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[bookmark: _Toc523660098]Introduction 
CaribDirect is a multimedia Caribbean business which organises events to bring awareness and educate about Caribbean culture. One of the events is a Caribbean food and drink festival which to start would be held every other year. The plan for the festival is to have authentic Caribbean food on sale by vendors and have food and drink tastings. Cooking demonstrations and the mixologist to demonstrate drink mixing all with authentic Caribbean flavour. Entertainment would be provided to give the whole atmosphere a carnival vibe. It would be a one-day event and marketed to all who are interested in the Caribbean.  As the company conducts many projects a project manager just needed to be briefed on this project to be delivered over a twelve-month period. 
The project will require a strong team with experience in events, the buy-in of sponsors and a great deal of planning. Within this document the scope and planning process will be shown, the tools and techniques used and updates on changes that occurred after the plan was in place. A great plan is key to achieving a successful project it keeps everything in check, timelines, processes, staff… it is the story of your project (Harned, 2018).
[bookmark: _Toc456901517]An evaluation of the project showing strengths and weaknesses, areas of improvement and assessment of how the project was managed. This is an important process to be conducted and helps measure effectiveness and can be used as a tool to improve programs. Metz (2017) state “simply put, program evaluations are conducted to make programs better”.
[bookmark: _Toc523660099]Funding project: Sponsor and stakeholders
Once the case was made and the organisation had the buy-in of the major stakeholders for funding. First step would be to have a budget in mind so when approaching the investors, it is known what you will need from them and you can justify what you are asking them for. To do this finding mutual goals which would show it is worth their investment and provide evidence of how their involvement would benefit their business will go a long way to the success in winning them over. Achieving the stakeholders buy-in and then come to a mutual understanding, would benefit all and is one of the first steps needed to be taken to be able to go ahead with planning and implementing the project.
Managing projects can be a complicated affair with today’s fast-moving companies, they tend to have several projects on the go some of which are rather complex, to help with this having a project sponsor to see the project through from conception to delivery is key. This role was conducted by the CEO of CaribDirect who has the ability to identify and respond to changes like hostile business circumstances and policy changes that at times makes a project manager’s role extremely difficult to impossible to manage and do their job (Bourne, 2012).
While working on raising funds being the risk-taker and having sufficient management authority to make decisions; conducting negotiations with all the stakeholders and establishing their needs; finding a way to merge all requirements ensuring investors get what they need with the best business case possible. This involves marrying both the organisation’s objectives with the stakeholder’s desires and is a key to keeping the project united with the business goals, ensure the lines of communication with stakeholders and senior management are kept open and clear. Deeply involved in problem-solving especially where it is above the project manager’s authority level. Producing a clear plan to handover for the project manager to run; the project sponsor needs to establish the stability of the project resolve any issues, fully support the project manager in all matters concerning the project (Bourne, 2012). The stakeholders for the project had to be identified first and foremost who will be interested parties? 
1. CaribDirect Multi-media
2. Sponsors 
3. vendors
4. Suppliers 
5. Security
6. Local community
7. Attendees 
8. Local council
9. Entertainers
[bookmark: _Toc520873162][bookmark: _Toc523660100]Running projects: what is needed
Large companies often run numerous projects simultaneously with few project managers in charge of large groups of people performing many different duties. In order to be able to stay in control and deliver successful projects using project management tools and techniques is imperative. This has become easier over time as there are now web apps, for example Smart Sheets, Clarizen and Mavenlink just to name a few. They make planning, monitoring and tracking the project much easier to do and much more visible. However, it is important to choose the right fit for organisation as it can also be a way of managers using it as a method of controlling their teams, difficulties tracking casual links between activities on the board and saving historical data relating to project progress (Ludvig & Bjorn, 2011). 
Planning projects can take a great deal of time, but it is key in order to have a clear picture of what the goals are for the project as this will helps determine the requirements needed for a successful delivery of a project. Having a plan in place makes it easier to ascertain the hierarchy of tasks, making it easier to spot where to place teams and resources. A good tool to use for this is a Gantt chart where each task and sub task is given as a schedule, start and be complete by dates for each task and how long each task should take (Harrin, 2018). This is the to do list for a project manager and helps ensure all steps are taken and at the correct timeline leaving no room for tasks to be missed or conducted in a haphazard manner. An example of a Gantt chart is below figure 4.

It is important to mention that the project manager will not be active in the day-to-day tasks of the project but oversees all activities. Therefore, another important tool used is a communication plan, this was essential in delivering this project; it was a huge project needed to be delivered on time. Having a great communication plan in place helps the project manager keep a handle on everything. It helps with advising at what stage the project was at, stay informed and keep others informed of what was happening at each stage. To achieve a good communication plan first there are steps that should be taken. As a new employee the project manager had to establish what the communication access was and finding what the best methods of communication for this project would be. Then to define the objectives of the communication, then define the audience, once this is established defining what media channels would be best to use and establishing a timeline for the communication (Dianova, 2017). Included in this, regular meetings with department heads and relevant team members was necessary to stay informed and on target. An example of a communication plan is below.
[image: Image result for project management communication plan]
Figure 1. (Google, n.d.)
A task management log was kept to help maintain efficient task management and when using an online tool that can be updated as and when a task is completed and log issues, at an instant, a project manager can see how things are going where attention is needed and who was responsible for that area, task, activity or role and address it.  Teams work in unity when working within task management resulting in incredible outcomes and benefits (Miller, 2016). This doesn’t mean it is an easy task but helps a great deal in achieving a seamless team workflow.
It is also essential to know the key players for the project are responsible, accountable, consulted, informed, known as RACI log can be used to record this information. It is very useful especially when a temporary or new worker has been hired for a project, it aids to know and remember who to go to and for what. This log is quite self-explanatory it records roles and responsibilities of the project participants. At a glance you can see who is responsible for a particular resource or activity, who is accountable for an area or activity whether it succeeds or fails, who needs to be consulted and who needs to be informed or advised on progress. This can also help to verify and inform as the process needs to be checked to ensure it meets the criteria needed and then signed off for handover (Frohnhoefer, 2009). When using this tool, one needs to keep in mind when there are cross boundaries and can cause delay and conflict of interest. “Kesler, et al., (2016) Real speed comes when leaders build high trust relationships, understand and value one another's expertise, and let go of involvement in many of these decisions”.
Managing stakeholder relationships is another important aspect of a project and for corporate success, having stakeholder mutual benefit is essential (post et al., 2002). The tool used to help manage this relationship is a stakeholder matrix, it helps establish the stakeholders level of power and interest in the project. When it is determined the stakeholders potential impact and interest in the project, key objectives can be recorded, aligned and signed off (Bourne, 2005). This is made easier to do by using a stakeholder matrix.
In every business there is an element of risk, this is no different for a project. Within the planning process a risk log would be made to highlight all known probability of risk. This is an important tool as it can help avoid issues and help prepare for what is to come which in turn improves the probability of success and is critical to accomplish value for money and evaluation (smith et al., 2006). This increases the visibility and helps managers understand at a glance what issues to be aware of and an agreed way of how they may be resolved. Using a traffic light system to indicate the level of risk, red high, amber medium and green is of low risk. When mapping the risk, red indicates no progress made, amber little to no action moderate progress, green progress is being made evidence of deliverable, then there is one final indicator, blue showing the risk is being dealt with and no longer a risk.
Another tool which is used and works well with the risk log is a decision tree. Very useful for looking at the probable outcome to a solution of a problem or risk, saving time and helping progress of the project. Whatever the issue is a map of two to three courses of action and the possible outcome to each. This is useful when looking at different strategies, resource placement and investment opportunities. Although a useful tool it is important to note that it is impossible to predict all issues and resolutions. Computer programs can help as they are beneficial and can operate twenty-four seven and can evaluate lots of options in less time, helping with efficiency. However computerised programs are unable to draw deep and adapt conclusions (Gra˛bczewski, 2013) . 
These tools are very important in the running of project management for the reasons shown. Utilizing the latest technologies currently allows the best results for the smooth running of a project. Improving employee collaboration, leading to a significant development in efficiency. Relying on project management software and programmes are the best way to achieve a short time-frame with higher quality. It is important to have all these tools work together and easy to use being efficient and saving time.
[bookmark: _Toc523660101]Project deliverables
The first challenge is to define scope of project. The organisation knows what it wants to achieve but now the fundamentals of the project must be thrashed out. Without the project scope a project plan cannot be put in place. Jason Gotto (2013) states defining and recording a list of detailed goals, features, functions, deadlines, deliverables, tasks and cost is the project scope. The team gets together and puts together the information to define the requirements. In the case of the festival it is to showcase the Caribbean food and drink and to do this not only will there need to be a variety of Caribbean food and drink from different islands, it was felt entertainment would be needed as well as providing the opportunity for cultural arts and crafts to be displayed.
[bookmark: _Hlk522803595]When looking at the scope for this project this would be as follows: location - this will then determine overall size of the event as looking for a space for up to one thousand people. Licences for this project - a music licence and temporary event notice and drinks licence. Acts - singers, dancers, poets and comedians, staff event promoter, public relations manager, social media manager, video production team, event staff for the entrances, stewards, MC, sound technician, stage manager, runners, security, food and arts and craft stalls, supplies for power, water, and public liability insurance and tickets for attendees all of this is what is needed and to be considered for the event and each element has actions and activities which will be addressed in the project plan, this is a huge undertaking as every aspect of the project must be considered in order to develop a cohesive project plan. The date set for the July 27th, 2019 and budget set giving a full year to plan to be executed.
[image: Related image]Figure 2. courtesy of (Halloran, et al., 2015).	
[bookmark: _Hlk522717367]To determine the scope a meeting was held then the must have, should have, could have, want to have this time shorted to (MoSCoW) method was used to process the findings of the meeting. Notes are taken, and then functional and non-functional requirements can be prioritised or dismissed in relation to the Caribbean food and drink Festival. It is thought that as this meeting is normally held with the main stakeholder and requirements are not always clarified it can lead to formation revision at the development stage and can also cause time consumption and late debugging (Shafiee, et al., 2018). It is important to get this right and involve as many stakeholders as possible to ensure all areas covered and have a good starting point. This is when the budget should be set in accordance with the project scope and the findings from the MoSCoW meeting and decisions made.
[bookmark: _Toc523660102]Project plan and Budget
Once you have the scope of the project the natural next step is to develop the project plan. In doing this the information from the scope of the project used in combination with the stakeholders needs and objectives and the setting of a budget. 
[bookmark: _Toc523660103]Budgets
To get the budget right and understanding of the stakeholder’s requirements ensuring that everything is documented accurately and confirmed by all parties then the budget can be set. Failure to do this puts the project at risk of failure.
Essentials for budget: get quotes and build-in a contingency plan for unforeseen circumstances such as price rises and changes in requirements. Within this project a change of staff member, the public relations manager caused the delay in time and budget but was covered through the contingency. However, what was unexpected for this project was that the security had to be doubled due to a venue security alert caused by terrorist threats. This meant a huge hit to the security cost even with a venue change. Although there is a contingency budget the costs for the added security was greater, so an emergency meeting was held and luckily the sponsors agreed to cover the costs. 
[bookmark: _Toc523660104]Key performance indicators. 
To manage the budget a keen eye is kept on the key performance indicators which will show how that project is on the right path. Measures of how a team or department is performing, against the goals and targets set. For this project one of the performance indicators is the amount of interest shown via social media marketing.
[bookmark: _Toc523660105]Revisit, review, re-forecast.
It is very common for projects to overrun but left unchecked could lead to disaster. It is very important to periodically review and when needed re-forecast the budget. Included in this is to revisit the project scope and resources because as a project develops these two can change and can affect the budget both positively and negatively. For this project a change of planned venue occurred which saved cost and would need to be seen in the budget.
(Alexander, 2017)
Not addressed above is the use of a PERT chart this is used to schedule and coordinate the different tasks. It shows a sequence of events and its dependencies how tasks are prioritised. In figure 3 each task is represented by a letter the numbers represent the amount of days taken to complete each activity and the arrows, what happens next. It also shows alternative routes to get to the same point which would be classed as the contingency plan, also at some points more than one task can commence at certain points.
[image: Related image]
Figure 3 (PO, 2009)

Then compartments are broken down further and placed into a Gantt chart as shown in figure 4.
[image: MindMap Preview]
Figure 4 Gantt Chart by Carol Vaughan-Roberts
From the Gantt chart a fuller picture of the project can be seen; details of timelines and who is overseeing which activity. This is not a simple task and needs to be put together by the project team and run by the project manager all roles are clear and concise, each participant knows who’s doing what and when. It’s considered a knowledge management tool which makes projects more manageable, saves time and makes collaboration easy (Shafiee, et al., 2018).
The team consist of the CaribDirect CEO his PA, Project manager, Operations manager, Entertainment stage manager, public relations manager and a Risk officer most of whom have staff that work under them, but they are the main point of contact for different project areas. The two key players of the team are the CEO who is the project sponsor and the project manager they communicate ensuring the project is staying on target. The project manager however, main activity is communication between all the different participants of the project. To ensure a successful project, communication process must be flawless. The 2013 Project Management Institute report found that out of $135 fifty six percent of it is at risk of ineffective communication (Institute, 2013). It also shows that the high performing project management have a formal communication plan which leads to the effective procedures in complex and competitive business environment; with this in mind the project manager chose to use the N (n -1) /2 formula N standing for the number of team members. See figure 5, as it ensures that one is aware of the right number of communication needed. Then determine who needs to know what and when is extremely important as communication is often seen as the key to project success (Hodgkinson, 2010), get it right and you’re halfway there to a fruitful project.
[image: Image result for communication formula]
Figure 5 (Sirganttalot, 2012)
Communicating with all involved parties ensuring the right level of communication is provided at the right levels knowing who does what and what they need to know is also a key part of the communication. Once all this has been determined the method of communication needs to be agreed. Push communication which is conference calls, meetings, emails, faxes, meeting notes reports and so on, or pull communication this is good for large organisations where projects participants can access communication in their own timeline (James, 2015).
[bookmark: _Toc523660106]The team and their roles
Previously mentioned the chief executive officer is the project sponsor, the PA would take charge of administration and ticket management, the project manager oversees the day-to-day project, needs to be the leader possessing competencies such as being able to monitor resources, empowering, developing, motivating, be able to critically analyse, influence, be self-aware and sensitive to others. In summing up be emotionally intelligent (Geoghegan & Dulewicz, 2008). Operations manager is hands-on, this is the person that recruits staff, checks all paperwork is in place, for example security has correct documentation and the food venders have level III food and hygiene as a minimum requirement, book venders, hire equipment, ensure facilities are provided. The entertainment stage manager, in charge of booking entertainers taking charge of their requirements, while the public relations manager oversees the social media aspect of the project ensuring that the right audience is aware of the event, building the hype for them to attend. Finally, the Risk officer who oversees all the safety aspects of the project ensuring things go right as below (Anon., 2018).
· Assess risk throughout the project
· Quantify risk limits
· Develop plans to mitigate risks
· Advise on directing capital to projects based on risk
· Assist functional managers in obtaining risk mitigation funding
· Monitor the progress of risk mitigation activities
· Create and disseminate risk measurements and reports
Communicate to key stakeholders regarding the risk profile of the project. To aid with the above a risk register is kept noting all potential consequences and possible solutions to be used if the risk should occur, example below in figure 5. A huge risk for this type of project is that the main sponsor could drop out. Another risk which is really unpredictable from the start is weather. Planning of the project for this type of festival especially as it is the first of its type to be present, early ticket sales is important although most attendees will pay at the gate; bad weather equals low attendance. A contingency plan for this would be to have an enormous gazebo which would cover a large area; this however is very costly and not in keeping with the atmosphere planned for.

[image: Image result for risk register]Figure 6 (Dziadosz & Rejment, 2015)
[bookmark: _Toc523660107]Company structure
Company structures can have a profound effect on projects. The whole process is very important to understand the structure of the organisation, which influences directly how the project would be run. Examples of three different organisational structures are as follows:
[bookmark: _Toc523660108]Functional organisation structure this type of company has lots of departments that operate individually; each section is run by a manager who runs the department, allocates workers and monitors them. This makes it difficult for project managers as they may need to get the agreement of several managers before being able to make a decision. They must wait for allocation of staff who could be pulled off the project any point in time.
[bookmark: _Toc523660109]Matrix organisational structure here the responsibility for projects is shared between the managers and the project manager. The manager will decide on who works on which project, but the project manager is able to then allocate and organise the team. There has to be a balance in control and is more about having a good relationship and engaging with all parties involved.
[bookmark: _Toc523660110]Projectised organisational structure is an organisation that allows the project manager to have all authority over their projects whether it is to manage resources assigned team members or prioritise tasks. CaribDirect runs its projects in this way as they run several projects throughout the year. (Bourne & Walker, 2005).
[bookmark: _Toc523660111]Project Life cycle
[bookmark: _Toc523660112]Initiation phase 
From the information above the steps in project life-cycle is shown. There are four phases (figure 5) to all projects and for this project the first phase was the business opportunity to create the first Caribbean food and drink festival. Research was done and the case was made to go ahead with the festival. The team was formed, stakeholders and deliverables identified and the project manager assigned their role.
[bookmark: _Toc523660113]Planning phase
In the planning phases where all the detail is placed, look at all the scope for the project then break it down into tasks and resources, look at strategies required, the timeframe for the work and of course budget. Then produce risk register, planning what to do if certain incidents occur or how to avoid the incidents totally. All of this to be documented in order to refer to during the project.
[bookmark: _Toc523660114]Implementation phase
As the title implies here you put all the planning interaction and as this is done progress reports are given, feedback acted upon, agreed communication is conducted, any adjustments or changes would be made at this stage. Stakeholders should be informed and plan updated on a regular basis, consulted and briefed on any changes or adjustments made once all deliverables have been achieved closing the project should be implemented.
[bookmark: _Toc523660115]Closing phase
All documentation is up-to-date, contracts drawn to a close, resources released, and stakeholders informed of completion. A lessons log should be completed of all the pros and cons of the project how any issues were overcome could be avoided for the next project. (Westland, 2006).
Figure 7 (Mavenlink, n.d.)

[image: Image result for Types of projects; the project life cycle,]
[bookmark: _Toc523660116]Appraisal Meeting
On completion of the project a meeting with CEO of CaribDirect and the project manager, to see how the project manager performed through evaluation exercise. See an example of an appraisal from in the appendix 1.
The discussion was to evaluate the project managers ability to manage the project, to get feedback on their ability to plan and implement the project identifying any strengths and weaknesses the performance and put in place a plan of development.
As this was the first festival of its kind it was difficult to compare the event but analysing the steps taken and how the event turned out. The plan process was well executed. The change of venue was handled well, going back to the sponsors and help convince them that they would get the same benefits as expected at the previous location was extremely challenging. When the public relations manager left in the middle of this it was very challenging having to lead the social media team with very little experience but was achieved, while still holding down the project management responsibilities. 
When looking at this role for this project the best part is on the day of execution when all the venders are in place, the performances are in process, venue full of attendees and the place is buzzing with activities. Although they are still a lot of running around to ensure that everything is working in a timely manner for the day it could be seen even halfway through that it was a successful event. What needs to be worked on is more research on venues and more consideration for the external environment so could be prepared for government rule changes like the amount of security needed for event due to terrorism. Another issue that was quickly resolved but could have been avoided was to doublecheck on the entertainers ryder’s as one was missed, and the performer was not happy at all, luckily it was something that could be rectified quickly and easily but would have been better avoided.
The difficulties of the project were to ensure that the entertainment did not outweigh the objectives of the festival being the promotion of Caribbean food and drink, so getting the perfect balance was key. Having the entertainers gear their material towards promoting Caribbean food and drink in some form or fashion but staying true to their artistic flair so all can enjoy the material to suit the event.
The project managers biggest weakness is confidence and self-belief although qualified and completed a few projects still needs reassuring at certain points that they are doing a good job and making the right moves. If the self-belief was there projects would flow more smoothly and there would be less need for second guessing what has been done. The Project manager would like to have more training on PERT charts as they feel as if there are some steps that were missing and would be helpful to future projects in getting this activity correct. It was agreed that the team would go on a team building exercise to help build self-confidence and extra training given on producing PERT charts
[bookmark: _Toc520873167][bookmark: _Toc523660117]Conclusion
[bookmark: _GoBack]From information in this essay can be seen that there are important stages that cannot be missed that would lead to the successful delivery of projects. The groundwork in gaining the organisation’s objectives, establishing stakeholder’s needs and wants, ensuring that there is as much detail on these two areas will help develop a plan. Not forgetting the budget as this will help govern what is possible and prevent ideas beyond the projects reach, also having a contingency budget in case of any changes or miscalculations the cost can be met. Having the right forms of communication with all involved and in a timely manner is part of what holds the whole process together and must be conducted to prevent failure of a project. Using project management tools makes the whole process of managing a project easier; each stage of it is mapped out, who’s in charge of what, how to handle risks, these things help get project completed well and on time. Even with all these processes and plans in place things still can go wrong, challenges will be easier to manage and overcome once a solid plan is in place.
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