


Managing Projects in the Organisation
(BMSW5104_SWAN)

















                                                               (1712446 CHRISTOPHER DAVIS)

Contents
Introduction	2
Findings	3
Conclusion	13
Recommendations	14
References	15




[bookmark: _Toc44704305]Introduction
The following report is going to be researching the importance of Managing Projects within an Organisation. The researcher is going to be compiling the report around his findings of implementing a project within The Royal Pigeon Racing Association. Due to the current Covid-19 pandemic the RPRA has needed to rethink its racing procedures and develop a plan to allow all members to be able to remain racing their pigeons safely within their local club levels. The report is going to go through the various tools used whilst implementing a project and the various tools that will be used throughout to help ensure the project is a success.	Comment by Shehla Khan: Please make sure i’s in third person format throughout
 “A project is a temporary endeavour that must have a beginning and an end that enables a process to improve and work in a better way than before. (Roberts, 2011)	Comment by Shehla Khan: If you could connect the definition with your project i.e. an as this only a temporary arrangement for this lockdown period, it qualifies being a project with a definite beginning and end.
The RPRA has chosen this project as now with everything that is going on around the world due to COVID-19 they needed to come up with a temporary arrangement to help see them through the current lockdown guidelines. It is important to implement the project as there will be a definite beginning and end process that will eliminate any complications/concerns members currently have.














[bookmark: _Toc44704306]Findings
What is project management? 
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)
This is a project life cycle
[image: ](Project Life Cycle, 2020)
What is a project life cycle? 
A basic project will have a life cycle which includes the following 4 steps
1. Project Initiation=means all steps taken before the project can go ahead e.g. project scope, brain storming, which stakeholders will be required and affected for the project.  
1. Project Planning = is where the planning of the project is documented and the structure of the project is in place and all stakeholders and project manager no the steps to take in order to deliver in a S.M.A.R.T structure to the closing phase of the project.
1. Project Execution=of the project is implementing the work of the project as set out in the planning phase with the expected results achieved.
1. Project Closure = is at the end of the life cycle because the result has been achieved.
Also, the project will go through the phases of the Tuckman theory were project closure will be when the team will finish (Egolf, 2001)

Throughout the life cycle the project manager will have to monitor the work and controlling the project to ensure it is kept on track and standards are kept high.

Below the researcher has put together the different tools used throughout the project to achieve the end goal.
Initiation Phase 
This is the quad chart of the project which comes at the INITIATION PHASE of the project this Quad chart Outlines the reasons why the project needs to be done stakeholders involved and how the project will look like.


[bookmark: _Hlk44145075]After Analysing  the quad chart the researcher has found that  using this tool is helpful because it gives the person reading it a clear understanding of the project and can be used by the project [image: ]manager to outline the project in meetings and presentations.(George,2003)	Comment by Shehla Khan: Explain your Quad chart, i.e. as it’s a one page description of the project, it can be seen clearly the aims and objectives of the project is to race the pigeons in a safe manner whilst providing an opportunity for support meant wellbeing for its members through keeping connection via this support group in current lock down. Box 2 will be discussed in later section, going through the stakeholders in detail. Box 3 provides the desired deliverables or critical success factors which in this project will be being able to race pigeons with 2m gap, providing regular online meetings and supporting via one to one online support groups all of which can be measured. Finally box 4 clearly shows the measure of success for this project will be by seeing how many races have taken place over this period, gathering qualitative feedback form members on how they found the experience and an increased membership would indicate the success of this project. 
The Quad chart is made up of 4 sections and is easy to identify that the Aims and Objectives (section 1) of the project are to establish a safe and enjoyable way for the members to continue racing their pigeons. It is important to ensure that all government guidelines and criteria are adhered to at all time by everyone involved as this will ensure the safety and wellbeing of the members is at the forefront of everything they do. Section 2 is the Stakeholder which will be further explained when reporting on the stakeholder’s analysis. To enable the RPRA to complete their Aims and Objectives it is important to link with Section 3 and the Desired Success Factors. These success factors are there to allow the members to race with a 2m gap, have online meetings and support groups. It is important for the Project Manager to include factors that can be measured. The final section is the Measures of Success which will indicate the success of the project. The RPRA will be able to gather feedback on how they found the experience and hopefully they will see an increase in the memberships.

The stakeholder analysis phase comes next in the Initiation phase this tool is defined as recognising the people with added interest that can add power and influence towards the project. (Stakeholder Analysis Winning Support for Your Projects,2020)

	PRIORITY
	STAKEHOLDER
	STAKEHOLDER PERSPECTIVE
	ACTION

	Medium
	(CEO) Ian Evans 
	Is employed by the members to give direction to the organisation and project,
	Carry out a (SWOT)analysis of the project set up regular meeting and face to face meeting online to keep him updated of progress.

	
	
	
	

	High
	Club Secretaries/specialist clubs, feds
	Are voted by the members and feedback from reginal meetings and see changes implemented.
	Set up online meetings to keep secretaries informed of project and get feedback.

	Low
	Queen
	Is the figure head of the ORGANISATION?
	Make sure the project is professionally done.


	  Medium 
	  Defra
	Make sure that policies and procedures are being carried out in animal welfare.ie safe transport of animals.
	Set up a meeting with Defra on the safe use of PPE needed.

	High
	Members
	Run the project and contribute money in membership
	Keep the members updated in the weekly magazine so they know the policies and procedures of the project.



Section 2 of the Quad Chart is to identify the relevant internal and external stakeholders. The Quad Chart can identify that the internal stakeholders are the CEO Secretaries and Members whilst externally there are the government. Spectators and members families.
It is important to keep the  stakeholders informed both internally and externally if this is not done the  project will fail, to enable this to work the project will need to deliver emails, phone calls, having online meetings. This will contribute to the added value and could affect the outcome of the objective.(Friedman and Miles, 2006)	Comment by Shehla Khan: Third person please	Comment by Shehla Khan: Give me example of who internal and external stakeholders are from your table above? So for this project the internal stakeholders are CEO etc.

The researcher found this to be a good tool in recognizing the stakeholders within a company/organisation and is useful with regards to actions required however the priority of each stakeholder can change during the project this would only be used by the project manager because of the changing priority levels this also can keep the project manager on track with actions required for each stakeholder. The Project Manager anticipates that for the duration of the project the members priority will always remain high, this is due to the fact that the members are the main stakeholders and their involvement is essential to the success of this temporary project. Therefore, it is so important to also be constantly updating them. All forms of communication will need to be maintained throughout to guarantee success.	Comment by Shehla Khan: Like the members would possible remain as high priory because…..explain briefly, they are one of the main stakeholders and their engagement will determine the success of the project, hence keeping them updated regularly through various means, e- magazine, weekly meetings and offering one to one support is a very important action that would need to be maintained though out the project.
Planning Phase
In the planning phase  a tool that is common that is used is an iron triangle which can be linked to the stakeholder analysis because by having the 3 components which are product specification, resource cost and scheduled time if one of these becomes more the stakeholder analysis will change causing the priority and action to change below are the projects considerations from the stakeholder analysis. The Iron Triangle also needs to be linked back to the Risk Assessment.	Comment by Shehla Khan: Linked to RISK analysis	Comment by Shehla Khan: RISK
[image: ]
A risk analysis grid is useful when managing a project because by having a grid you can prevent and see the risks of the project both internally and externally. (Schiefer and Döbel,)
Below the researcher has carried out a full risk analysis of the project with the risks involved internal and external how likely this is to happen and mitigating actions to help prevent this. The researcher found this to be a good tool because once it is in place this only changes slightly as the project goes through its cycle.	Comment by Shehla Khan: Add explanation of some of eth risk factors, i.e. such as maintaining the social distance can increase the risk of the virus separating which has a high impact on the project and is very likelihood of happening. So mitigating actions would be to ensure there are clearly marked signs available and members encouraged to follow the safety procedures.



[image: ]
PESTLE and a SWOT analyses are useful tools for decision-makers when evaluating the pros and cons of a project and can be used to help with reducing the risks for the project. The analysis can be applied to a range of large and small projects to identify factors may that affect success even before starting the project. (Woodruff, 2019)	Comment by Shehla Khan: And can be used in mitigating the risk factors for the project.
After carrying  out a SWOT ANALYSIS of the Royal Pigeon Racing Association the researcher was able to asses by speaking to the CEO of the organization and looking at the weaknesses currently affecting  the declining  numbers over the past 6 years and that 65% of its members are over 65 years old within our club which would make them vulnerable during the Covid“19 and can affect people’s mental health However there is an opportunity for the younger members to help out with the high risk members by collecting their birds which hasn’t been implemented previously  (The Royal Pigeon Racing Association | About RPRA, 2020)
Pestle analysis
 The researcher has found  that  the political factors  affecting racing during the   Covid”19 is external and although we don’t have any say on the decisions as long as the members and club follow  the government guidelines the members could race their pigeons with this project in place.
Swot and Pestel analysis are a useful tool because by carrying out and knowing the depths of these factors that can affect the project the stakeholders and the project manager are able to brainstorm to solve problems and mitigate the risks identified. (KAY,2017)
Below is a Work Break Down Structure the researcher has found that the project is defined as a  visual guide to a project and can be broken down into pieces which is the planning phase of the project before the work actually begins. (Norman, Brotherton and Fried, 2008)
The scope is the reason why the project is being done and why.
1. Deliverables are work assignments. 
1. Sub deliverables are sub tasks.
1. Activities/tasks are the working phase of the project. (Bridges, 2020)

The information to set up a work Breakdown structure comes from the risk analysis carried out previously.
The Work Breakdown Structure has been broken down in three phases this is because the Project is a top to bottom approach the reason for this is as follows
DELIVERABLES 
Are chosen because due  to Covid”19 the R.P.R.A and clubs needing to work together to provide a service so members can race their pigeons applying safety measures this is where section 3 of the Quad Chart becomes useful as these measures are already highlighted within. so members can race their pigeons and reduce operational costs as it is unknown how long this will last for.	Comment by Shehla Khan: Link … As highlighted in the box 2 of Quad chart 
SUB DELIVERABLES 
Have been chosen as who will be affected and what actions will be needed to help achieve the deliverables.
ACTIVITIES/TASKS 
Is actions that need to be achieved to make sure that the sub deliverables are a success and completes the deliverables.











This is the Work Breakdown Structure of the project.
[image: ]

The researcher acknowledges the importance of a work break down structure as an excellent tool to use in any project as it is broken down into smaller phases a good (W.B.S) clearly outlines the breakdown of the project before any action is started which will help deliver the projects outcomes and objectives and the scope can be clearly identified.
Benefits of having a work breakdown structure for a business is it will boost productivity, has detailed steps, boosts accountability and transparency, best for allocating time and cost estimates, identifies risks in a better way than before and boosts progress in monitoring. 
(Work Breakdown Structure: Advantages and Disadvantages - WiseStep, 2020)
Disadvantages to having a workplace structure was that it does not say who will be doing what tasks to get the deliverables done and is very time consuming to keep updated.
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)

Research has found that the use of a Gantt chart is an excellent tool and can be used, edited and updated by anyone using this tool the qualities this brings to the project is that it is easy to use and is a way of monitoring progress so the project manager can make the deliverables in a timely manner to completion this is important because if the timings are not met this can have a knock on effect on the whole project causing lateness costs to rise and even project failure. (Gantt Charts: Planning and Scheduling Team Projects, 2020)
Below is a Gantt chart where the timelines are linked to the work breakdown structure. [image: ]
As can be seen from the Gantt chart above each person has a timeline with specific tasks and activities to achieve this its driven from the work breakdown structure.
A network diagram is another tool that is a way of tracing a project from beginning to end following a critical path this comes from the work breakdown structure and is the primary source of information using the lowest parts of the legs.(Kliem, Ludin and Robertson,2020)
Although this tool is useful I would not use it in the project unless the tasks are complexed and a detailed plan is needed were anyone can follow the guide to the finer details this however doesn’t have anybody liable for the task and is time consuming to change. I would use it if I did not have a Gantt chart to use or a task had been done wrong and needed a detailed plan to stop this from reoccurring.
PROJECT EXECUTION 
Reflecting and reviewing what has been put in place and what has gone well 
The tasks are going well social distancing is being adhered to by the staff at the marking station all protective equipment  is being used all services are being wiped down as the project manager is their overseeing this.at the beginning one of the members overstepped the line as he thought he had to be in the box and not behind the line marking so the sign put up said behind each line after this and pictures were put up on watts app group for members to familiarize themselves before entering the area. The younger members morale has increased because the club and the researcher give the members free entry to race their pigeons why the project is running and end of shift meetings and feedback have seen happier working members according to  Herzberg’s motivational hygiene theory To apply the theory, you need to adopt a two-stage process to motivate people. Firstly, you need to eliminate the dissatisfaction they are experiencing and, secondly, you need to help them find satisfaction. (Herzberg's Motivators and Hygiene Factors: Learn how to Motivate Your Team, 2020)	Comment by Shehla Khan: You need to add how you would monitor you measure of success the number of races that have taken place, how you would collate feedback form members and how would you monitor number of memberships. These are all measurable and qualitative and quantitative data that will show clear success of the project and if the deliverables have been achieved.
The project manager will be measuring the progress of the project throughout and will find it easy to monitor the numbers of memberships as these are entered and updated on an Excel Spreadsheet on a monthly basis. It will also be evident to see the workings and failings of the project by monitoring the frequency of the pigeon races against the entrant’s figures of the members e.g. Last week there were 3 entries and the following week it had increased to 6 this quantitative data is highlighting the success of the project.	Comment by Shehla Khan: You need to add a section of assessing your won ability as a project manager. by doing a Belbin test on yourself identify what role suits you most. What are your strengths as a manager and what are your weaknesses and how would you overcome those.

The project manager has been measuring the progress through having end of day progress meetings both by the use of  emails, phone calls, face to face discussions, the Gantt chart  and by physically checking the work carried out  by the team carrying out the tasks. 

The grid below is a midterm evaluation of the project and what has been put into place currently the researcher has found that this is a good tool for the project manager to evaluate the measures put in place 
[image: ]












[bookmark: _Toc44704307]Conclusion
The researcher has found that by using the relevant tools, charts, and models that a project manager would be able to quickly implement a temporary project for the R.P.R.A during covid 19. During these difficult times it has been necessary to create a project with an achievable aim that can be measured and evaluated throughout these difficult times.
This project has not only allowed the  R.P.R.A to continue to run within these new guide lines it has also given the members the opportunity to continue flying at club level with the added support of constant feedback and communication.
From carrying out this research and observing the various steps to making a project a success the researcher has decided to take an online Belbin Self-Perception Inventory to identify which of the 9 team roles he would fit into. “By using Belbin individuals have a greater self- understanding of their strengths, which leads to more effective communication.” (Belbin, 2020) 
From the results of this test the researcher has identified that he is a shaper this would help because he thives on pressure which would link in well as this is a fast moving project however  he would not be the best member to communicate with others as he does not think before he speaks.

[image: See the source image]

[bookmark: _Toc44704308]Recommendations
1. Get all members that are involved in future projects to carry out a Belbin Test.
1. The project manager is to evaluate and report back when the project is finished.
1. The project manager is to carry out a Delta Evaluation when the project is complete.
1. The club develops future projects to help the club to continue to grow at national level.
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