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[bookmark: _Toc48282382]Introduction

The mission of this project is to renovate and relocate the host organisation Vintner’s Antiques to give them an opportunity to encroach into the online market and trade from a new location in Sparkhill. This report will look into project management and the strategies and techniques that can be used to make a project successful. It will also look into some of the barriers such as stakeholder conflict, resourcing issues and constraints  such as time and cost that are likely to fail a project.
[bookmark: _Toc48282383]Defining Project Management

A project can be defined as a task with defined perimeters such as start and end dates. Projects also have predetermined resources and require skills, techniques and requires expert knowledge to meet the project requirements and goals.
The management of a project helps to identify key stakeholders, the objective and deliverables as requested by the sponsor of the project. We at Team Spirit used the Waterfall methodology (Roberts, 2011). This method involved completing each phase of the project cycle to reduce any additional costs associated with the completion of the project. This is different to an agile approach which can revisit user stories if any constraints impact the project (Project Management Institute, 2017).
Projects can be big or small such as a routine home improvement plan. And it’s necessary that projects go smoothly. there can be situation obstacles which can impact on project deadlines. Such as staff resources not available, wastage of resources and unforeseen circumstances.
Each project is unique and will have a lifecycle. The project manager is responsible for taking strategic steps in order to bring the project to completion. They also look at the big picture of how the project can enhance the efficiency and competitiveness of the organization. Below is a brief summary of our actions in each project phase.
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· Initiation: This phase was critical in understanding the project direction and in understanding the deliverables, defining goals, setting milestones, priority and challenges. Also, to identify the key stakeholders (Elias, 2016), and ironing out conflict of interest and unrealistic demands early in the project and to create unity.
· Definition: purpose and scope of project and its vision and mission. The mission statement helps to create a common ground amongst stakeholders. Also, to evaluate the project value to the Organisation
· Planning: Affinity Mapping, Gantt chart, CPM/PERT. This phase allows the project manager to define relationships between task. e.g. If a task is delayed this will reflect a delay in connected tasks.
· Execution: Resources are distributed. Key resources being human resources and information available. In this phase the deliverables are constructed, built and presented to the sponsor for acceptance.
· Control and Monitor:  This phase includes a set of management processes to control and monitor time, cost, quality, changes risks identified, supplier, customers. Communication and soft skills are important to manage people in the work environment. It’s important to communicate effectively with sponsor and resolve conflicts or issues.
· Closure: Release final deliverable to customer and hand over project documentation. Cancel all supplier contracts, communicate will all stakeholders. Finally do a post implementation review also known as  A Project Postmortem, to identify any challenges faced and how to better resolve this in the future project management programs.
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Project management involves managing people and their expectations, the project manager is seen as the leader. Their leadership and communication technique are important for project success.
Leader needs to understand the different group dynamics as there are many people and professionals involved in the project (Hershey, 2014; Henkel and Bourdeau, 2018). Leaders can use a situational approach to get an increase team performance and efficiency.
Sponsor: Is the significant and key decision maker in a project, with ultimate responsibility to action and authorize changes to schedule or capital available for the project. 
Steering group: A communication channel to inform different teams of changes, success and failures. Must include at least three of which belong to the below categories. Financial expert, end-user and technical expert for better decision making and planning of deliverables. Roberts (2011), describes these key people in the project management hierarchy.
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[bookmark: _Toc48282386]Project Scope, Cost and Time

This is a list of all task required, Work Breakdown Structure (WBS) to produce the deliverables of the project and can be achieved using a technique called User Stories. To note their requirements, who they are? what they need and why? 
Sticky Notes: were used to provide a sense of community. Grouping similar problems into categories helps to estimate costs of each requirement. However, this method can have user bias as emphasis is place on self-interest.
Brown-Paper-Planning /Affinity Mapping;  brainstorming to pool everyone thoughts and ideas to get a consensus. Involving everyone helps to add value to the conversation and ultimately the project. It generates creativity and innovation and empowers the group to work together for a common objective. User stories can be written down by various stakeholders.
Trello: online program, alternative to Sticky Notes and useful where stakeholders are not geographically located its practical use was shown by Lucassen et al., (2016).
It is dependent on two variables (see below) The target is to achieve an equilibrium amongst the variables. Often sacrifices may be necessary e.g. lack of funds equates to loss of quality.
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Scope or magnitude of projects with many tasks will make the project difficult to deliver. Negotiation of time-line allocated is imperative, less time equates to more difficulty to complete. Cost is major issue. Best quality is demanded by customers and isn’t  always achievable. This framework is vital for negotiating any project as it allows better comprehension (Lock and Wagner, 2019).
[image: See the source image]Smart objectives:

[bookmark: _Toc48282401]Figure 5 Smart Objectives.
According to Kahneman (2011) humans naturally jump to solutions. It’s wise to take a methodical approach in defining the scope. Also, to apply critical thinking when making decisions (Larsson, 2017). 
Success of a project is dependent on long-term planning and implementation. It gives an opportunity to prepare for the result. It’s important to have an end date to the project and know how much budget we have; this is called project and cost estimation. These are the other two variables in the iron triangle.
User stories go through prioritization using  The Chevron Technique (Heagney, 2016). Through collaborative estimation we can work out the cost of the project. We can make an informed guess by using certain  models by dissecting user stories into 2 dimensions of  complexity and size by using qualitative reasoning to judge complexity/size. (See below);  intersection numbers are an estimation in days of completing the  task.
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The Delphi Technique used by Greeks allows you to draw on collective intelligence estimates to take place for better estimation. The outcome is more opinions leads to more accuracy. Similarly, (Ball, 2004), describes Daltons ‘Wisdom of the Crowd’ as a statistical approach for estimation.
[image: See the source image]
[bookmark: _Toc48282403]Figure 7 The Delphi Technique
Drawbacks to this method, it doesn’t work in small groups of two people. If the group is large it will take a long time to complete and people may not respond if they don’t benefit from the exercise.
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Planning is a fundamental aspect of project management. The Critical Path Method (CPM) is a method used to identify the earliest end date of tasks/project. It’s also useful in deciding the order of the tasks and which tasks are dependent on each other. Prioritization and grouping of dependent and independent user stories help us to estimate budgeting costs and decide how many workers are required. It further helps to create the project schedule/charter for the sponsor to approve. The schedule can include lead times, milestones and start and end dates of all project tasks and how and when they can be achieved. Once this has been approved the execution of the project can take place. 
A Gantt chart is a visual illustration of the Work Breakdown Schedule. It helps to organize and decide which tasks to carry out first in the sequence.  It also provides a calendar for effective time management; better resource allocation and clear representation of all the tasks in the project. Other teams can also have a panoramic view of the whole project .External suppliers can use the schedule to input resources into the project plan. Some drawbacks include the time taken to manage the charts; it can be tedious and creating and managing chart takes considerable effort also re-grouping of task is difficult.
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Communicating the project plan is important for building better workplace relationship and can improve the success of the project. The host Organisation needs to be aware of key dates and milestones and when funds will be required. Project managers can use various communication tools:
· Video conferencing: Microsoft Teams, Skype, Zoom, WhatsApp
· Electronic Mail
· Software: Gantt Charts, Project Management Tools
· Excel Handouts
· Standup Meetings

[bookmark: _Toc48282389]Monitoring Project Changes and Risk Assessment
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Changes to the plan or risks identified  will impact on the project schedule. This can lead to more capital required to complete tasks, thereby, increasing the time.  Project Leaders need to have a contingency plan to limit the effect of constraints such as Technical failure, loss of data or wastage of resources. Planning endeavors to keep the project time-line and cost to a minimum. Other risk assessment tools can be used such as project management software to factor in changes, which through automation will update the dates and times of schedule to reflect the changes. Program Evaluation Review Technique (PERT) is another tool which can be used to increase the probability of time estimate, as it is based on three estimates of time (Cobb, 2012). Control processes make it easier to communicate with key stakeholders and the sponsor to increases the chances of project completion



[bookmark: _Toc48282390]Conclusion

Project Management plays a significant role in everyday life. It can be as simple as planning a holiday or building an extension to the house. The techniques and tool described in this report helps to better break down the task required to complete the project by using user stories. 
The grouping of the tasks/requirements into categories helps to summarise similar requirements. The techniques described are useful in making time and cost estimation. Although these are not accurate they provide a framework to factor in cost and quality of finished project. 
Communication and leadership style also plays a significant part in project management as human resources are valuable assets and the innovation and creativity they can bring into the project. Long-term planning is imperative for success. This can only be achieved through having a mission statement and managing the project processes and having a realistic set of goals and objectives.


[bookmark: _Toc48282391]Reflection

Having explored the many aspect of project management and the tools and techniques, I feel more confident that I now have the knowledge and skills required to plan, manage and execute a project.
I found the project estimation techniques very useful in reducing cost and time and producing a plan which had a better chance of success. I wasn’t too keen on the waterfall methodology as it is rigid and all phases of the method had to be completed before presenting the work schedule to the sponsor. This method may not be suited to a complex project where time estimates are difficult to make. An agile approach would be more acceptable.
I have also realised that my project management skills such leadership and communication skills can be improved to enhance the performance of the team. I need to be more democratic in my approach to people and situations. Opinions from an expert or lay person is valid in project management. Unity in the team will increase the chances of project success.
[bookmark: _GoBack]I came across the term ‘management by exception’. It calls on leaders to have trust and faith in the team to perform. I was a little interfering during our skype call. This may have impacted on relationship in the team. I must adapt and increase my social and emotional awareness to increase the trust and loyalty of my team members.
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