Managing Projects in the Organisation

[bookmark: _heading=h.gjdgxs]BMSK5004
Assessment



















Student: Georgiana Ionela Podoaba
                 1710619
Lecturer: Joy Botu


Table of contents

1 Introduction
2 the usefulness of management tools and techniques
      2.1 which are the project management tools and techniques
      2.2 what tools and techniques are used by the organisation from case study and their importance
3 Think about a project and write an implementation plan step by step
      3.1 describe the project
     3.2 describe the implementation plan
4 Evaluate my ability for managing projects
     4.1 using feedback evaluate my ability to plan and implement a project
     4.2 use a swot analysis to determine the strengths and weaknesses
     4.3 create a self-development plan to improve my performance of managing projects
5 Conclusions and recommendations
6 Reference list

1 Introduction

The purpose of this report is to provide a critical evaluation of my ability to manage a project, while is assessing the usefulness of tools and techniques in project management and is creating an implementation plan based on a case study, in order to improve my own performance.
TK Maxx is a store chain which comes from US mother named TJX Companies and has a sister company which has been also brought in Europe named Home Sense. Their aim is to sell big brands at small prices, up to 60% off than the recommended retail price. 
In nowadays business environment management strategy for a retail company is representing an important competitive advantage. The responsible side for management strategies is human resources department which has to take care about programmes which bring growth for the organisation, trainings and many different actions like employment problems( recruitment strategy, rules, policies and procedures). The aim of this department is to make sure that the management and leadership of the stores are effective in achieving the company objectives. In the same time the company needs to see this department as the link between employees competencies and organisational strategy which create a competitive advantage for the business. 
TK Maxx was the american company which introduced, in 1994, the off-price retail to UK. Their secret for the success is that they build it on their financial power and flexibility which is representing a competitive advantage in the unstable economy from nowadays. An other managerial secret from TK Maxx is that they use their status to give self-confidence to their vendors and landlord`s. As a business at the moment they consider they can grow with over 1600 stores with their resources before to try to expand into new countries or thinking new opportunities for enlargement.
2 the usefulness of management tools and techniques 
According with PMI (2004) project management are the skills, knowledge, techniques and tools applied to activities needed to meet the requirements of a project. Likewise, a manager of a project require knowledge, skills, tools and techniques to successfully plan, monitor, control and motivate the actions needed to meet the project requirements.
2.1 which are the project management tools and techniques
Stakeholder analysis is representing a process which involve analysing a system and it potential changes with interest for parties as working on a project affect many people and some of them have the power to determine your success or failure. This technique is important to realize the identification of the stakeholders, their importance and their needs. It is also useful to determine how the stakeholders interests can be included in the project plan or any other action related to the project. The advantages to use the stakeholders analysis are many and really important for the success of your project. For example if you use the opinion of the stakeholder to define the project, then they will be more open to support and improve the quality of the project or they can help you to get more resources like money, people or time which can be the key factor for the success. Communication with the stakeholders and understanding them means that it will be more easy to plan your actions as you can predict their reactions and can be sure that they will support you or not. All these advantages together create one big benefit: a competitive advantage. Knowing how to manage the stakeholders can ensure your success where other competitors might fail. (Maund,2018)

Another tool important in project management is for tracking the progress and reporting it. Anchoring milestones is an action done by experienced project managers to compare the actual stage of the project with the planned stage for the same amount of time. Doing this periodically help them to manage correctly the people expectations and that's one of the most important role of the report. In addition this comparison will help them to take action when a problem occurs without letting it to affect the progress of the project. The milestone is a marker for how much did you complete and how much is still left to be done, so you know how to plan further to complete the project successfully and on time. Milestones are also an important mark for events or interdependencies which need monitoring to keep the project on track. This tool is important to be used to avoid embarrassing situations when managers are told the project is 80 % done and in reality is just 30%. 
Gantt Chart is a different tool for tracking the progress of the project putting together milestones, timelines and other important informations that keep the project moving. Using this tool will get a picture of the project instead of creating the time frame needed. Based on that people created different softwares where projects can be created more easily, for example when you create a new task it will be automatically placed in the project Gantt Chart. The biggest benefit of using this tool is the ability of it to place all the informations needed in a single document making everything more easier: communication as it is much easier to share it with the rest of the team and to be understood, coordination as can be used to break down the project in more sets of task much easier to be managed and time management as it is saving a lot of time using a software than doing it on paper, also it is much easier for the rest of the team to understand the impact of the delays encouraging a better organization.
There are many types of estimation in project management but one of them is effort estimation. The most important step in a project is to estimate the costs. This technique is is useful to break down the scope into sets of tasks in order to identify the effort required by each of them to be completed. Solving this complex problem will help the managers to control more effectively the time and the budget required to complete the tasks. There are two different models of estimation: expert judgement and algorithmic method. First one is based on two factors that can affect the difficulty: the problem is old or new and it is easy or moderate. Using these information a chart is created in order to determine an order of importance in solving process. Second model, the algorithmic method is based on 29 factors that can affect the productivity and using these factors you can analyse if increase or decrease it. This model helps to find out where the problems are in the productivity. (Finnie et al, 1997)
Risk management process is a technique which include identifying, assessing, controlling and reviewing the risks that can affect the progress of the project. The application of this technique will help the managers to coordinate the resources in order to minimize control and monitor the impact of negative situations or to maximize the use of the opportunities. Some of the most important risks that you need to think about when managing a project are schedules and budget that are unrealistic, not enough staff or not enough resources. Applying this tool of analysing the risks and managing them will avoid these negative situations that can affect the progress of the project and the success of it. (Cervone, 2006)
There are also many other tools and techniques which make the project management process much easier depending on the area where the project applies ( IT, Agriculture, Construction), but these are the most important from my point of view, in general project management.
2.2 what tools and techniques are used by the organisation from case study and their importance
TK Maxx is a big retail company where the most important project they have is to expand and grow their business. Daily they use some of the management tools and techniques to find new opportunities to invest and threads that can affect their success. As the business has already 25 years of existence on UK market, their stakeholders are well known and their importance as well when it comes to make such important investments, but tracking the progress, effort estimation or risk management tools are decisive when they target new markets in Europe, or opening new stores across the UK. For example effort estimation is used when they plan to grow in a new country, they use it to find out what the costs will be, how long it takes to approach the market till the first opening of a store, how many people needs and what training requires. Likewise, risk management is used to determine their competitors on the market, other threads in order to find solutions for this problems and ensure the success of the project and the enlargement of the business. After these two tools, tracking the progress is an important technique to be used even more when the head office and stakeholders are in a different country than where the project is happening, the need to be informed about the progress is bigger. Managers of the project need to keep informed and up to date the stakeholders to keep their support and get the resources needed and avoid disappointment and failure.
3 Think about a project and write an implementation plan step by step
Project name: TK Maxx Club card/ phone application
Project mission: to improve the actual loyalty scheme ( treasure card) in order to collect more data by motivating the customers to use the club card/app on every transaction to later on use it for a better customer service and customer satisfaction which means bigger profit for the company.
Project maximum execution time: 110 days
Project team organisation: IT staff, trainers, project manager, stores staff and customers
Project budget: 300 000 pounds.
Project description:
activity 1: analyse the actual loyalty scheme ( identify SWOT) to find what can be improved and what risks you can have. (3-5 days)
At the moment TK Maxx store chain use a treasure card as a reward system in order to collect data from customers and improve their services. They trying to be different using a system based on collecting keys when you shop with them or recommend a friend, chose a reward or complete the profile. Five keys means from where 3 must be shopping keys brings you a reward at your choice from a range given. Once you pick the reward, you can start again collecting keys. Using SWOT analyse model I identified a strength of this system: is different and creative, so attract customers to try it, a weakness is that it is not dependent on the amount spent online or in store, but just how many times you place an order or buy something. That can be a good thing as customers will not think that you as a business just want their money, but in the same time people can spend 1 pound buying something really small several times and get a reward, which is not fair for the business. An opportunity is that the company can collect data about customers and a thread is there is not any digital version of it, so you can easily lose or forget it. 
In my opinion I would keep the concept of treasure card as it is really representing the brand: big label, small prices and there is a treasure when you find a good product as there are not any other in the stockroom, but I would improve it first of all by creating a digital version and I would make it more customised for the customer.
activity 2: develop a system to motivate the customers to use the club card on every transaction (15-20 days)
I would start with creating a phone application as is saving time and is more effective. People nowadays use the phone more than the bank card or any other device or system. The phone is always there and it is used for paying as well, so there are 2 big benefits: you can go shopping just with your phone and you can also be up to date with what is in your treasure card account instant. I would also make the system more customised, so the customers feels more important and valued, by adding a birthday gift like a free home delivery on their next order and a possibility to create their own wishlist of rewards from a preselected range. Adding to the importance and value, customers will feel special and happy to receive exactly what they want. These actions will drive to a much better customer service and satisfaction as they will be more likely to use the card on every transaction, so more data for the business to use in their own scope: to grow the business.
activity 3: produce the application and actualising the system (10-25 days)
This is the most important activity in the project as is representing the base for the entire project, without it there is nothing to work with. For this activity we need exterior resources: human resources(IT department), laptops/computer, internet.
activity 4: test the systems within few stores for a month to see how effective is it, what can be improved, which are the benefits for customers and for company (30 days)
After the system is actualised and the app is fully finished it can start the testing plan. As their are over one thousand stores across the Europe, the testing plan should include at least 2 stores in each country and ten in UK where are more than half of them and the customers behaviour is different in each area depending on the community culture. Testing plan include testing the system, training the employees, identify the mistakes and find solutions to maximise the potential of the project.
activity 5: implement the project (30 days)- train the staff to use the system
Implementing the project is thought to be the last step before maintenance plan. Implementing means to train the staff from all over the stores to use the system. Create an opportunity for customers to start using the new system like first 1000 customers who register in the app get 10% off on their next purchase. Training plan it should start from store managers by emailing a presentation with details about the new system: what is it, how it works and it benefits. Followed by meeting inside the stores to communicate to the rest of the employees and make sure they did understand the concept by assessing them after 2 weeks and a month. I chose this option as it is time saving and secure.
Quality assurance plan:
Stakeholder analysis is a tool useful to analyse the system and the effect of the potential changes on the stakeholders. The advantage it brings is actual assurance of the project by identifying the importance and needs of the stakeholders in order to predict their reaction which determine if the project will be a success or not. In the TK Maxx treasure card project stakeholder are many and to make things easier they formed in 2018, according with their official website, a ”Global Corporate Responsibility Steering Committee” which has the role to guide the strategies and align them with the business culture. And they also have a lot of associates around the world, but the relevant stakeholders involved in our project are: employees, customers, competitors, media, shareholders and IT department.
A 	Stakeholders with high importance and low influence are the employees as they are important in the process to make use of the system but they can not bring changes into the project and also the IT	department which creates the system but they can not make decision about changes. 
B 	Stakeholders with high importance and high influence are the key stakeholders: Customers they are the persons for which the system is designed and also if they do not make use of it or not like it they can bring the failure of the project. Another key stakeholders are the shareholders which make the important decisions and assure the financial resources.
C 	Low importance and low influence stakeholder is the media they can promote the business but it not representing a thread and they can not make decision regarding the project
D 	Low importance, but high influence stakeholders are the competitors as they can not make decisions but they represent a thread and can influence the decisions.

High importance                                                                                                            High importance
Low influence                                                                                                                 High influence
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Low importance                                                                                                                        Low importance
Low influence                                                                                                                            High influence

Resource management plan include what resources are needed and from where can we take them. In this project resources that I identified to be needed are : IT staff, computers, finance all of them can be provided by shareholders.
Risk management plan require an analysis of the project to determine factors that are representing a thread for the success of the project. In my project a thread can be the budget as I have no experience in managing this king of project I may request a small budget for what is needed and human resources. The staff can be a thread for the success of the project if they do not understand the system, do not apply it in stores or they leave the company after they were trained (loose of money and can be leak of  information as well).
Maintenance plan has the role to make sure the success of the project continue and it is effective. The maintenance plan for my project is to assess the staff once at two months in the first year of implementation and twice a year after and collecting feedback from customers about how the system work and what they would improve by sharing a survey through the new application. 
4 Evaluate my ability for managing projects
The ability for managing projects is useful for an entrepreneur which plan to start his own business , like me, as it will help me to understand important information needed for the success of the business. For example the influence of stakeholders on your business and which one I should take in consideration when making a decision, also is important to know to track the progress of any action I take and to know how to estimate my resources. For that an evaluation is needed to find out which are my strengths, weaknesses and what I have to improve.
4.1 using feedback evaluate my ability to plan and implement a project
According with feedback that I have received from my lecturer I can say that I have the knowledge necessary to start a project at an entry level. My employers also admit that I am a hard working person that can apply her knowledge to create new opportunities for development and also I have good communication skills needed to communicate my ideas and get the support needed for a project.
4.2 use SWOT analysis to determine the strengths and weaknesses
In my opinion, my strengths relating to managing projects are fast learning and good organisation thinking which helped me everytime when I plan an activity. I am an active listener and that makes me to easily learn new things and get new knowledge, my organisation skills are useful to put everything in order without missing something. A weakness of me in terms of managing projects is the lack of experience. That is an important part that can be improve in time but needs hard working and motivation. The lack of experience can drive to mistakes in the plan or wrong decisions. A big opportunity that I think I have is my creativity. Thinking outside the box helped me to chose a more challenging project that opening a new store for example and helped me to find the reasons and scope for the project I chose. And finally a thread of my ability to manage projects is time management. I am good at organising things and people and working under pressure, but time for me is an enemy that I need to learn how to manage in order to maximise my opportunities and strengths to achieve the success.
4.3 create a self-development plan to improve my performance of managing projects
A personal development plan is a tool useful to organise next steps in a career and keep the track of the progress. Also is useful to set reachable goals and the steps to achieve them. 
My personal development plan is designed in a table which contain targets, actions, resources and deadlines sets in the next year in order to improve my performance of managing projects.
	Targets
	How ?
	Resources
	Deadlines

	Completing BA degree in Leadership and Management
	Participating in classes, researching on the content and doing my assessments
	library, university halls, lecturers, computer
	august 2020

	Getting a promotion to assistant manager role in TK Maxx 
	Completing the 1 year assistant manager training
	staff to train me, computer
	september 2020



First target is useful to improve my managing project skills as it will assure me the knowledge needed for this role, learning new skills and applying them in class exercises. Also it will bring me a certificate that is required to get a job in this area and start building my career. The second task is same as importance because it will bring me experience. A role of assistant manager in TK Maxx company involve managing people and small projects inside the store that will increase my skills and improve my time management as well as communication skills. Also it brings responsibilities to assume and decision to make that will bring wiseness for myself. 
5 Conclusions and recommendations
As a conclusion the aim of this report was to provide a critical evaluation of my ability to manage a project by building one and evaluate after my skills, in order to improve my performance. Researching I found which are the tools and technique needed for a good management and why they are so important. As a good example any manager needs are to plan, monitor and control, also to motivate their actions to meet the requirements of a project that they have to do. Tools like effort estimation, progress tracking and risk management plan are vital for a successful project. A business enlargement is a wish of any business owner, like TK Maxx company in my case study. They use a lot of the tools and techniques in managing their business growth, some of them being a must like risk management when the market is changing so fast nowadays and the competitors are more and powerful they need to know their threads and how they can overcome the problems. 
In order to demonstrate my abilities of creating a plan I chose to develop the TK Maxx loyalty scheme as I have seen an opportunity for improvement, to collect more data and make their customer service better as a competitive advantage against their competitors. After building a plan, I have evaluating my skills and abilities through feedback, swot analysis and personal development plan, tools which help me to see the entire picture and what I need to improve and think how I can do that. At the end I can say that I possess knowledge to start researching and learning more about managing projects in order to build a successful career.
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