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Introduction


More and more organisations are beginning to give major importance to the concepts, techniques, tools and scientific methods of management, among all these, project management has an important place. The term project management concept has been around since early civilisation, but it has been implemented since the 1950s (Haughey, 2014). 
To understand project management, it is important to first recognise the project concept. In general, a project is a temporary work undertaken to achieve a certain goal.
As a whole, a project involves a number of people performing related activities and a sponsor who is interested in capitalising on resources to complete the project in an efficient and a timely manner.

According to Wrike (2020) a project is defined in a simple and general way as a series of tasks that need to be completed in order to reach a specific outcome, it can range from simple to complex and it can be managed by one person or more.
This report is developed in order to provide readers with informative material for creating and consolidating a project that addresses deeply and in detail the theoretical and practical aspects of the process of a project. The tasks that will be followed in order to perform the process of a project will refer to the selection of an organisation of choice, to plan the implementation of that specific project with appropriate complexity within a workplace, and critically to evaluate the manager's project ability to manage the project. In order to initiate the project was chosen the Killay and Sketty Surgery as an organisation, and the topic is based on the outbreaks of a global pandemic in the form of the new Coronavirus which has become a topic of interest to the whole world. The uncertainty of the pandemic is also felt in business and sales markets around the world being severely affected. Thus, the managers and entrepreneurs are concerned both with the continuity of the business and with employees' well-being. The key of managing any crisis depends on the training of each company’s managers, that is why every business has to draw up a crisis and a continuity plan/project, and now a specific pandemic plan/project. 




The project manager of Killay and Sketty Surgery will pay particular attention to the impact on its key internal and external stakeholders by adopting a new measure to try and to continue their operation. The report layout will initiate with the definition of project management by emphasising the importance of the Project Life Cycle and then will be break up into sections describing with appropriate tools within each stage. The tools and the techniques appropriate each section that will be used to implement the project are: Quad, Network Diagram and Gantt charts, Stakeholder Analysis, Risk Analysis is linked with Iron Triangle and SWOT analysis. The report will be concluded with an evaluation of the project using Kolb's and Belbin's Team Role to highlight the skills a project manager needs to behold. Further recommendations will be addressed related to the project and to the project manager. 























Main body


As a manager of an organisation they may face challenges that they have never encountered before and they will need to be confident about the steps that they need to put in place to protect and support their employees and at the same time they must make sure that they enforce the necessary changes without delay so that the business is not at a disadvantage. These measures include caring and preparing for the impact of both suppliers and customers, as well as for the potential problems arising within the organisation. 
As previously mentioned, a project can be designed on different levels, encompassing problems of different sizes, so it is important despite the variety of existing programs to detail the concepts related to project management which can assist the project manager to outline more clearly the internal approach of the project.
Project management consists in planning, organising and managing the tasks and resources that aim to achieve a certain objective in the existing conditions of some constraints regarding time, resources and costs. As Cooper et al., (2001) argues that project management is the manifestation of business's strategy, therefore it allows to turn today's objectives into something real in the future.
For managing the project that had to be implemented regarding to the global pandemic and the new regulations imposed by the Government of the United Kingdom, the Killay and Sketty Surgery’s project manager has to adopt new regulations for their organisation regarding visiting hours, face to face consultations with the doctors and the way of delivering repeated prescriptions without endangering both the health of their employees and the local community in which they operate. The project manager will put into practice the Project Life Cycle, a process that contains four-steps assisting teams achieve project success (Mavenlink, 2020).
As Invensis (2018) explains that a project life cycle is the process that a project goes through from its initiation to its closure. The lifecycle phases have a definite start, a basic foundation of the actions that has to be performed in the project, a control point and a definite end that are contained by time.



The structure of the project life cycle consists from following phases:

The Initiating Phase: starting of the project
The Planning Phase: organising and preparing
The Execution Phase: carrying out the project
The Termination Phase: closing the project.
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            (FreeManagementBooks,2020)

                                                                                  

1. Project Initiation Phase

In order to initiate the project, the manager must make the decision regarding the relevance of the project, which ideas should be selected in order to be studied later in the planning phase. For starters, specific ideas regarding the programs and projects within the framework established by the organisation's strategy document will be identified and reviewed. From this point of view the problems, needs and interests of possible stakeholders are analysed. This stage gives the project manger the opportunity to meet with stakeholders and customers to understand their goals, motivations, and desired outcomes for the project (Nediger, 2019).

The key steps for initiating the project include: setting general objectives, analysis of the existing situation, identification of needs, setting priorities of needs, defining the project idea, and consulting with potential beneficiaries.
For communication and planning of the project, the project manager will use Quad chart, a tool that enables them to define the structure of the project concept (CheggStudy, 2022). 

The chart is divided into four quadrants, displayed in on-page only describing the project. The chart should contain an analysis of the project concept including: project scoping, stakeholders, desire outcomes and measure of success (Al-Shammari, 2013). 
The chart below describes the project proposed by the Killay and Sketty Surgery manager, a plan that enables them to monitor the challenge that organisation has to encounter due to the impact of the coronavirus pandemic.

Killay and Sketty Surgery Quad Chart

	PURPOSE
(Aims/Objectives)
	STAKEHOLDERS
(Internal/external)


	·  Monitoring and managing of the response to coronavirus by the Government and healthcare bodies
· Providing information to local community  
· Ensure a healthy work environment for employees
· Understanding trends and risk to public health so to control and prevent the spread of coronavirus
· Monitoring patients’ access to services and both need and capacity for wider care of patients and vulnerable groups
· Identifying those with or at risk of coronavirus including employees and incidents of patient exposure and locating, contacting, screening, flagging and monitoring them.
· Research and planning
	The major stakeholders in the Killay and Sketty Surgery system are identified as:
· Patients
· Physicians
· Employees
· Employers
· IT system
· Insurance companies
· Suppliers
· Consultants
· Government

	DESIRES AND RESULTS
(Critical success factors)
	MEASURE OF SUCCESS
Key performance indicators (KPIs)
(Standards/criteria)

	To stop the spread of coronavirus the surgery has decided to change the way they work.
· Appointments are telephone call backs only
· No face to face contact with Killay and Sketty Surgery, only exceptions made for internal clinic
· MHOL appointments has been suspended temporally
· For any other inquires or for repeated prescription via phone/online.
	Organisations that can help Killay and Sketty Surgery attain their goals are key stakeholders, organisation at regional or local level. Those includes RCGP faculties, Local Medical Communities, local education and training boards.




The project manager also has to take into consideration that there is need for proper communication to all stakeholders, based on factual information in order to manage public perception, minimise the impact of misinformation and associated panic, and reduce the negative effect on the economy and their people. 
The safety and well-being of the employees must be the first and most important priority of the organisation during the pandemic, because employees cannot focus on their professional responsibilities if their well-being or families are insecure. For this point of view the project manager must be able to monitor the situation offering job security and the necessary support to their employees. The decision-making process itself should be structured, with clear, transparent and objective criteria (Sokol and Gray, 2020).
As noted, customers/consumers are generally more empathetic about the degradation or unavailability of certain services, with expectations of transparency and prompt information from organisations. Therefore, the organisation must continue to communicate across multiple channels, strengthen the fact that customer/consumer interests are a priority and provide them with the information to diminish any concerns.

The project manager also must maintain regular contact with suppliers regarding their ability to deliver goods and provide services during the crisis, as well as about their recovery plan, so that the organisation can analyse alternative supply options in a timely manner. 
In communicating with government and regulatory authorities, the project manager should consult with their legal teams for advice on possible obligations, as well as with business units to see how to manage communication of ongoing infringements and the collection of evidence where appropriate.
The project manager has to conduct a stakeholder’s analysis to be more able to define the project at an early stage and enabling them to identify everyone who needs to be involved and assist in maintaining their involvement and commitment (ACT Academy, 2020).
According to ProjectManagement (2020) stakeholder analysis is part of stakeholder management and an important approach for stakeholder understanding and the analysis of their needs. The priorities are those who are most affected either positively or negatively by the project, and secondary stakeholders are those indirectly affected.

The chart below showing stakeholders identification with the most priority, their perspective and action that needs to be implemented to get every stakeholder fully engaged and motivated in the project management (I.t.toolkit, 2020).

Killay and Sketty Surgery Stakeholders Analysis

	Priority
	Stakeholders
	Perspective
	Action

	High
	Staff members
(Internal Stakeholders)
	· Amendments to site operating procedures and emergency response plans
· Job security
·  Changes to working conditions and guidance on accessing Government benefits
· Actions to take if they develop COVID-19 symptoms
	· Provide information updates
· Consult workforce on changes and seek feedback by email, letters, virtual meetings and video messages
· Provide protective equipment 
· To follow measures to comply with social distancing

	High
	Residents from local community (including vulnerable people)
	· Inform from changes
· Regular updates of key information
	To follow measures to comply with social distancing

	Low
	Supplier
	· New site accesses procedures of timing
· Additional health and safety controls
· Inform of changes
	· To follow measures to comply with social distancing
· Employ additional drivers due to an increase in online ordering of medicine

	Low
	Government
	Keep informed on impact of research community
	Keep up to date with any changes in government guidance




Prioritising and understanding the stakeholders, as not all the stakeholders are equally involved or impacted in the project (Master of Project Academy, 2017), the project manager will identify who is likely for the proposals, asses them to define any activities that might be need to be improved, building trust with their stakeholders, and allows them to challenge any assumptions, commitment and collaboration.


	High power
	Satisfy
Keep them satisfied with what is happening and review the analysis of their position regularly.
	Manage
Key stakeholders who should be fully engaged through communication and consultation

	Low power
	Monitor
This group may be ignored if time and resources are stretched
	Inform
Patients often fall into this category. It may be helpful to take steps to increase their influence by organising them into groups or taking active consultative work.

	
	Low impact
	High impact




The benefit of uses analysis that can bring to project manager is to enable them to identify the key stakeholders and to assess their knowledge, interests, positions, to interact more efficiently with the key stakeholders directly or indirectly and to increase support for a given policy or program (Schmeer, 2020).

The project manager motivational factors come from the fact that they understood that their personal goal is with human interactions, they believe the fact that they can add value to the project with their skillset and a positive mindset. Getting results motivates and works as an engine for them although some problems can give enough headaches, but the idea of finding the solution to this puzzle fascinates them and the difference between the ambiguity at the beginning of the project and the satisfied people at the end of the project is also overwhelming.





2. Project Planning Phase

Once the project objectives have been established, the stakeholder has been identified and an stakeholder analysis has been put in place, the project manager can move to the next stage in the project life cycle which involves creating a set of plans to assess them to manage time, cost, change, risk and issues (Method123, 2020).
The project manager will divide the project into various tasks to be performed because in this way the established activities will be easier to control and evaluate, it is easier to determine the number of staff and their qualifications in relation to what is needed in the project to be completed with success (Lucidchart, 2020). This process is known as Work Breakdown Structure (WBS) and is it considered the start of the planning process also called the 'foundation of the project planning' (Haughey, 2014).
The benefits of using WBS enables the project manager to provide a solid foundation for planning and scheduling which breaks down projects into manageable work packages and provides accuracy which assures no essentials get ignored.
For a visual presentation of the project, the project manager will use a Network Diagram, a tool useful for planning and taking the project from start to finish and according to Bowen (2008) can be simple or complex, complimented by PERT and Gantt charts displaying a series of elements for analysing or planning the project. 
The diagram below represents the project plan from start to finish including all the steps to be followed regarding the completion of the project.

[image: ]Killay and Sketty Surgery Project Plan

After setting out the planning phase, the project manager will need to take into consideration any necessary risks that they may encounter during the project and develop plans, monitor compliance, assess effectiveness and make changes as appropriate. The project manager will put in place a risk assessment, a process that analyses and identifies  the potential risks that could negatively impact key stakeholders and the project. The risk analysis process is done in order to avoid or mitigate those risks (Rouse, 2020).

The purpose of the risk assessment explained in the table below is for infection prevention, cleaning and staff safety in Killay and Sketty Surgery.

Killay and Sketty Surgery Risk Analysis
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SWOT analysis allows focusing on key areas of the unit and making assumptions in areas where there is less detailed knowledge. According to Grant and Scott (2020) SWOT analysis can be defined as a framework used to evaluate an organisation competitive position, to develop strategic planning and can assess internal and external factors, as well as current and future potential.

Killay and Sketty Surgery SWOT Analysis

	Strengths
	Weaknesses

	· Validated medical services
· A team able to apply quality perspective managerial tools
· Well-trained professional medical staff
· Use of information through online site
· Positive feedback of patient satisfaction
	· Pressure on the medical system due to reduced workforce
· Supply chains with personal protective equipment and medicines may not last
· The ability to isolate patients can only be extended to a certain level
· Uncertainties about the severity of disease, the rate of fatalities and risk groups

	Opportunities
	Threats

	· Global communication and monitoring efforts improve knowledge about the virus
· If the COVID-19 proves to be seasonal, like the flu, there will be enough time for proper preparation
	· Insufficient involvement of the local community
· Trade globalisation and frequent travel will contribute to the speed of the virus
· The vaccine and the treatment are not known, and their development can take months or even years



The control measures that can be included are the permanent search for new cases of infection, maintaining the implementation of keeping social distance, the isolation of cases that require similar treatment, the announcement of citizens about the help that medical system can offer and the implementation of the intervention plan.


The project manager needs to focuses on the ability to deliver the project's product in scope, time, cost and quality called the Iron Triangle. According to Caccamese and Bragantini (2012) the success in projects has been associated with the 'Iron Triangle' a metaphor for concurrent constraints, and similar is VisualParadigm (2020) which argues that is also known as a model of Triple Constraint to reach a reasonable trade-off among these constraints.
Scope refers to the total amount of work involved in delivering the project
Cost refers to the sum of all resources required to deliver that work
Schedule reflects the time estimated to the project delivery.

Scope
(Feature, functionality)
Resources
(Cost, budget and human)
Schedule
(Time and priority)




Quality





[image: ]


The project manager will use Gantt chart, a chart that usually is integrated within a bar chart and shows the start and finish dates of different tasks that the project manager needs for completion of the project (Grant, 2019). The work plan will reflect a clear and organised strategy of the established internal tasks to be implemented during the process at certain times intervals.
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3. Project Execution Phase 

The third step is the implementation phase of the project were the project manager spent almost all the time to maintain control and communicate as needed during implementation. The project manager continuously monitored to maintain control over the project and appropriate changes are made if needed from the original project plan.
Monitoring and evaluation are extremely important management tools for planning and implementation of the project because it can provide the project manager useful information to plan more efficiently, keeping stakeholders up to date on project progress (Qureshi, 2016), comparing the results obtained with the expected results, analysing the stage of achievement, analysing the effectiveness of using sources and to answer specific questions to guide decision-makers and managers on what worked and what did not worked and why (UNFPA, 2001).


The important tools for monitoring the project are through verbal communication, meetings, reports and diary notes; those methods of communication tend to focus on to provide information for future evaluation.
Evaluation represents the most systematic and objective estimation of the project possible from the phase of the conception and implementation as well as its results. The purpose of the evaluation is to compare the coherence of the project results with the proposed objectives, thus determining the efficiency, effectiveness, impact and sustainability of the project.


4. Project Closure Phase

Once all of the achievements have been generated and the stakeholders have accepted the final solution, the project is ready for closure. The final step of the project is represented by the closing stage regardless of whether the objectives set at the time of its start were achieved or not.
The responsibility of the project manager is to reunite the project team in order to review the activities carried out and to make the final report that includes the technical and the financial report, two sources that are requested by each participant in order to study the progress and the problems caused in the project.
The completion of the project in an organised manner allows all participants to learn from mistakes and to capitalise on the benefits obtained by participating in the realisation of the project. This process is called learning from experience and is constructed by the learner providing a concrete experience with the opportunity to reflect (Kolb, 1984).
According to McLeod (2017) Experiential Learning Style were published by David Kolb, a model of learning that involves the acquisition of abstract concepts that can be applied flexibly in a range of situations. In recent years, many project managers use structured experiences to support the learning and development of individuals, and how they reproduce their experience of projects to feed that back into the improved management of future projects and the experiential learning of individuals (Turner, Keegan and Crawford, 2000).



The role of the project manager is to mobilise and coordinate all resources to achieve the objectives to carry out the project at an operational level; leadership, the ability to communicate, plan and anticipate risks are among the most important qualities of a project manager.
In addition to all these skills, the project manager also has an entire team behind them to coordinate. Building a successful project team is about choosing the right individuals into appointed team roles and promote team spirit, for this aspect the project manager will be looking to approach the best-known method of Belbin Team Roles (Jungnickel and Mustafa, 2012).
This method assists the project manager to define the roles in a team, because in each team there are well-defined roles and difficult personalities, each individual having a significant contribution in achieving the goal.






















Recommendation


Various recommendations can be addressed both for a successful project and for the project manager themselves that could be considered in future adventures projects.
It is recommended to set out clear objectives for the project by taking into account a certain budget, completion of all aspects related to the project, providing quality results, ensuring the right resources in advance.
It is recommended that the project manager ensure that they have outlined the potential risks and how they will manage them if threats arise, to ensure that the project manager draws up reports throughout the project.
A good project manager needs the right skills, knowledge and tools to complete and get the right results for a successful project.
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