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Introduction.
Projects are a great opportunity for organisations and individuals to achieve their business objectives more efficiently through implementing change. Projects help us make desired changes in an organised manner and with a reduced probability of failure, (My MG, 2020). A project has a start and end date and is a number, of non-repetitive tasks which should be performed in sequential order to achieve the organisations end goal. It must be planned, monitored, and controlled, evaluated, and accomplished within the set time frame and budget.
For the purpose, of this report the Researcher decided to look at Bryn Teg Primary school in Llanelli and how they continued to deliver pupils education while the school was temporarily closed due to the Corona Virus Pandemic. The Researcher believes that this is a project and not just a continued service of the school as the school has had to stop all in class lessons and had to adapt to being able to provide learning through its school app, Class Dojo.
Main Body.
What is Project Management? - Project Management is the application of process, methods, skills, knowledge, and experience to achieve specific project objectives according to the project acceptance criteria within agreed parameters. Project Management has final deliverables that are constrained to finite timescales and budget, (APM 2020).
What is the Project Life Cycle? – The Project Life Cycle refers to the four-step process that is followed by nearly all project managers when moving through project completion, (Mavenlink, 2020).
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Project Initiation.
The Initiation Phase is the first stage in the Project Life Cycle, sometimes it can be very tempting to jump head first into a project and skip the planning stage but this could be a very dangerous move for an organisation and the success of the project. This is the point where some important questions should be asked:  What are we going to do? Should it be done? Can it be done?
As stated by Project Management Knowledge (2020) ‘Project Initiation is the creation of the project by the Project Management that entails the definition of the project’s purpose, primary and secondary goals, timeframe and timeline of when goals are expected to be met’. Now is the time to identify the Project Scope, Aims and Objectives, Project Deliverables and assign the right team to the project and the roles of the team, and most importantly clearly state when the project starts and finishes.
The Researcher found that an effective tool to use during this phase is the Quad Chart. A Quad Chart is a one-page summary of a project that is visual, as well as descriptive. It is a very simple but extremely effective tool used for a variety of planning and communication purposes that explains what a project is all about, (CheggStudy, 2020).
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The Researcher has compiled a Quad Chart based on the project of Bryn Teg school still being able to deliver education to pupils. By using the Quad Chart the Researcher has been able to identify what the motivational factor was for choosing this project, what the aims and objectives of the project are, what the desired outcomes are and whether or not they are measurable, and how to measure if the project was a success and also identifies Secondary Benefits. 
The researcher has recognised from the use of the Quad Chart that the desired outcomes of the project are for pupils to take part in the online work and activities, for new work and activities to be uploaded daily to keep students engaged and motivated and keep the line of  communication open for parents. The Secondary Benefits of these outcomes is that the children become motivated and encouraged to be creative, it contributes to their mental wellbeing, helps them to stay connected with friends and a continuous form of communication for parents who need support, while also keeping the costs reduced for the school.
The Researcher found this tool very useful, as it helped to set out the aims and objectives of the project clearly and determine what actions were needed to be carried out in order to achieve the desired out comes and whether or not these actions were important to our project being successful.
Another benefit of the Quad Chart is that it helps to identify Stakeholders, Stakeholders need to be identified before the project begins and by identifying the stakeholders it can help to compile a Stakeholder Analysis.
Stakeholder Analysis is a process of identifying these people before the project begins; grouping them according to their levels of participation, interest, and influence in the project; and determining how best to involve and communicate each of the stakeholder groups throughout, (Product Plan, 2020). A stakeholder is a party that has an interest in a company and can either affect or be affected by the business, (Chen, 2020).
Here is the Researchers Stakeholder Analysis based on the chosen organisation:
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By using the Quad Chart and Stakeholder Analysis the Researcher identified that for this project the main stakeholders were staff, students, P.T.A, Government and Families of the students. 
From the analysis it was clear that the high priority stakeholders are the students, staff, and the families of the students. The Researcher has identified these are the highest priority stakeholders as they need to be the ones that are kept informed of all stages throughout the project as the students are at the centre of the project, they are the main purpose of the project, drivers. Equally the staff are a high priority as they are the main people who are producing the online learning for the students and without them providing this information then the project would not progress, again they are drivers. The families of the students play a major role, as the children of this school are of a young age and would need the supervision and help of parents to access the online Class Dojo app and to complete the home learning tasks, they are external and observers.
The Researcher believes that the P.T.A play and important part in the project, they are drivers and supports deserving a medium priority as they support the staff in delivering learning materials to students. In situations where students do not have online access to learning materials the P.T.A deliver homework booklets, books, accessories and in some instances iPads to children who may have internet access but not a device to use it on.
The Researcher has identified the Government as a stakeholder but with a low priority. The Governments role in the project is to keep the school closed until it is safe to reopen, although the safety of the staff and pupils is a high priority the Researcher has given the Government low priority as they are an external factor, they do not play a big part in the delivering of learning materials to the students.
Project Planning Phase.
It is crucial to spend time planning a project, this is the point where a list of work to be performed should be created along with a detailed project schedule. Team members should know what roles they have and that these people only work on activities which are needed and that the activities are done correctly it is important that time is not wasted. Potential problems should be anticipated and any action that may be needed should already be thought of, this is where Risk Analysis comes in. 
Risk Analysis is the process of identifying and analysing potential issues that could negatively impact key business initiatives or projects. This process is done in order to help organisations avoid or mitigate those risks, (Rouse, 2020).
There are many things that can pose a risk to the success of a project such as activities taking to long to complete or costing to much which will in turn affect the quality of the product/ service. This is where the Iron Triangle is introduced.
The Iron Triangle expresses the triple constraint of time, cost and quality or scope that must be managed in project delivery. Each constraint is connected and moving one point of the triangle will impact the other two points, (Stakeholder Map, 2018).
The Iron Triangle is a way to help make a decision as to what is the most important element when looking at service delivery. If the project activities are taking longer than expected, then there is the risk that it will cost more than what was planned in the budget and then compromise on the quality of the service. There must be an equilibrium of the three elements in the Iron Triangle or it increases the risks, this is how the Iron Triangle is linked to Risk Analysis.
Here the Researcher has complied a Risk Analysis Chart based on the chosen project and has identified a number of risks. The internal risks are the risks that occur from inside the project that can be controlled, in this instance such as staff not keeping up with providing daily work for students, not enough support for students and parents and the safety of staff. And the external risks which the project team has no control over, which in this circumstance is students not taking part in the online learning or students not having internet access. 
All these risks have an high impact on the project, the project team must ensure mitigating actions are taken such as ensuring that there is enough staff available to continue the flow of work daily and that the work is engaging and fun for students. Staff must also contact parents regularly to offer any support needed while also continuing to follow the government guidelines to ensure all staff safety. If these risks were not to be identified and action taken if needed then it could have a disastrous affect on the project, it could affect the time and cost, budget or quality of the work delivered or even cause the project to fail.
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The Risk Analysis process in Project Management is one of the most important procedures in Project Management and it aims to minimise the liabilities of the project and ensure the path to successful completion, (Team Clarizen, 2018).
An extremely useful tool for planning a project is the Work Breakdown Structure Chart, it helps us to overlook the project and its activities we need to complete to ensure that the project is a success. By using this we can keep track of the progress of the project and that everything is going in order. The Work Break Down Structure is a key project deliverable that organises the team’s work into manageable sections, (Work Break Down Structure, 2020).
Siami- Irdemoosa, Dindarloo and Sharifzaden (2015) states ‘Work Breakdown Structure is the process of dividing a projects overall work to several more manageable hierarchy structured tasks. The level of the details should represent the overall scope of the project while keeping the tasks manageable’.
The Researcher has constructed a WBS Chart starting with the scope of the project and then using the chart as a way to organise all the activities that need to be completed in order to achieve the project scope. The Researcher has broken down these activities so that the projects team is able to see what tasks need to be taken first in order to complete the next step, this WBS Chart represents a top down planning method. 
The Project Scope is broken down into two deliverables then these deliverables get broken down into sub deliverables, this helps the project team to identify all the activities that need to be done to complete the deliverables and achieve the project scope. The Researcher has broken down these activities to ensure that all aspects of the project are covered and to start seeing a project schedule where the tasks are put in a sequence and the team can identify how long the tasks will take, this is where Gantt Charts and Network Diagrams can come in.
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Some other useful planning tools are the Gantt Chart and Network Diagrams. Here is the Researcher examples of a Gantt Chart and Network Diagram based on the chosen project.
Wilson (2019) states ‘Gantt Charts provide a visual overview of the project at hand which facilitates quick yet effective project planning, management and monitoring’. They are very beneficial to a project as it is a way of tracking the projects schedule.
By using the Gantt Chart, the Researcher was able to clearly see clearly what activities needed to be done, when they needed to be done by and how much time was allocated to get the activities done. It helped to efficiently manage the activities and see what tasks had been completed and what remained to be completed.
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Once the Work Breakdown Structure and Gantt Chart have been done then the Network Diagram can be constructed, it is a flow chart that helps to show the sequence the project needs to be done in, ensure that there are no problems or barriers or which activity could be problematic. The difference between a Network Diagram and a Work Breakdown Structure is that a Work Breakdown Structure divides the project into manageable pieces whereas a Network Diagram takes those pieces and puts them in order for us to see the sequence of effects.
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Here the Researcher as produced a Network Diagram based on the activity of students who have no online access receiving work packs, T = Day. In order for students to receive these work packs in time to keep up with the daily work that would be usually posted through the schools Class Dojo app, staff need to ensure that they contact parents in advance to ensure that they have the right number of students that need a work pack and so that they can gather enough materials to be able to produce enough work packs to cover the number of students that require one. Staff should prepare work a week in advance to keep up with the daily work that is expected of students and to ensure that the work packs are collected in advance.
The most important part of the network diagram is the Critical Path, these are the activities that require the most time. Eby (2015) states ‘the Critical Path is defined as the ‘sequence of the scheduled activities that determines the duration of the project’. The Researcher has highlighted the critical path for this project in red, it shows that the activities that will take the longest are confirming the number of students who needs work packs, gathering enough materials for the work packs and  preparing all the work and activities for the work packs ready to be collected by parents. 
Project Execution.
The Project Execution is the third phase of the Project Life Cycle. It is usually the longest phase in the Project Life Cycle and it typically consumes the most energy and resources, (Method123, no date).
Now is the time to start putting all that planning into action. The resources are acquired, the people are trained, and the project moves into the execution phase, (Project Engineer, 2020). Now is the time to follow the tasks that are in the plans and to ensure that the project is continuously monitored and that there is clear and continuous communication between all members of the projects team. Guiding all the functions according to the plan and changing anything in order to keep up with the schedule, time frame and budget.
By monitoring the project, it helps to see if the tasks are being carried out correctly and problems can be avoided or fixed. It is also a time to reflect and review and evaluate the project, to recognise what went well and how to keep staff motivated to continue to keep working hard and stay committed to the project, this is where Herzberg’s Two Factor Theory can be applied.
Herzberg Theory of Motivation tries to get to the root of motivation in the workplace. You can leverage this theory to help you get the best performance from your team. The two factors identified by Herzberg are motivators and hygiene factors, (EPM, 2018).
During this project the motivational factors for the staff were the feeling of achievement for delivering the work daily to students, being able to continue doing the job they love, and being trusted with that extra responsibility, this helped staff to feel empowered and valued.
Project Closure Phase.
The time has come where we evaluate the project, in this case there will be a mid-term evaluation as the project is still on going due to the Coronas Virus Pandemic still affecting us all. It is time to ask some important questions, how did it go? What went wrong? What went right? And what could be done different next time? The purpose of mid-term evaluation is that it is an opportunity to gather feedback while the project is still on going, this in turn can be beneficial as it provides an opportunity to implement any changes that need to be made, (Explorance, 2013).
A great way to measure this is an Evaluation Chart. An Evaluation Chart will help a person to decide on the most appropriate methods for assessing the achievement of an objective or an intermediate target. The systematic assessment of results will help in the management of the project and will provide evidence of success, (Quint-Essenz, 2020). By using this Evaluation Chart, the Researcher was able to identify what to evaluate? how to measure it? and whether it was a hard or soft evaluation. 
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To evaluate the project the Researcher has gathered feedback through the Class Dojo app from staff, students, and parents and used soft evaluation to assess their experiences. The Researcher learned that the parents found the new way of learning through the app really useful and beneficial to their children. Staff, students and pupils have learned new skills during the process of the project which has resulted in positive change to attitudes and behaviours. Overall, the project has had a positive impact on everyone involved.
A useful model which can be used to help learn from what was found after evaluating the project is Kolb’s Learning Cycle. Kolb developed a theory of experiential learning which gives a useful model by which to develop training practice. This is called the Kolb Cycle. The cycle comprises four different stages of learning from experience, (ISC, 2019).
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The Researcher found that the project team could use this model as a way of learning from the experience of the project, to reflect on how well it went or if things could have been done differently to improve the outcomes and overall success, although the Researcher believes that so far the project has been a success. Work has been uploaded to the Class Dojo app daily with staff being able to keep up with the demand and producing something new, fun and engaging each time. Regular feedback has been given back by parents to staff confirming that the pupils enjoyed and engaged in the online work and that for pupils who didn’t have online access the work booklets were again fun, enjoyable and engaging.
Recommendations.
The Researcher believes that overall, the progress of the project so far has been successful. Work and activities have been uploaded daily, work packs have been received by students who do not have internet access and parents have given feedback stating that support has been given whenever needed. Staff have stated that they have felt confident in providing work from home and keeping to the daily targets and also that when it has been necessary to go into the school for parents to pick up home work booklets that they have felt safe.
The Researcher feels that the recommendation here is to continue following the project plan and tools and to keep a continuous line of communication open between staff and parents for any additional support.
The project has maintained its schedule and in order to continue its success that it has achieved the project team must continue to follow the project plan and the tools used throughout the project. 
As Project Manager the Researcher has used Belbin’s Team Role Model to assess the Researcher’s own management performance. Belbin (2020) states ‘by using Belbin individuals have a greater self-understanding of their strengths, which leads to more effective communication between colleagues and managers’.
The Researcher has identified that its team roles are Team Worker, the Researcher is dedicated, self-motivated and professional. And Specialist, the Researcher is supportive, co-operative and will help the team reach its goals. These roles fit perfectly for the role of a Project Manager, but the Researcher believes that there is always room for improvement.
The Researcher identified that a weakness was the Plant role, the Researcher feels that the Researcher could be more creative when problem solving and recommends training, mentoring or group brain storming activities. 
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