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[bookmark: _Toc75360223]Executive Summary
The purpose of this report is to investigate and identify the learning gained by the usage of project tools, whether there are any failings and to present options for redress. The report finds the module programme faces many issues of concern, such as conflation with the project, and inconsistent expectations of students with regards to grading, independent learning, feedback and self-evaluation.
This report identifies areas of weakness and provides recommendations for redress.
This report concludes that several opportunities for learning were missed or spurned particularly regarding post implementation evaluation. This report recommends that student self-evaluation of the project needs to be enforced with strict, externally-applied deadlines clearly differentiated from the academic module programme.
This report should be distributed to all appropriate faculty members.
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1.0 [bookmark: _Toc75360224]Introduction
This report was commissioned by Dr. Shehla Khan. The initial request for this report was received on the 26th April 2021. Gareth Rhys Lewis, undergraduate at UWTSD compiled this report, and it was submitted on 25th June 2021. Over a century of study has presented the world with a variety of theories on project management, many of which can be accessorised or combined. It is important for the purposes of this report to define Projects and Project Management. Roberts (2011), defines a project as: ‘a temporary management environment created to produce a specified deliverable’, and Project Management as: ‘the governance- which is used by the project management team to deliver a successful project’. The purpose of this report is to consider: the critical analysis and demonstration of tools and techniques for managing a project, a review of the organising process, the exhibition of stakeholder communication, the appropriate implementation, monitoring and evaluation, and the author’s abilities and limitations in the field of Project Management. Tools examined include the Project Life Cycle, Quad Charts, Stakeholder Analysis, WBS and Network Diagrams, Risk Analysis, and various evaluation tools, while also considering supplementary tools such as PESTLE, SWOT, Iron Triangle, Gantt Charts, and others. Conclusions are to be drawn from these findings, and recommendations for improvements provided. Both rational and creative methods of decision making will generate a diverse, relevant, and appropriate selection of solutions.
The Project undertaken by the author’s team related to creating and promoting marketing material for the UWTSD Skills for the Workplace programme and recruiting applicants to its assessment process. The project formed a part of the cohort’s module programme. The research comprised of academic textbooks and websites; credible news outlet publications; and various websites, including those of UWTSD and its competitors. The best available knowledge, skills and judgement have been utilised for this report.


2.0 [bookmark: _Toc75360225]Findings
2.1 [bookmark: _Toc75360226]The Project Life Cycle
The Project Life Cycle (Westland, 2006) provides a utilitarian framework for the managing of projects. The Project Life Cycle is a cyclical framework used for facilitating project throughput, represented usually by 3-5 stages, the simplest of which being Plan – Do – Review. The four-stage version splits ‘plan’ into two, the conceptual phase, and then the planning phase. The foursome is completed by the implementation phase and termination phase. The five-stage framework further splits the Planning stage to include the conception phase, the Definition Phase, and the Initiation phase, the quintet being rounded out by the Implementation phase and the Evaluation phase. Alternatively, a five-stage cycle can be represented by Initiating, Planning, Executing, Monitoring & Controlling, and Closing, where the ‘do’ stage has been split into the pairing of Executing and Monitoring & Controlling. Although the stages can be consecutive or overlapping, they are easier to study individually and separately. The author’s team decided to take the common 4-step framework as a template for their project to divide into phases, and it is used as a framework for this report. The four phases were assigned the common designations of: Project Initiation, Project Planning, Project Execution, and Project Closure. The espoused benefits of the Project Life Cycle include supposed improvements in communication, a useful framework for time management, and the prospect of higher accuracy in delivery due to agreed aims and objectives established in black and white. Criticisms of the Life Cycle tool are that it can be made to appear over-complicated (Buttrick, 2009), that its framework restricts creativity, that the final stage extends beyond the delivery of deliverables, and that it is unwieldy for larger or complex projects. There is also a risk that external stakeholders such as clients could disagree with the timetabling.
2.2 [bookmark: _Toc75360227]Project Initiation
Project initiation, also commonly known as the ‘conception phase’, is the inaugural stage of the cycle. In this project’s first phase, team membership was ascertained, and team roles identified and compared to the team roles of Belbin (2012). The team also availed itself to Barrett’s (1997) model of values to review members’ correlation with the team’s aims. The team was briefed by the project facilitator. The team’s primitive attempts at planning produced the following five aims for the phase:
· Identifying expected output.
· Assigning roles.
· Checking resources and availability.
· Establish and explain tasks.
· Contact Facilitator for contextual information.
It is advisable to consider SMART criteria (Project SMART, 2014) when developing objectives, with particular need for agreement within the team. It is necessary in this stage to think ahead to which potential outcomes are to be expected from the project, and in this case the team chose to create a ‘quad chart’ (Kiskis, 2020), a planning tool which summarises a page into four visual sections (hence the ‘quad’ prefix), structuring the concept of the project into manageable pieces, preferably understandable by all those who behold it, showing the viewer what would be success and failure (Stamey and Honeycutt, 2005). The simplicity of the tool allows for broad usage, but can be a constraint for more complex projects, or if circumstances are subject to change. In left to right order, first top, then bottom, the four boxes represent the following:
Box One: Aims/Objectives (SMART objectives advisable).
Box Two: Audience, denoting stakeholders, whether drivers (e.g. team members), supporters (e.g. suppliers) or observers (e.g. lay community), either internal or external to the organisation.
Box Three: Desired End Result, containing goals and measurable or unmeasurable successes.
Box Four: Measures of Success, the qualitative or quantitative measures by which accurate evaluation can be made.
Figure 1.0
Quad Chart.
[image: ]
The project team used the quad chart to divide the overall concept of the project into manageable and defined quadrants. The team sought to set out the project holistically, including the plausible limits to the scope and the factors by which success could be adjudged. More advanced versions of the chart include a central enclosure denoting the motivational factor, and an additional peripheral box for secondary benefits. Both these additional features were included on Team VINGZ’s project quad chart, visible in Figure 1.0 of the appendices. Further links to quad chart relevance are discussed later in this report. Quad charts give a visual and structured order to project planning, but gives little assistance to strategizing, and the author’s team’s experience shows that novice users can find it difficult to know if and when it becomes ‘complete’ for their purposes.
2.3 [bookmark: _Toc75360228]Project Planning
[bookmark: _Hlk75256589]Adair (2016) underlines the importance of planning by comparing it to a ‘mental bridge’ to the future. The second phase of the project life cycle, the planning phase, allows for detailed planning and analysis to occur before execution. The situational leadership model of Blanchard et al (2000) can drive the team through the stages of Tuckman and Jensen’s (2010) group development model, from ‘Forming’ to ‘Performing’ and ‘Adjourning’. Brinkerhoff (1991) and Bryson (1998) tout the advantages of the Stakeholder analysis tool, lauding its scope for strategic improvements, while Varvaskovszky and Brugha (2000) indicate that the improvements the tool affords are not universal, but dependent on its judicious use. The usage by the author’s team was perhaps less than judicious, and more haphazard. It did give, however, an opportunity for the team to measure interests, impacts and potential conflicts.
Figure 2.0
Stakeholder Analysis.
[image: ]
The stakeholders identified mainly included internal stakeholders, drivers such as the team, supporters, such as the project facilitator, and external observers such as the wider community of which UWTSD are a part. Highest priority was bestowed on the stakeholders with the closest interest, i.e. the team (the only ‘drivers’, able to define the team results) and project champion, with whom almost daily contact was sought through email, with regular meetings mooted. UWTSD were graded as medium priority compared to the team and champion, and the wider community, standards authorities and other observers graded as low. This list was matched to the relevant section (box 2) of the Quad Chart. The tool acted as a guide for forthcoming stakeholder interaction. While the tool helped instil some idea into the team of stakeholder expectations, many of the would-be benefits failed to materialise, as judiciousness dropped down the list of team priorities in the ensuing weeks. Smith (2000) discusses how the Stakeholder analysis tool can pivot a project towards (or in the author’s case, away from) success.
2.4 [bookmark: _Toc75360229]Project Execution
Taylor (2006) describes how the third stage of the project life cycle, execution, or implementation can be a gratifying experience for project teams, with a pent-up desire for action festering among team members during the short-on-activity planning stage. While the author’s team did not experience this in the exact glowing way as Taylor implies, there was a palpable impatience for tangible outputs to occur. Taylor describes the importance of project manager communication with stakeholders during this phase, and the team’s experience lends weight to this view, as the inability of the team to select a member as project manager led to a loss of team focus at this stage, an occurrence that Taylor might have predicted. Tools the team used in this phase were: Work Breakdown Structure, Network Diagrams and Gantt Charts (Meardon, 2021).
The team used the Work Breakdown Structure tool as an overall structuring model, going on to use network diagrams to illuminate priority and dependency and Gantt charts to highlight team member and time distribution while attempting to fully eradicate any undesired tendency for tasks or timescales to overlap.
Figure 3.0
Work Breakdown Structure (WBS).
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These tools enabled the team to divide the overall aims and objectives into elemental tasks, distributable to each of the team members. The top-down approach was chosen for the Work Breakdown Structure (WBS) diagrams, a sensible option using the objectives listed in the quad chart as deliverables, then dividing those into sub-deliverables, and then those into subtasks (as shown in figure 3.0). This allowed the team to visualise the necessary order and timescales available for each and every task listed on the purely representative network diagram (figure 4.0) and Gantt chart (figure 5.0).
Figure 4.0
Network Diagram.
[image: ]


Figure 5.0
Gantt Chart.
[image: ]
Such visual aids are an obvious boon to team members struggling to engage with the project (Malik, 2020). However, the time and effort spent on building the representations of network diagrams similar to ones the team would have used should they have chosen to make ones for the actual project took vital time away from actual project throughput.
2.5 [bookmark: _Toc75360230]Project Closure
The analysis and monitoring of risk can guide decision making and help determine measures of success before being applied in phase four. Lock (2007) explains risks often relate to the balance of the triple constraints of cost, time, and quality within an agreed scope. This relationship is represented in the Iron Triangle, the Iron prefix relating to the rigidity of the inter-relationship (figure 6.0).
Figure 6.0
Iron Triangle.
[image: ]
The various forms of the iron triangle are a framework showing the correlation and inter-connectivity of the three (or four) ‘sides’, or more accurately, apices. The Iron prefix relates to the fixed nature of the most rigid of plane shapes, the triangle. The apices, commonly representing cost, time, and quality are often rigid, such that one apex cannot be changed without another changing to compensate (allegorically, just as triangles cannot have an angle changed in one corner without changing the angle of another). Modern versions would be better described as tetrahedra with scope forming the third-dimensional additional fourth apex. In the context of this project, the cost (or resource) consists of the sum of the team membership and any provisions from UWTSD. The time is the number of weeks available prior to completion.
The scope of the author’s team’s project was open to some interpretation, and later versions of the triangle, include scope as a fourth apex. Time was capped with a deadline for delivery and review, and the cost, or resource was capped at the sum of the five team members. This limited the scope and left little manoeuvrability around the level of quality. Using Pestle (figure 9.0), a macro-environmental tool better suited to large projects, and SWOT (figure 8.0), a tool for internal and external organisational analysis (CIPD, 2021), risks can be identified and categorised according to the constraint; whether it is a risk to the product, or to the schedule, or to the resource. This feeds into use of the Risk Analysis tool, pictured in figure 7.0.
Figure 7.0
Risk Analysis.
[image: ]


Figure 8.0
SWOT.
[image: ]
Figure 9.0
PESTEL.
[image: ]
One can observe the risks identified were familiar to the team, absence, connectivity, etc. The team was evidently less familiar with esoteric project risks, such as the risk of not doing any planning, or never exiting phase one of the cycle. Lack of familiarity increased the risk of failing to meet the critical success factors listed in the quad chart. While the Risk Management tool can be a useful model for listing risks, it appears to have limitations in usefulness for the uninitiated. SWOT and PESTEL models proved useful accessories to the Risk Analysis tool, casting a broad net over potential threats, culminating in the inclusion of Team member absence as a correctly-identified high risk, and technological issues as a medium risk. The team took action to distribute tasks carefully to mitigate the potential effects.
As is indicated by the Institute of Leadership and Management (2013), evaluation is an integral and essential part of a project, not an afterthought or an optional extra. According to Morgan, it is one of the ‘most important skills to demonstrate’ (Morgan, 2017 p.88). It allows for reflection, learning and improvement. As the project overran, the opportunity for time-consuming objective evaluation dwindled, and subjective evaluation became the only option.
[bookmark: _Hlk75355162]The limited amount of evaluation performed revealed the project to be a partial success overall. The team succeeded in attracting applicants, but failed to attract four. There was success in creating marketing materials, for which some positive feedback was received. However, output was delivered late, after the deadline, a schedule failure, although the budget was not exceeded. Some measurable or ‘hard’ evaluation was that we delivered three distinct and separate marketing materials. Although limited in their ability to learn by curtailing evaluation, the team did gain the experience of pursuing a project and at least learned to never again do it the way they did. A softer evaluation could be discerned in the improved attitudes of various team members towards the concept of the evaluation stage of the project life cycle. The team made mistakes because they didn’t correctly plan, and by conflating the project with the module programme. An important distinction that should have been learned is that the project does not equal the programme. This is evidently not as obvious as one might initially believe. A summative example of evaluation is the author’s decision to award the experience 5 marks from a maximum of ten. An illuminative insight is the usefulness ascribed to the opportunity for the practical application of tools. The experience has had formative effects for the team members attitudes to future projects. The author’s participative evaluation includes the hope of in future stamping authority on to the project in its early stages. A post-implementation review undertaken by the author revealed the following broad assertions. The project purpose was not clearly defined, the business objective was not clear, the end product was not defined early on, although the success criteria for the project and deliverables were more clear. There was no project manager experience, skills were present but negligible authority. There was enough time, but it wasn’t defined well. Team size was ample, with adequate personnel. Availability was acceptable, productivity less so. Development occurred without much satisfaction. Increased professionalism would have been more appropriate for the organisation, reputations will scarcely have been enhanced. Some realistic plans were produced at various levels of correctness, but were left unused. What actually happened was not properly documented. Budgets were not exceeded, but deadlines and effort missed. Useful techniques were employed, appropriate tools were given some use, facilities were more than sufficient. The level of support differed from some expectations. The end product deliverables were functional and maintainable. The author’s own personal evaluation of their grasp of project management indicated a desire and a requirement for further practical use and experience of the tools and models contained in the current academic module. While time ran out during the course of this project, this does not necessarily preclude the opportunity in the future of reviewing and evaluating this experience, using such reflective learning tools as Kolb’s (2015) experiential learning cycle, or McKinsey’s (McKinsey and Company, 2008) 7-S model.



3.0 [bookmark: _Toc75360231]Conclusion
The project afforded the project team members a limited amount of experience in practical use of the tools described. The project gave the team members genuine and valuable experience of delivering a project, and of working within a project life cycle. Several team members ended the project still under a misguided delusion of the distinction twixt project and programme. Opportunities for further learning were (at times gleefully) squandered by the team. The author’s experience leaves ample room for further evaluation, further practice, and further learning. Multiple tools were not used at the correct time, others were employed for illustrative purposes only. Clarity of thought and purpose was largely lacking in early weeks, less absent through the central part of the module, then returned to roost interminably by the closing stages of the project. Recommendations for actions are contained in the following section of this report.

4.0 [bookmark: _Toc75360232]Recommendations
The author has made the following recommendations to be pursued.
All team members should conduct their own post-implementation review.
All team members should conduct an evaluation using Kolb’s experiential learning cycle.
All team members should conduct an evaluation using McKinsey’s 7-S model.
All team members should embark on an additional project, in which deliverables and evaluation are subject to strict and clear external deadlines.
All team members should embark on another similar project unprompted by suggestions for tools.
Team member responses should be collated and compared by faculty members, and a report compiled, concluding with an outline of the main necessary areas for development, and recommendations based on this conclusion.
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