accountability of the project.
Defining the structure of the project: 
It has been observed that many project managers faced problems while structuring the project properly. As a result, project managers must face problems while implementing the project. Therefore, PID focuses on structuring the project. It involves various kinds of team members performing various kinds of activities related to project nightingale. In case of considering other project implementation processes, it can be observed that this part is missing from the plan, and this leads to the conflict between internal and external team members. However, PID is free from this as the stage is well focused under PID (managers.org.uk, 2020).
Identifying the risk:
 In the process of project implementation, this stage plays a very crucial role.  Many projects fail due to not assessing the risk properly. The main reason for not assessing the risk is the drawback in the structure of the project implementation plan (Sjekavica Klepo and Radujković, 2019). However, NHS hospital took the lesson from the previous project and based on that it has identified some of the risks. The risks are associated with time, constraints of a budget as well as the complexity of stakeholder landscape.
Sharing of project document: 
This is the final stage of PID, and under this stage, the project manager of nightingale shares the implementation procedures with the team members as well as with stakeholders. The project manager thinks that this stage is very crucial as the opinion of various kinds of stakeholders is associated with it. If any faulty case is found in this stage, the required change to treat the COVID 19 patient will be taken. The concerned authorities of NHS hospitals are hopeful that in case of considering the new stakeholder, the hospital will not face any kind of problem (repository.sustech.edu, 2016).

Figure 3:  stages of Project Initiation document
(Source: Self-created)

Despite having several advantages of project initiation documents, there are some drawbacks of it as well. It includes the lack of resources, the problem related to schedule as well as security issues. In order to overcome the problem, modern management theory can be used by the project manager of a nightingale at NHS hospital [Refereed to appendix 3].    
Time management: Time management is very important for a project as it helps in organizing the activities related to a project. A lot of patients are required to treat under this project and therefore organization of various activities is very important. Time management will help the healthcare staff to prioritize work according to the importance. Proper management helps in reducing cost for the project. This is because under effective time management, all the works are provided similar priority. As a result, it becomes much easier to handle a lot of patients and with effective care. In this way, it also becomes easier to monitor the work performance of the healthcare staff by the project manager.   
Modern management theory
For overcoming the problem of resource, security and other problems, it can be an effective one. This is because this theory focuses on issues based on several approaches. These are quantitative approach, system approach, as well as the contingency approach. The quantitative approach can also be regarded as operation research, and this model follows a scientific model as well as a mathematical technique (Cameron and Green, 2019). Therefore, the problem related to resource and security can be easily solved. This theory is designed to solve complex problems related to management, and therefore it can be one of the most suitable options for dealing with project nightingale at NHS hospital. This approach not only helps in solving the complex problem but also to make appropriate decisions.  The system approach was developed on system theory, and it helps in setting some sort of regularities for which the issues related to security can be overcome very easily. This segment focuses much on the dependent components of the project nightingale that helps in overseeing the project as a whole unit.  Apart from that, it also helps in enabling both the project manager as well as the team member of the project to find out the critical variables such as medical equipment and vaccinations and allocates budget accordingly. Contingency approach can be denoted as a situational approach (Kerzner, 2017). It can be considered the most important part of modern management theory. This is because it helps in detecting the dynamics as well as complexities of the structure of the organization that may prevent the successful completion of the project nightingale.

Figure 4: Three approaches of Modern management theory
(Source: Self-created)
[bookmark: _tyjcwt]Project schedule 
Under Project schedule, a project manager gives focus on project milestone, activities as well as Gantt chart.    
[bookmark: _3dy6vkm]Activities 
The activities of “Project nightingale” includes identification of the action related to project for one week, Documentation of these actions for three weeks, Prioritization of actions for one week Plan of strategy for 1 week, implementation as well as production of deliverables for four months.  
[bookmark: _1t3h5sf]Project milestone 
Project milestone provides a clear sequence which helps in competing the work within time. Milestone of the project “nightingale” includes prioritizing   the work as well as checking the deliverables.  It also involves funding, press releases as well as producing prototypes. These are all important for the successful completion of the project.  
[bookmark: _4d34og8]Gantt chart 
[image: ]
Figure 5: Gantt Chart
(Source: Self-Created)
Before the final implementation of the project, it is important to make communication with the colleagues as well as stakeholders as they are also an important part of the project.   
Communicating with colleagues: 
For the successful completion of the project, the collaborative approach is extremely important. Therefore, before taking the project management plan, the project manager made conversation with its colleagues. Various kinds of action are associated with the project nightingale, and different people are experts in different actions. However, as the project is large, a person may have to perform some other kind of task according to the demanded situation. All the team members need to keep the thing in mind. (projectengineer.net, 2020).  
Communicating with stakeholders: 
Before taking PID as a project implementation plan, the authority of NHS hospitals wants to communicate with the stakeholder of the hospital. Among all the stakeholders, the patient, Shareholder, as well as Government, are the most important stakeholders (Meredith et al. 2017). In order to overcome the financial constraint, it is extremely important to deliver all the aspects of the project.  For pursuing the project smoothly, it is significant to provide all the information to the concerned Government department.    
Controlling and monitoring: Monitoring and controlling is an important part of the project. In order to monitor the project nightingale, the project manager took several initiatives. A proper plan, execution as well as analysis are followed by the project manager of Nightingale.  It includes dividing the activities based on priority, gating data, recording all, selecting appropriate tools, assigning responsibility of monitoring and analyzing the data of COVID-19 patients. 
[bookmark: _2s8eyo1]3.  Evolution of the project and self-development plan
By evaluating the feedback of colleagues, the strength and the weakness regarding project planning and implementation can be identified.
Strength: According to me most of the colleagues, as a project manager, the most important strength is the judgement. More specifically, it can be said that in the case of choosing the proper plan as well as project implementation process, the judgment was good.  I feel that Effective communication skill is another strength that is much important while dealing with the project as this project is new because the project is based on new diseases, giving 100 % focus and attention is very important.  After the evaluation I can say that, these all are present within the project manager of the project nightingale of NHS hospital. In order to complete a project successfully, it is more important to take a collaborative approach (Yu et al.  2018). In this way, it is important to understand the problem of team members in case of facing any kind of problem. It can be considered as empathizing the team members associated with a project. Based on my analysis this quality is present within the project manager, and for that, it can be estimated that the project will be successfully completed despite facing various kinds of obstacles. In that context, it is important to conclude that keeping the alternative project management techniques and tools with the used techniques can also be considered as strength of the project manager for planning a project.
Weakness: Based on the feedback of colleagues associated with project nightingale, it can be said that giving much emphasis on the opinion of stakeholder is identified as a weakness. As per the opinion of the colleagues, the stakeholders can create various kinds of obstacles if all the details of the project are delivered to them. They may not agree with all the activities related to the project. This is more viable for the shareholders as profit is the primary concern to them. On the other hand, the inability to take more than one theory is also identified as the weakness of a project manager. As various kinds of patients are increasing daily, different types of problems may arise accordingly. Modern management theory does not cover all types of problems. Under this situation, the project manager needs to think about some alternatives. The reason may be the lack of time, but this is considered as the weakness (pdfs.semanticscholar.org, 2016).
Self-development plan

	Big goal 
	Required things to improve me
	Probable obstacle 
	Support 

	Covering all types of risk associated with a project 
	According to me, in order to cover all types of risk, it is required to study the way other project managers are covering all types of risk. I think, it is important to prioritize the risk as all the risk does not demand a similar focus.
	I think, At the initial stage, the problem of inexperience can be a big issue. Apart from that, the budget may create a problem to cover all sorts of risk. Moreover, in the case of taking strategy, there may be some problems.
	 I think that the action of the senior worker may help a lot in the process of self-development. I think, Practical experience can be the most effective support. However, at the initial stage, getting practical experience is not possible.

	Mitigating the problem related to finance  
	According to me, before taking the initiative related to the project and doing the work among the team members, the things are required to do a financial analysis.  I think, it is important to communicate with the concerned authority to increase the number of shareholders. Furthermore, it is also important to check if there is another source to increase the amount of money for the project.
	According to me, in case of getting more money from the shareholders, the NHS hospital needs to provide all information to the shareholders. In that case, the process of conducting the project may be hampered if the shareholder prevents the hospital from taking the initiative.
	 I think all the stakeholders can help to overcome the problem. The Government can play a very significant role. This is because the Government does not prevent taking the initiative like shareholders [Refereed to appendix 4].     .


Table 1: Self-development plan
(Source: Self-created)
[bookmark: _17dp8vu]Recommendation 
There are several problems that the project manager of nightingale at NHS hospital may face while dealing with the project like internal conflict, taking enough initiative to deal with financial problems, and so on. In order to overcome these problems, some solutions are recommended, which are as follows:
The hospital authority should check the inflow of money before taking the financial initiative. After checking the inflow of money, if it is derived that there is a lack of money, the hospital authority needs to increase the flow of money. In that case, it can take the help of the stakeholder, especially shareholders. For removing the financial problem, the hospital authority can sell some of its assets and make a budget based on that.
In order to overcome the internal conflict while dealing with the project, the project manager should guide the project leader in a proper way. Therefore, the hospital authority needs to select a leader who can overcome any kind of conflict irrespective of internal as well as external. The project is large and demands much time for the proper completion of the project. Under this situation, a project manager should encourage and motivate them for the action they are performing.
Security problems are a very common problem related to large projects. In order to overcome the problem, the hospital needs to increase cyber security.  In order to improve cyber security, the NHS hospital should adopt modern as well as upgraded technology. However, in that case, the hospital authority may face the problem related to infrastructure. Therefore, the hospital should also s focus on the infrastructure. Along with these, some other kinds of initiative can be adopted that include password management, management of card data as well as install patches.
[bookmark: _3rdcrjn]Conclusion  
From the above discussion, it can be concluded that in order to deal with the project of nightingale in the NHS hospital, the hospital authority needs to follow project management techniques and tools. Among all the techniques, agile project management and Critical Chain Technique can be used. The usefulness of the techniques includes Provision of better customer service, Risk management and Completion of projects on time. However, there are some drawbacks of these types of project management techniques such as less predictability and firm commitment and high demand of clients. For overcoming the problem, the hospital authority can follow waterfall project management. The usefulness of this technique includes easy understanding, Meeting the deadline and Convenience at arranging tasks. Implementation is an important part of the project management, and in this project Initiation document will be followed to deal with COVID 19 patients. It involves several stages which are providing the context, Defining the parameter of the project, defining the specifications, Defining the breakdown structure, Defining the structure of the project, Identifying the risk and Sharing of the project document. The NHS hospital may face various kinds of problem regarding project implementation. For overcoming the problem, modern management theory can be used as it consists of three approaches which are Quantitative approach, contingency approach and system approach. From the feedback of the colleagues, it can be identified that judgment and communication is the strength of project planning. However, giving the opinion of stakeholder much importance is the weakness.
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Appendix 1: usefulness of project management tools and techniques.
[image: image1.jpg]
(Source: https://www.pmi.org/learning/library/quality-project-management-tools-7177)



Appendix 2:  Steps of project planning 
[image: unnamed.gif]
(Source : http://ranger.uta.edu/~carroll/cse4316/Slides/HTML_SLIDES/Project_Design/sld013.htm)



Appendix 3: Steps of project implementation 
[image: prjct-plnnng-01-eng.jpg]
(Source: https://www.publicsafety.gc.ca/cnt/cntrng-crm/crm-prvntn/tls-rsrcs/prjct-plnnng-en.aspx)


Appendix 4: Self-development plan 
[image: unnamed.jpg]
(Source: http://leapleadership.ie/tag/personal-development-plan/)
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Steps to project planning

= Assign functional responsibilities to team members who
then define the associated tasks: to whom assigned, when
started. when completed. required inputs (and when),
provided outputs (and when).

m Connect the tasks into a project task networ
the required resources (and required dates)

m Define the project’ ment procedures
(configuration management tracking and control,
acquisition, quality assurance, efc.)

nd define

urce
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