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Executive Summary
A new project and new project management, will it succeed or will it fail. Sometimes it is not about the success at first, but about how the performances reinforce the bond of different capabilities and the will to do great things. To share experiences and raise the awareness of a service that is most needed. If the tools are shown and the technique is taught, from old or new sources, then a project can and will be achievable.





















Introduction
Definition of a Project & Project Management
Roberts (2011) wrote that a project, is target of work, an end goal that moves from A to B, an outcome intended with a sufficient quality of delivery. Whilst MSG (2021) and Project Management Institute (PMI) (2017) defines a project as a temporary endeavour with a beginning and an end to create a unique product, service or result (Roberts, 2011, p.23; MSG, 2021; PSI, 2017).
Heagney (2012) and Mansa (2021) look at Project Management is an application of knowledge, skills, tools and techniques to activity requirements. They believe there are five, strict required groups. Project Management at any organisation or company, use their resources to manoeuvre a certain task that involves a one off or ongoing activity that are supported to reach the end goals (Heagney, 2012, p.4; Mansa, 2021).
However, Buttrick (2013) says that the discipline of Project Management, is poorly practiced and designed in a complicated way, which can affect delivery of achievements. He claims that some companies use a tight structure that does not allow flexibility and believes implementing change is a new and recognised way of success (Buttrick, 2013).












...Introduction continued
Project Background
As a group of 4 students, with different skill sets assigned themselves a project, with a time frame of four weeks. This was specified in order to support minorities in the Swansea area. It was created to help them find work or furthering their education and increase their employability skills. Ethnic Minorities and Youth Support Team Wales (EYST) is aimed and targeted towards young people, families and the ethnic community (EYST, 2021).

Tools and Techniques
The tools and techniques explored within the project were:
· Project Life Cycle
· Project Scope
· Quad chart (where a stakeholder analysis was defined)
· Gantt Chart 
· Work Base Down Structure 
· Network/flow Diagram.
· Risk Analysis

“In a specific phase of a project life cycle, which project management tools and techniques are used and whether or not such uses impact the success of a project?”
(Patanakul, p.2, 2010)









Main Findings Phase 1 
Project Life Cycle
Watt (2014) defines, the Project Life Cycle as the purpose, for meeting the projects objectives on time, planning, estimating and controlling the project whilst having a shared goal with the right team (Watt, 2014).
Initiation
The first phase of Working Minds Matter cycle was to identify the need for the project. Due to self-motivation, strong work ethic and a passion for helping others to support mental health and well-being approving the solution and appointing a team. Each member of the team had the drive and passion for helping people in the Swansea community and maintaining a healthy mental wellbeing.
On Working Minds Matter project, an email proposal was issued to facilitators for approval and for contact to be initiated with EYST (2021). Successful discussions were held to comprise necessary plans and discuss sensitively the client’s support needs. The Life Cycle tool was very useful in some areas of the project, it was a brief and visual tool that gave direct reviews and risk check ins.  The limitations were the unforeseeable plans, tasks could change due to the client’s needs, time scales around the planning were unable to be measured within the project.
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Fig.1 Morgan, C. (2021) Working Minds Matter-Project Life Cycle.
Planning
Once the team received all the information for the project, plans were outlined, clear communication was established and individuals were delegated tasks based on their strengths using Belbin’s (2021) test, the outcomes were: 
· A Resource Investigator
· A Team Worker and specialist 
· A Shaper  
· An Implementer (Belbin Associates, 2021).
A Quad Chart tool was used to highlight the advantages and limitations of the Project. Box one, displays the aims and objectives that the team worked towards. Box two, displays the stakeholders involved who will be discussed later in the report, box three displays desired results, the measurable and fact and non-factual information, in order to obtain objectives highlighted in box one. Lastly, box four displays the measures and outcomes of the project and also showcases any secondary benefits within the project. 
Keenan (2021) defines a Quad Chart as an organised, powerful and rapid showcase for the important sections of a Project (Keenan, 2021).
The advantage of using the Quad Chart is being able to see the clear aims and goals ahead, it is sustainable and an affordable technique. Although the Quad Chart is small, it demonstrates simple techniques. 
The Quad chart limitations are, it’s a short document, it is easy to underestimate the workload for the project, with time frames and client commitment. The Quad Chart can easily accumulate errors or become too strict for unmeasurable impacts. 

[image: ]Fig.2 Bennett, N. (2021) Working Minds Matter- Quad chart Analysis.















Stakeholder Analysis
The stakeholder analysis is linked to box number two of the Quad chart. It demonstrated who were involved in the Working Minds Matter project, how important they were and what actions were needed to maintain the interest of the team and clients. 
MindTools (2021) reports that stakeholders are there to support a project or idea and help to improve the quality of the project (MindTools, 2021). Whereas Kimmich et al. (2012) believe a stakeholder’s approach helps with conflict of interests, as having different opinions is crucial to induce positive changes (Kimmich et al., 2012). Placing the stakeholders in priority sections emphasised the importance of the services provided, the perspectives and what actions were detrimental to the project.
The high priority sections highlighted (red) are the Working Minds Matter team and any volunteers that helped. They were classed as the drivers of tasks, as each individual had a work ethic and drive force that carried the project to its success, whist taking appropriate action within the roles, such as team-work, communication and support skills etc. Medium priority (pink) were the facilitators, potential recruiters who regularly sent feedback or helped seek employable outcomes. Low priority (green) were the university lectures involved providing help and guidance in employability skills, finance options and practicing confidence within the workplace, including the local community.
[image: ]  
Fig.3 Silsby, (2021) Working Minds Matter-Stakeholder Analysis.

Executing 
Westland (2007) says, the execution phase of The Project Life Cycle amounts to excellent communication, adequate quality assurance, overseeing approvals in process, raising risks and recommendations and lastly, expenditure (Westland, 2007, p.45.).  
Working Minds Matter used three tools to support the project:
1) The Work Breakdown Structure (WBS)
2) The Gantt Chart
3) The Network flow/ Diagram 

Work Breakdown Structure
“It is often described as a result-orientated tree that covers all project procedures in an organised way” 
(Kukhnavets, 2021).

According to Visual Paradigm (2020) the WBS is an effective, deliverable decomposition, which establishes project objectives using a common understanding and a detailed description of tasks (Visual Paradigm, 2020).
The WBS was utilised with appropriate methods to help the team, such as client communication via online, telephone and the use of questionnaires (See Appendices 1 and 2). The WBS demonstrated simple structure to team individual roles and distinguished basic needs within the project. Whilst the team, built rapport with clients, supported interview skills, created or enhanced C.V writing and prepared techniques for interviews. The limitations of the WBS demonstrated, no room for additional assumptions in regard to the emotional and physical contact with clients.  This had a similar affect as the Quad Chart linked with box three, as the information shown could easily accumulate errors, even though facts can be seen, the unmeasurable or non-factual results can be hidden.     
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Fig.4 Dickson, D. (2017) Work Breakdown Structure.
















The Gantt Chart 
“If we refuse to do it from the bottom, we shall have to do it from the top and doing it from the top means the emergence of many prussias – with wars upon wars” 
(Gantt, 1934, p.265).
Grant (2021) defines a Gantt Chart as a visualised concept to monitor specific tasks, by using start to finish dates of several elements to highlight milestones within a project (Grant, 2021).
Within the project, the Gantt Chart delegated roles to team members, simplifies events and illuminates timescales of certain tasks from beginning to end. Just like in Quad Chart box one, the objectives are clear and direct.
 The tasks that were used from the Gantt chart were:
· Initial contact with clients
· Questionnaire forms sent and returned 
· When interviews were scheduled
· Mock Interviews
· Practical tests  
· Gathering Feedback

The limitation the team found with the Gantt Chart was that it did not show the effects to any delays in tasks, which made it slightly difficult to account for.
[image: ]

Fig. 5 Dickson, D. (2021) Working Minds Matter- Gantt Chart.
Network Diagram Chart 
According to Brighthub PM (2021) the Network Diagram is useful for tracking a project from beginning to end. With events or tasks, delegated to certain timescales, this chart visually enhances timekeeping. This compliments the Gantt diagram and links with time efficiency (Brighthub PM, 2012).
Within the project, the Network Diagram was used to tactically breakdown planned events. A time limit was given to each task in order to reassure team members that they were on track with the project end date, if the team went off track or if deadlines were not met this would be identified. The Quad Chart box three would also be linked to this diagram as the unmeasurable/non-factual. If these delays are accounted for during a risk analysis, it is possible the project will end within the 30 days given. 
The limitations experienced whilst using the Network Diagram, is that time frames were strict and not much room for flexibility. Due to the timescale of thirty days only, questionnaires, getting to know the clients and finding a right path for them appeared rushed.

[image: ]
Fig.6 Dickson, D. (2021) Working Minds Matter-Network Diagram.


Monitoring and Controlling 
SWOT
Within this report, a SWOT and PESTLE analysis were used. They helped with the frame-work that the team sourced to monitor risks and threats that may occur and control some risks that did occur. 
Kenton (2021) defines a SWOT analysis as a strategic plan to assess internal and external factors as well as seeing potential throughout a company (Kenton, 2021). 
Sarby (2016) wrote, that a SWOT diagram is an easy and simple diagram to use and perfect for any company, charity or project, big or small. Due to the diagram being visually insightful, it makes communication to all stakeholders involved, applicable (Sarby, 2016). 
Working Minds Matter Team highlighted what stood out as being, a strong connection to the project and agreed to how much potential the project could bring to people’s lives and the community of Swansea. It also prevented major threats to the hard work and time the stakeholders had provided and encouraged further opportunities that arose, such as raising awareness of support, education and further employability skills, all through the nature of the project.
  [image: ]
 Fig.7 Bennett, N. (2021) Working Minds Matter- SWOT Analysis.
PESTLE
Perera (2017) states that a PESTLE, forms a basis for identifying opportunities or threats that may interact with external factors. The model helps evaluate the process of the project to understand the weaknesses within (Perera, 2017), such as future growth or secondary benefits as stated in the Quad Chart box three, objections within the community, or any events that may need to take place. 
The biggest threat to the project currently would be Government influences, for example, another lockdown because of the Covid-19 pandemic and major adjustments being made to the workplace, universities or the job vacancy situations.
The threats that impacted the project were the Covid-19 restrictions and government rules. With most of the clients not vaccinated, uncertainties with their visits and face to face contact was limited. Virtual services were supported, but the rapport was harder to build. 
[image: ]
 Fig.8 Bennett, N. (2021) Working Minds Matter- PESTLE Analysis.


Risk Analysis
Hayes (2021) suggests a Risk Analysis to be the study of an underlying uncertainty, when providing a course of action. It allows a balance of taking the risks and reducing the ones that lead to failure (Hayes, 2021).
A Risk Analysis was made in conjunction with a PESTLE for the purpose of overcoming obstacles and threats, if and when they did occur. There were five areas of different risks that had an impact on the project.
Time – The likelihood of time being short was high, it had a big impact on the project, also linked with the network diagram. The risk was, not having enough time with the clients to fully develop their strengths, instead postal questionnaires and emails were sent via post and vurtual support online was provided. The Qualititive section of the Quad Chart, Box 4. 
Absense in Team – A high impact on the project and medium risk for the team would be sickness or unable to do work within the office as most were working online. 
Pandemic – A high impact and high risk it will happen again due to new variants of Covid-19 and isolation. Action taken will be continued communication and support online. 
Clients not wanting to participate – A Medium risk and medium liklihood this will happen, the risk is the client not wanting the job or not turning up. Action taken is to continue supporting and encouraging opportunities. 
Not getting the job – Has a low impact on the team but high impact on the clients confidence and self esteem. The actions would be to introduce new skills and forward opportunities to further eductation this would be linked to the Quad Chart and quantitative measure.
[image: Calendar
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Fig.9 Silsby, B. (2021) Working Minds Matter- Risk Analysis.  















Evaluation 
Iron triangle Frameworks
Wright and Lawlor-Wright (2018) define the Iron Triangle as balancing challenges, of project management. The key areas of Time, Cost, Scope or Quality are fundamental in a project. This tool allows teams to discuss many areas of development and completion by making clear and concise decisions (Wright and Lawlor-Wright, 2018).
Within the Working minds Matter Project, the Time that was used consisted of contacting clients, sending information, researching jobs and hobbies. This was provided, so the team could link a greater combination of a work- life balance and the time spent on each task, which is linked to the Network Diagram and the risk analysis.
Quality provided was the performance and dedication to the project and the clients individually. Using all tools and techniques within the project helped maintain a functional and measurable outcome. Within this project no cost was included. The team focused on the human resources and the scope of the project, which was to encourage further support, demonstrate excellent communication skills and raise awareness of mental health using online services. Feedback was provided to maintain performance and service.
The team used this tool to create a good balance and showcase their work ethic and expectations of themselves, however, the time available really restricted further services for the clients and it was not thorough enough.
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Fig.10 Dickson, D. (2021) Working Minds Matter-Iron Triangle.
The results of the hard outcomes: Four clients were assigned but only one moved forward to further her education after maternity leave. Soft Reaction: To provide emotional support with a blended communication approach. Soft Feedback: Positive feedback from clients in regard to our communication and online/ email support and that some solutions we gave were helpful. Illuminative – Sharing Experience. Clients missed out on face to face and interview role playing due to covid restrictions. Measuring how to improve services: Using Skype, Microsoft Teams and other virtual communication, regular team meetings and group emails. Soft Outcome Behaviours: Changed emotional wellbeing, providing relevant tools to help with confidence, interview and language skills, providing information on external links and contacts.
Performance of the team
The performance of the stakeholders involved presented, cohesion, resilience, prompt efforts to organise and delegate roles according to their strengths, which offered a strong group collaboration in unforeseen times.  Communication was a major part of the project roles, so using whatsapp group messages, Microsoft teams and emails to keep in touch was the best way if the Working Minds Matter Team couldn’t meet face to face.
Being Project Managers, tested patience, flexibility and resilience within each individual throughout the project. Using the different skill sets that was found using Belbin (2021) team roles, brought out the best of each individual and formed together to make a strong and thriving group. Although at times, the storming stages for each task became over-bearing, due to so much passion and creativity the team trusted one another. With many ideas for future projects, the team know how each other work, what their weaknesses are and how to balance them out. The team trusted one another’s managerial judgements and respected one another’s roles.






Conclusion
Reflecting on all the tools and techniques within this report, there were many outcomes that were successful, but unexpected risks and dependent time scales were not satisfactory. 
Overall, the project was unsuccessful, but team efforts and job roles were very much a success. By sharing the work-load equally and using tools and techniques demonstrated to the team, combined areas of strength for future projects. The team individually used and furnished their roles, but with frustration, withheld responses and a shortage of timescales, which inevitably affected the service that could have been provided. This was demonstrated in the risk factor analysis; therefore the team were prepared for the outcome. The tools that gave the team the project insight were the Quad Chart and the Network diagram, these form  a solid definition of what the project should look like and briefly reminded how far along the project was and how far it still needed to go. The Gantt Chart reminded the team of how many tasks were required and what services we provided.














Recommendations 
What the team would do differently next time, is study the network diagram more closely and allow a longer period of time for the whole project. This would help toward the aim of the project initially by providing a quality of care that is equal. 
Rather than have one skill set between each of the team members, up skilling and learning from each other’s experiences can catapult the risk factors into a lower spectrum. If any team members are sick or restricted in their work schedule, others can cover when needed, reducing the longer waiting timeframes. 
Finding appropriate office space that is spacious enough to be socially distanced, can have a positive approach to engagement with the clients and maintain punctuality and communication. Online experiences are temporarily doable, but for long term, this is not suitable. 




 











Appendices 1.
Client Questionnaire 
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Appendices 2.
Client feedback form 
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