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Introduction
According to the PMBOK (Project Management Body of Knowledge) 3rd edition, A project is defined as a “temporary endeavour with a beginning and an end and it must be used to create a unique product, service or result” (What is a Project?,2021)
Therefore, the following report is going to be highlighting the various tools a group of students used and implemented to complete their project. The project they were undertaking was to increase the recruitment of BAME officers within the South Wales Police Force. They would be running the project over a 5-week period and would be feeding back their results as a group to their lecturer Shehla Khan. From understanding the definition of a project and their objective having an aim and start and finish date it was easier to identify this task as a project.
What is BAME?
The BAME community is made up of Black, Asians and minority ethnics within the non-white communities of the UK. “BAME communities are considered and well known for being some of the most educated and highly qualified people, with a strong work ethic. Look around you at the BAME nurses, doctors, scientists, academics and engineers, many of whom carry the weight of the NHS on their shoulders.” (Opinion: Citizens Advice’s racist training on BAME communities confirmed what I always knew, 2020)
“The lack of BAME in representation in the police has been a long running issue but has been thrown into starker focus following the rise of the Black Live Matter movement following the killing of George Floyd in the USA. People of colour are seriously underrepresented in Welsh police forces according to new data.
South Wales Police has 2.6% BAME officers compared to 6.6% of the population.” (Hayward, 2021)





Findings
Project Management is a set of skills, deliverables, knowledge and understanding of processes to ensure project success by delivering on time and meeting the goals of the project. (LaBarre, 2019)
The main objective of project management is to be in control of all resources of the project and to allow everyone to monitor the progress of the project in real time. 
For any project to be a success it is important that all members be sure to Plan, Do and Review and that they follow the 4 steps of the Project Life Cycle.
The Project Life Cycle
[image: ] 
(Project Life Cycle, 2020)
The project life cycle is made up of the following 4 stages and is a highly effective tool if all steps are monitored and controlled using the recommended tools and techniques. It is important that throughout the duration of the project that the project manager is constantly monitoring the progress to ensure the team is on the right track to complete the project.
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It is important that throughout the project the project manager is communicating regularly to help the team complete the project in a timely manner. The project manager will also be responsible for agreeing the resources and finances available to the team and to also feedback to the various stakeholders.

Initiation
“Before the project can begin, it needs to be assessed to determine if it would be able to bring enough benefits. This includes the profit that would be created. It would also be considered if the project could be carried out in the time frame, and whether it is realistic for the team. This stage is particularly useful to ensure that members of the team can understand how the process will be carried out and be sure on how to handle the situation if they have a problem.” (The Project Life Cycle | The 5 Stages - The CCM UK, 2021)
Before the group can move onto the planning stage of the project they needed to use the various tools recommended including the Quad Chart and the Stakeholders Analysis to ensure that the group is all aware of the aims and objectives of the project and the various steps they need to take to reach their chosen deadline.
Quad Chart
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“Quad Charts are used for a variety of planning and communication purposes.” (Project and Award Quad Chart Guidelines, 2021)
A Quad Chart is a one-page summary of a project that is very detailed and descriptive whilst explaining what the project is all about. A Quad chart is broken down into 4 sections to help the audience understand the project more. The groups Quad chart clearly shows that the aim of their project is to increase BAME recruitment within South Wales Police whilst identifying any barriers that are preventing them to apply. Box 2 is identifying all internal/ external stakeholders that will be affected by the aims of the project and will often be further developed into a Stakeholders Analysis. Box 3 is providing the desired deliverables or critical success factors which will be the questionnaires and results, more awareness of the roles and promoting the various positions available. Whilst deciding on these deliverables the group relied on the SMART tool to ensure they were not setting themselves up to fail before they had even started. (SMART Goals: – How to Make Your Goals Achievable, 2021)
 Box 4 will then clearly show how the measure of success would be if applications from the BAME community were increased during this period and by gathering qualitative feedback from the BAME community and South Wales Police whilst the increased applications/ interest would show the project has been a success.
Quad Charts are a simple but effective tool to use through the various stages of planning and communicating throughout the project. They can help everyone involved in the project understand what the project is about.
A Quad Chart is split into four sections Purpose, Customers, Desired Results and Measure of Success and is a summary of a project that is descriptive in helping to structure the idea into a manageable project. Understanding the Quad Chart will allow us to understand our project more in depth and by linking it with the Stakeholders Analysis should help us progress on to the next step of the Project Cycle.

Stakeholders Analysis
Before the group can do their Stakeholder analysis they need to identify who all their stakeholders are and to ensure they are being updated and informed of all aspects of the project.
“When it comes to any organizational project, all the internal people and teams who the project will involve, or affect are called its stakeholders. A stakeholder analysis is a process of identifying these people before the project begins; grouping them according to their levels of participation, interest, and influence in the project; and determining how best to involve and communicate each of these stakeholder groups throughout.” (What is Stakeholder Analysis? | Definition and Overview, 2021)

 There are various internal and external stakeholders and their interest in the project will range from low priority to medium to high.
 The group has identified their stakeholders and their priority as
South Wales Police- High
BAME Community-High
Government-Low
Local Community-Medium
Throughout the duration of the project the priority of the stakeholders could change as they reach set goals/tasks however the aim of the project is to increase recruitment within the BAME community so this will see them remain as high throughout as the success of the project is ensuring that their awareness is raised, and they are more likely to apply for a position within the force.
	Priority
	Stakeholders
	Stakeholders’ perspective
	Action

	High
	South wales police
	Try and encourage people from the BAME community in joining the police.
	Visiting mosques or churches to demonstrate and deliver how the police force work to encourage new BAME recruitment. 

	High
	BAME people
	They are the main people who SWP want in joining the police force.
	Attending meetings or seminars held by south wales police. Actively enquiring on how to work in SWP.

	Low
	Government
	Keep the community in safe and law abiding.
Encourage BAME to join the police force.
	Encourage people from the BAME community to join SWP thus creating a diverse workforce.

	Medium
	Local community
	The community can help encourage BAME people to join SWP.
	Allow SWP in vising mosque and churches to deliver their projects. From local gathering, messages from SWP ca be spread out better and further. In turn they will be able to reach a greater audience.



Planning
We are currently at the production stage or as some like to call it the execution stage of the project. This is the to do stage it when the team members are actively doing the task that they have laid out in their plan. It is at this stage that they can use a Gantt chart or a Work Breakdown Structure to understand where they are at and to establish if they are on track to complete the project on schedule. It is also recommended that the team also do a Risk Assessment and Network Diagram.
“Within the second stage of the project life cycle, it is important to identify who will plan out who will conduct each task within the project. This is where the time frame will come in. The budget will also be planned in this stage.” (The 4 Project Life Cycle Phases (With Templates for Each Stage) - Venngage, 2021)
A Gantt chart is a planning tool that was invented by Henry Laurence Gantt and is used as a project management tool today and have been adapted for computer applications. (Mukherjee and Basu,2005)
The Gantt chart is an excellent tool for scheduling. It is a timeline of our project set out in a bar graph. It gives each activity needed to complete the project a start and end, it will also identify who was responsible for each activity. It is illustrated as a graph with the time going horizontally and the different activities going vertically. This is an excellent tool for all members to know where they are in the projects schedule. 
Gantt charts are often used as they can show on a visual level, how the project will be carried out. These charts are the most useful tools for project management because they show the relationship between various tasks.
After creating their Gantt Chart the group were able to all see who was responsible for each task and when the given deadlines were. The chart will also keep them informed if they are behind in any area and can eliminate any form of questions, issues or conflicts that appear throughout the project as it will act as a source of truth as they were all involved in mapping out the projects route.
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Breaking work into smaller tasks is a common productivity technique used to make the work more manageable and approachable. For projects, the Work Breakdown Structure (WBS) is the tool that utilizes this technique and is one of the most important project management documents. It singlehandedly integrates scope, cost and schedule baselines ensuring that project plans are in alignment. (Work Breakdown Structure, 2021)
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The WBS is also recognised as being very important as it is like a jigsaw puzzle that has every piece of the project broken down, it is also the best tool for linking the scope, cost and the schedule and aligning them in order. The WBS is an excellent tool for informing them on the order of the tasks needed to be completed.
Risk Assessment.
“RISK does not exist in any one phase of the Project Life Cycle but throughout.
When is the best time to carry out the RISK MANAGEMENT PROCESS? To early in the Project Life Cycle and the thinking in the project is too fluid for a formal process to be meaningful. If it is done too late then it may be too late to correct any ‘new’ problems identified.
A good place to start is during the ‘plan’ phase of the Project Life Cycle before ‘execution’ gets underway.” (Risk management. The Risk Management Process., 2020)
 
Risk Assessment 
When doing the Risk Assessment, the team can also use their findings from their SWOT and PESTLE analysis to help identify the risks. Whilst a SWOT analysis has both Internal and External factors a PESTLE has only external factors. The various elements will help to create the mitigating actions in the Risk Assessment. The biggest factor that is going to affect this project is the pandemic and the BLM (Black Lives Matter) movement, and unfortunately these are both external factors that are beyond the team’s control.
	STRENGHTS
Unique project
Encourage BAME representation within SWP
Will benefit the BAME community  
	WEAKNESSES
Distrust of police
Social Media
Low representation
Pandemic

	OPPURTUNITIES
More BAME officers
Transparency 
Diversity and Equality
	THREATS
Media
No solidarity
Pandemic




The team can also see from their Risk Assessment that it is important to monitor it as the risk can change throughout the project duration. It is also evident that the team is keeping aware of the constant government lockdowns as these restrictions could change the impact and the risk of the project.
 
	IMPACT
(H/M/L)
	LIKELIEHOOD
(H/M/L)
	RISK
	MITIGATING ACTION

	H
	H
	People of BAME may not engage/return questionnaires
	Try to be more understanding and transparent in why we are running this project

	H
	M
	Reputation of SWPF.
	Promote awareness of the positives of the police.

	H
	H
	COVID
	Due to the current pandemic and lockdown restrictions we need to keep in line with government guidance.

	H
	L
	Poor technology, Wi-Fi
 
	Changing suppliers, renewing devices and connection solutions.
 

	H
	L/M
	Staff commitment, illness
	As each member has different tasks communication and delegation will be of utmost importance.



The Risk Assessment can also be linked to the Iron Triangle.

[image: See the source image]
(iron triangle Bing, 2021)
The Iron Triangle consists of 3 equal sections and shows the balance of the scope, time, and cost. The Iron Triangle will identify one of the 3 parts as being the priority to ensure the project’s success.
Network Diagram.
“A network diagram is a visual representation of network architecture. It maps out the structure of a network with a variety of different symbols and line connections. It is the ideal way to share the layout of a network because the visual presentation makes it easier for users to understand how items are connected.” (Network Diagram - Learn What is a Network Diagram and More, 2020)
The Network Diagram allows all team members to keep an eye on the process of the project through the different steps.

[image: ]

These tools can also help us to fix any problems that may have previously arisen and aim to keep all members involved informed about our progress.



Execution
In the execution stage the team get to see all their plans come into action. This is the part of the project management life cycle where you finally get to execute on their awesome project plan—it’s where planning gets turned into action. You bring your resources onboard, brief them, set the ground rules, and introduce them to one another. After that, everyone jumps in to perform the work identified in the plan. (Aston, 2021)
This is where the project is completed, and the Project manager is in constant communication with everyone involved and affected by the project whilst ensuring all the planning the team put into place is on schedule. This stage highlights the importance of all the tools the team used in the planning process and will also highlight any necessary changes the Project Manager will need to make to ensure the project is a success.
















Closure
The fourth and final stage in the cycle.
“Monitoring and Evaluation is an approach that has mainly been developed to measure and assess the success and performance of projects, programs or entire organizations. Monitoring and Evaluation refer to two different processes that are closely tied together and therefore used in the same sentence most of the time. (Monitoring and Evaluation (M&E): A Step-by-Step Guide - proposalforNGOs, 2020)
Whilst they have been monitoring and evaluating throughout the project cycle it is only at the end that they can complete their evaluation and fully understand if the project has accomplished its aim. A good evaluation will also help them to identify both negative and positive areas of the project and identify ways that they can improve and reach their aim.
The steps you need to take to formalize the project's acceptance are sometimes called the "close project process." This process verifies that the project has delivered the required outcomes, and that stakeholder expectations have been met. It also makes sure that everyone involved in the project knows how to move forward. Without formal closure, there's a risk that issues may arise, and no one will be assigned to resolve them. (Project Close Activities: Ending Projects Properly, 2021)
When evaluating their project, they need to decide if they are going for a Hard or Soft evaluation. Soft evaluation can be illuminative, formative, or participative whilst hard would be more of a summative nature.
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Evaluating our project can help all members involved know what was good and bad and help us to learn from our mistakes whilst giving us the opportunity to reflect on the things that also worked well.
A carefully executed evaluation will be beneficial for all stakeholders and team members. It is the best time to find out if they have achieved everything they set out to do A good evaluation takes time and should not be rushed, or the team will not understand the positives and negatives of the project cycle. The team will need to decide on what type of evaluation they would like instead of just being told whether it was a success or failure. It is important to help
·  Identify if we did what we intended to do
·  Identify what went wrong (+ maybe why)
·  Identify what went right.
The team can either evaluate Subjectively or Objectively or they can opt for a Soft or Hard evaluation:
 Subjectively - useful for a quick and simple review; evaluation relies on opinions about intangible characteristics

Objectively - but more time consuming and more data required, evaluation in grading attempts to quantify measurable values of quality (Moodle,2021)
Hard provides half the picture and Soft provides the important details that gives the real insight.


















Conclusion
During the duration of the project due to the current restrictions in place due to COVID the team had to rely on technology alone to complete the project as the country was on lockdown. The inability to interact face to face made the project more difficult as all the team members had other commitments and demands. Although the project was to increase recruitment within the BAME Community the team has found it to easy to gauge the success as the recruitment process is a long process. However, the group can celebrate in the success of knowing that their actions definitely increased awareness as South Wales Police have had an increase in interest for the various positions available.
Considering all the restrictions in place the team did well to complete the project on time and to also see the results of awareness already, the various management tools had a massive impact on helping the team throughout as they were all available online and the Gantt Chart was a constant reminder of where they should be/ achieved at any moment.
All team members concluded that the Gantt and WBS were their favorite tools, and their least was the Risk Assessment as it was more difficult to address the risks due to COVID. As there was only 3 team members it was also more difficult to take the lead as there was equal input but no ‘leader’ was appointed. Overall, the team believe that they can complete more projects in the future with the knowledge and experience they have gathered from this. They are also all agreed that they would of benefited from having a Project Manager or someone who took the lead and drove the team to success.
From taking a Belbin test it is evident that a good Project Manager needs a certain set of skills to drive and complement the skills of the other team members.
These skills would include excellent people skills, ability to motivate and delegate. Organized and excellent time keeping skills to prioritize the workload.
It is important to have different roles in a team including coordinator, shaper, completer, and implementer to get the project done. (Belbin, 2021)
By raising awareness of individuals skills and attributes and establishing their roles you are giving yourself an advantage in completing the project.










Recommendations
In the future before creating a team it is recommended that all participants take a Belbin Leaders test to determine their role and what skills they will bring to the team. “By using Belbin, individuals have a greater self-understanding of their strengths, which leads to more effective communication between colleagues and managers. Great teams can be put together, existing teams can be understood and improved, and everyone can feel that they are making a difference in the workplace. When a team is performing at its best, you will usually find that each team member has clear responsibilities. Just as importantly, you will see that every role needed to achieve the team's goal is being performed fully and well.
But often, despite clear roles and responsibilities, a team will fall short of its full potential.” (Belbin's Team Roles: How Understanding Team Roles Can Improve Team Performance, 2021)
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Outcomes are defined as medium-term effects of project outputs. Outcomes are observable
changes that can be linked to project interventions. Usually, they are the achievements of the
project partners. They are logically linked to the intended impact. Outcomes are the results that
link to the immediate objectives as described in the project document

Impact is defined as the positive and negative, primary and secondary long-term effects
produced by a development intervention, directly or indirectly, intended or unintended.? Impact is
the result that links to the development objective as described in the project document. It is often
only detectable after several years and usually not attained during the life cycle of one project
For this reason, there is a need to plan for impact, recognizing that the project will likely achieve
outcomes.

A project is accountable for achieving outcomes and contributing to development impact
the achievement of broad, long-term development changes depends on many factors, it is
usually not possible to attribute impact to one project. All outcomes of a project should contribute
to the intended impact





