










DEVELOPING A PROJECT WITHIN AN ORGANISATION



Executive Summary
This report provides an overview of the main project management tools and techniques. It aims to draw attention to their importance in project planning, execution, and monitoring to guarantee effective project outcomes. Project managers may optimise productivity, streamline processes, reduce risks, and improve communication by using these tools and practises.
It also includes an overview over how the project tools and techniques have been used in a recent project completed by a team who has finished studying the module on Project Management in the Organisations.
The most commonly tools and techniques used in project management life cycle include the Quad Chart, Gantt Chart, Stakeholder Analysis, Work Breakdown Structure, Iron Triangle, Evaluation, Post Implementation Review. A brief description has been provided for each of them, including both benefits and limitations. The paper also includes a description of most effective methods used for communicating project related information to stakeholders. A list of skills required for successful project implementation has been added, together with factors that each project manager should consider for the future of project management.
The report emphasises the need of project managers to use a combination of these tools and approaches, customised to the unique project requirements and organisational environment. Project managers may improve project planning, execution, and control by properly using these tools, which will eventually lead to better project results and stakeholder satisfaction.
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[bookmark: _Toc139578267]Introduction
The present report has been requested by lecturer Julie Thomas, on 30.04.2023 for the module Managing Projects in the Organisations. The scope is to conduct a critical analysis and provide examples of how the tools and techniques are used for managing a project in the workplace. It also includes a discussion on communicating the project plans to the appropriate stakeholders.
For the report creation a variety of sources have been used, including peer reviewed articles, books, videos from the university library, websites, and documents from the Project Management institute and Association for Project Management.
The report has been written by Corina Cernat and is due to be submitted on 07.07.2023.
[bookmark: _Toc139578268]Findings
Project management can be defined as an organized practical method used to accomplish the sponsor’s objectives and provide the expected business value (Wysocki, 2019). The tools and techniques used in project management play an important role in assuring a successful planning, execution, and monitoring.
[bookmark: _Toc139578269]Project management tools and techniques
[bookmark: _Toc139578270]Quad Chart 
This represents a standard tool used in project management to display information in a clear and efficient way. It consists of four quadrants; each being used to communicate important information. The first one includes the project scope and its objectives, the second one includes stakeholders, the third mentions what is desired to be achieved and the success factors, and the fourth one relates to metrics used to measure the success of the project (PMI, 2021). These charts have limitations in communicating the details or dependencies to the stakeholders who are not acquainted with the project.
[bookmark: _Toc139578271]Iron triangle
The concept, also known as the Triple Constraint or the Project Management Triangle, is a framework used to describe the relationship between three interdependent factors: cost, scope, and time (Pollack et al, 2018), where any adjustment made to one of these will affect the other two. This tool helps to define clear, realistic, and achievable goals, allows managers to assess the impact of any of the factors involved and make decisions to keep the project on track. 	
One of the most obvious limitations this tool brings is that it does not allow for flexibility and adaptations to unforeseen circumstances or changing requirements, due to the assumed fixed relationship between its factors.  It also does not account for the deliverables of the project.
[bookmark: _Toc139578272]Gantt Chart 
This is an important tool used for visualising the project schedules, illustrating the start and end date of each task, their connection, and the overall timeline of the project (Meredith et al, 2017). By identifying the dependencies between the tasks, the team members understand the critical activities and can recognize potential conflicts, delays, or overlaps. This way they can ensure resources are allocated accordingly. The tool also serves as a communication method with the stakeholders, thus simplifying the collaboration between its members.
The method also has a few limitations, the main one being in case of a large and complex project, the Gantt chart can become difficult to manage with too many tasks and connections. It can become crowded and challenging to interpret or update. Another disadvantage is that it might not accommodate changes easily or unexpected events. It also does not share any information about resources needing to be allocated and it is time consuming when needing to be updated. 
[bookmark: _Toc139578273]WBS
This is an important and powerful tool in project management and represents a hierarchical visualisation of all the activities and work elements necessary to achieve the project’s objective (Burghate, 2018). It helps the project managers in scheduling, allocating tasks, and resource planning. It consists in three levels of dependencies where each one is connected to a parent task, like in the example below.
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Levels of the Work Breakdown Structure (Raeburn, 2022)
Among the limitations of this technique one can include not displaying a timeline or show the progression or task order (Coppola, 2022).
[bookmark: _Toc139578274]Risk analysis
Project risk can be defined as an uncertain event that can have a positive or negative effect on one or more of the project’s objectives like the scope, quality, schedule, or cost (Muriana & Vizzini, 2017). Effective risk management helps project managers make informed decisions, allocate resources effectively, and improve the chances of project success. 
The most common tools for risk assessment in project management are the Risk Analysis Matrix, followed by SWOT and PESTLE. The matrix is useful in characterizing risks based on their impact and likelihood which allows the team members then to focus on managing the most critical ones. There are also limitations the tool brings, like subjectivity and the fact that some complex risks can be simplified and the differences between them overlooked (DeRitis, 2022).
[bookmark: _Toc139578275]Stakeholder Analysis
Conducting a stakeholder analysis can offer important value if it is used to outline how the work is planned and delivered. Stakeholders can be internal, those who have a direct relationship with the company through employment or investment, and external, meaning those who do not work with the company, but have an interest and are affected by the organisation’s performance, like customers, suppliers, shareholders, local community (Di Maddaloni & Davis, 2018).
By conducting a stakeholder analysis, it is possible to anticipate potential challenges, mitigate risks and increase the chances of success by making sure the interest of stakeholders is considered and included in the decision-making process (Sarhadi et al, 2021).	
[bookmark: _Toc139578276]Evaluation
The monitoring phase reviews the implementation of the project to make sure everything is going according to plan and all tasks are completed (Kerzner, 2017). It happens at the same time as the planning and implementation phase and is all about comparing actual performance to the goals set. If the milestones are not achieved, the project has a high chance of failure.
The project evaluation determines the success of the work and if is suitable in terms of the value that will be provided to the client upon completion (Heagney, 2016). It provides the basis of the decision-making process and how to move forward with the project.
Post implementation review is an assessment conducted after the completion of a project to evaluate its overall success, effectiveness, and impact. It involves reviewing the project's objectives, deliverables, processes, and outcomes to determine whether the intended benefits were achieved and to identify areas for improvement (Bolat &Temur, 2019).
One of the main limitations of using this tool is subjectivity, as the assessment relies on our experience and opinions, while the other stakeholders involved may have different opinions. The analysis might be superficial as it does require a lot of time to conduct a comprehensive one. It also has limited data and might not consider long term effects.

[bookmark: _Toc139578277]Application of tools and techniques
After the team got together and understood the tasks needed to be completed for the project, they decided to follow the project life cycle framework, which is a common tool incorporating a set of high-level phases used for transforming the idea of a project into reality (APM, 2020).
They made use of most of the tools and techniques studied during the module, including the Quad Chart, Gantt Chart, Work Breakdown Structure, Iron Triangle, Stakeholder Analysis, Hard and Soft Evaluation, Post Implementation Review. 
The first tool provided clarification on the aims and objectives of the project, the stakeholders, critical factors and KPI’s for measuring the success. It was one of the most useful tools for the team and assisted them in beginning the planning and execution phases. One tool that was not explored fully is the Stakeholder Analysis, only a depiction of the stakeholders was included, but not a mapping, which would have helped the members to understand who was in favour or against the project executions, and their level of influence (LinkedIn, 2023).
When conducting the risk assessment, the team could have included a SWOT and PESTLE analysis, which are useful tools that provide an evaluation of the changes that might occur and their impact and are essential for the decision-making process (Posner & Applegarth, 2019). These frameworks do have limitations though, as they provide an incomplete risk assessment and do not account for change of circumstances. 
In terms of another tool the team members considered for measuring the success of their project refers to the Mckinsey's 7s model, which although initially was developed to analyze organizational effectiveness, In the context of project management, the 7S Model can help project managers assess and align various elements that contribute to project success (Zincir & Tunç, 2020). By considering and aligning these 7S elements in project management, project managers can improve project outcomes and increase the chances of project success. It helps to ensure that the project strategy is clear, the team is organized effectively, the right systems are in place, and the team's skills and values are aligned with the project's objectives. 
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The team members decided the tool could not have been applied to their project because of its complexity, but it would be indicated to use it for larger projects.
The success of the project could not have been possible without also the skills each team member possessed and especially the project manager. A recent survey conducted by PMI (2023) has shown that the most important skills for achieving the project’s goals are problem-solving, communication, strategic thinking, and collaborative leadership. It is therefore recommended everyone within the team to improve these skills for future project they need to undertake.
The power skills mentioned above, together with data literacy, a culturally responsive leadership, training in artificial intelligence and involvement in environmental, social and governance initiatives are essential factors that will contribute to shaping the future of project management (PMI, 2023).

[bookmark: _Toc139578278]Communication and Stakeholders
Communication in project management is an ongoing process that requires active listening, and engagement. It is considered a critical aspect for any project and by keeping stakeholders informed it helps build trust and relationships, manage their expectations, and increase the chances for success (Udokang, 2021). 
For an effective communication there are several considerations the project manager needs to keep in mind (Men & Bowen, 2017), the first one being the creation of a communication plan that should include the goals, frequency, and communication methods for each group of stakeholders. The message then needs to be delivered in a clear way and adapted to each audience. Another important aspect to consider is choosing the right communication channels, which can include face to face meetings, project management software, emails, phone calls, digital platforms. By using multiple channels, the information is sure to reach each stakeholder group. 
The communication tools used in the completed project included face to face meetings between Madalina and Specsavers’ manager, team members and university representative, social media and digital platforms for team communication, file sharing, task allocation and YouTube platform for video content sharing with the internal stakeholders. During the initiation phase the members made use of emails and phone calls to ask permission from the Specsavers’ manager for the implementation of the project that would raise awareness between the employees of the Home Visits team in Cardiff of the benefits package.
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For the scope of the project and considering it was not a complex one, the communication could have been improved. What did not go so well was the fact that when the opportunity arose for face-to-face meetings, not all the members were present, or conflicts appeared because of incorrect task allocation. Another negative aspect was that some of the tasks were not completed in due time, even after it was settled in the team meetings, and this led to more delays.
For the team project it would have been beneficial to make use of more project management software, like Asana, Adobe Workfront, Monday. Any of these digital tools would have facilitated the collaboration between the team members, but also the other stakeholders, offered transparency and visibility, allowed to share documents, assign tasks, and monitor the project in real-time (Martins, 2022). These software tools would have also kept a record of all the updates and communication, which is useful if for instance new team members were to join the team and this way, they could have understood the project history.



[bookmark: _Toc139578279]Conclusion
This report has explored various tools and techniques commonly used in project management that project managers can use to enhance collaboration and ensure project goals are met within allocated timeframes and budgets.
Gantt charts provide a visual representation of project timelines, task dependencies, and progress, allowing for effective scheduling and resource allocation. Project management software, such as Asana or Monday, offer comprehensive platforms for planning, task management, communication, and reporting. These tools allow teams to stay organized, track progress, allocate resources and monitor in real-time.
Risk management techniques, such as risk analysis, the Iron Triangle, SWOT, and Pestle are essential for identifying potential obstacles and developing contingency plans. By proactively addressing risks, project managers can minimize their impact and maintain project progress.
Communication techniques and stakeholder engagement play a crucial role in ensuring project success. Effective communication provides clarity and stakeholder satisfaction, reducing misunderstandings and promoting a shared sense of purpose.
Ultimately, project management tools and techniques should be selected based on the specific needs and characteristics of each project. A tailored approach that combines the right tools, techniques, and methodologies is key to optimizing project outcomes.
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