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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
For high grades use examples and illustrations where appropriate. 
	1.	Give brief answers for the following questions:

i. 	The project plan is used to manage the execution phase of the project by consolidating all activities and utilise as a baseline for performance analysis, this is subject to amendment through the change request process. The project plan should include:
· A detailed project scope supplying information of all goals, objectives and limitations of the project. This will also include the detail of required standards and expectations concerned with the project outputs.
· A high-level view of the project schedule with milestones collated from the below:
· Detailed Work Based Schedule 
· Resource Plan
· Financial Plan
· Procurement Plan
· Organisational Plan
· Project Organisational Chart
· RACI Matrix 
· Change Management Process 
· Staff Management Plan
· Stakeholder Matrix 
· Communication Plan
· Risk Plan
· Quality plan 
ii.	A stakeholder analysis activity and subsequent documentation should involve the following information:
· Each named stakeholder associated with the project
· The role they have been assigned within the project
· The responsibilities they have within the project
· How they are impacted by the project
· How they could impact the project
· The expectations the stakeholder has for the project
· The issues raised concerning the project by the stakeholder
· How much influence over the project/other stakeholders the individual has
· How much support from other stakeholders the individual has
· A weighted result for each stakeholder to give level of attention required
· An engagement plan to keep the stakeholder buy in as high as possible
This information should be kept within the project steering group as it contains sensitive information. It is effectively a man management exercise where all pieces of analysis culminate into a plan of keeping all stakeholders engaged throughout their involvement in the project. As with all project activities it should be amended, and new methods of engagement used if a deviation occurs.

iii.	The integrated change control process is put in place to enable all changes to be highlighted, documented, analysed, communicated and actioned. An effective process should allow each project to be flexible, up to date and successful. The change management process needs address:
· Definition of change
· Impact and priority of change
· Responsibilities of change approval at different levels of impact
· Communication streams
· Recording change and decision status
· Corrective action procedures
· Monitoring the change
· Documenting the change for future reference
iv.	There are various tools and techniques used in Management of Change, such as:
· Create a Change Control board (CCB) which will include all key stakeholders and experts related to each element of the project field. This board will convene at regular periods of time to go through all change requests. The drawback of using his method is the level of agility to perform change is somewhat diminished due to delay in decision making; however, the benefit is that all the right people will be present to make the most informed decision on the overall impact of the change.
· Impact analysis, this will use pre-defined conditions to evaluate the level of impact the change will have on the project and give a scoring system and along with a priority score will give an ‘importance’ rating. 
· Change control meetings can be arranged as required to ensure that priority changes can be dealt with as not to cause issues. These meetings ideally would have the CCB present but dependent on the impact of the change and availability may be refined to have only the expert knowledgeable personnel present. This method gives a more direct and agile system but may lose some of ‘the bigger picture’ aspects of the change and has to be agreed by the CCB.
· A Change Control System should be put in place this will provide a procedure to be followed for dealing with change management, it will include items such as documentation requirements, change status tracking, identifying levels of priority and impact and a responsibility matrix must be incorporated into the process allowing certain levels of ‘importance’ to be handled by different levels of the project team as define in the Organisation chart.
· Configurational management should be used to identify the impact of any changes on the main project deliverable, this has to be tightly governed to avoid the project producing a product which is not as scoped by the customer.
v.	The expected outputs of any integrated change management control process should be:
· Project Plan Updates – Once the impact of the change has been defined and the 	change has been approved, all consequential items within the project plan are required to be updated and the new plan communicated to all stakeholders.
· Corrective Actions – All changes will have resulting actions associated to keep the project on track either from a cost, quality or time perspective. These actions should be treated as standard tasks which are integrated in to the project plans.
· A Lessons Learnt Log – The majority of changes occur due to lack of knowledge or foresight in the project initiation stage, to enhance knowledge and experience all changes should be added to a log stating why the change was necessary, the impact if the change did not happen, the impact of the change, the corrective actions which were put in place and the final outcome of the change. This log should contain all major changes from the project portfolio and reviewed when each new project is initiated.
vi.	A work-based structure is a building block of the project plan which organises the projects into more manageable detailed sections of key deliverables, its aim is to deliver a project plan which is easier to develop and track. Using a WBS means that all dependents can be organised in a logical manner and resources can be attributed in a way so optimising timescales by having a non-linear project plan i.e. 2 separate tasks which lead into a deliverable can be planned simultaneously to reduce the time needed for the deliverable. Tracking performance using WBS gives increased accuracy on project performance and allows for risk/issues and changes to be addressed and mitigated quicker to allow the project to proceed within its defined scope.

vii.	Project plan development should lead to a full SMART project plan which will be used as a baseline for project execution and control, this will include the below items:
· Project Overview
· Project Organisation
· Management and Technical Processes
· Project Scope
· Project Schedule
· Project Budget
These items are taken into more detail in question i. above.  Using the plan development outcomes, the project should use the information to:
· Conduct the execution of the project
· Track and record all options considered and subsequent decisions with justification
· Track and record all Risks, Assumptions, Issues and Dependencies and their statuses
· Track against the baseline for quality assurance and control
· Track and record all project change requests and their statuses
· Conduct all communications with a consistent, effective and efficient process
· Manage all stakeholders to enable full engagement on the project

2. 	“Project integration management means tying together all of the other aspects involved in a project to make it a success.” Discuss this.

A project is a sum of many different activities which all must be managed individually to obtain success, however, who is watching the over the consequences and inter-dependencies of these separate items? If no link is established between activities the project is out of control and doomed to failure as the bigger picture is not considered. For example, if you were unfortunate enough to be hospitalised would you want to be given medicine when the doctor who has diagnosed you does not tell the pharmacist what is wrong, you may feel a benefit from the medicine for a short period but unless an awful amount of luck is involved it will be detrimental to your health. Or when it comes to be operated on you, would want to know that the surgeon has been made aware of what to do, you wouldn’t want a leg to be cut off when all you need are your tonsils out or not have enough surgical staff to perform the operation safely! These examples only involve a few activities that could fail and the consequences could be fatal but give an indication of how having two individual activities in isolation can lead to disaster. For a project to be a success all activities must be collated at a central point and developed so that a tight knit process is in place and communicated for all expectations to be clear and concise for all to follow. To avoid bottlenecks and issues the collated information should be analysed to evaluate conflicts and workload should be balanced as much as possible to allow a smooth flow of process. It is also extremely important that all changes are recognised and managed appropriately; going back to the examples if the medication you received initially remained constant after major surgery but a change was required to deal with the pain and fight infection and was not highlighted or communicated, although at the time the operation was the right decision, it could in reality cause more bad than good. In effect the project success is at the mercy of the majority of the individual activities involved and they are inter-twined in such a way that a project manager has to make sure that they are all joined up and all changes, risks and issues are applied to all impacted areas to reveal a thorough and up to date project plan taking into account all aspects of the project.

3. 	Describe the processes involved in project integration management.

              Project Plan Development
[bookmark: _GoBack]Based on the information outlined in the Project Charter a project scope will be developed as a definitive document to be used for project requirements throughout the project life cycle. Also, this activity will use all knowledge areas and relevant experts to develop a detailed WBS and ascertain the impact of each WBS to the whole project while identifying any issues/risks that may become apparent. It will structure the project and through communication, stakeholder analysis, roles and responsibilities and performance tracking plans amongst others, give assurance of the quality of the project. All items within the plan concerned with delivery should be aligned with the project charter and defined using SMART directives. It will, as an outcome, produce the Project Plan which is the master plan and is a summary and consolidation of all other plans and used as a baseline for performance. 

	Project Plan Execution
	This is where the project team embarks on the work as stated within the Project plan, this should commence with an agreed Work Authorisation Statement. Once work is underway then the stated monitoring and control processes from the project plan will be initiated. To maintain engagement the stakeholder analysis should be employed as an integral aspect of execution. As part of the monitoring process, deviations through performance tracking activities should be highlighted and mitigating actions put in place to realign the task to the Project plan if this is not possible then the deviation must be escalated as part of the change control process.
 
	Integrated Change Control
	Where deviation is anticipated or indeed occurs from the Project Scope then a change request should be submitted. As part of the Project Plan development a process should be in place for the communication of any change request, for responsibilities of change requests, responsibilities of a Change Control Board and the approval process. Each change should be notified to the responsible body with an outline of the impact and priority associated with it and then when an approval is given the change must be integrated into every associated WBS/plan to keep the project on track. This change needs to be communicated to all stakeholders and documented as a change to the scope and recorded in a lessons learnt log.


4.	Identify a project that you would like to carry out in your particular field. It could be either a consultation project or a change project.

A project I would choose within my workplace would be the automation of labelling sachets and bags. Below is an outline of a brainstorming session to identify future project developments; the proposal of the project is reliant on the balance of the issues/opportunities sections below:

Issues:
· Reduce the ability to notice defects
· 2 members of staff have been doing the task for 5 years and would be reluctant to change methods/roles
· Would be seen as a reason to make staff redundant
· Would require CAPEX investment
· Would require a footprint in an already congested shop floor
· Current bag labellers have no skill sets for using automated equipment
· Equipment would be affected by downtime for changeovers, planned maintenance and breakdowns
· Would possibly require an increase of raw material costs to obtain the quality and consistency required by automated equipment.
· Have to procure correctly orientated labels as to run on machine
· Limited staff available to work on the project

Opportunities:
· Increase capacity of labelling
· Increase quality of labelling
· Reduce labour unit costs of labelling
· Reduce raw material waste
· Use existing equipment suppliers to use existing knowledge of equipment, and with training would increase the business skill set
· Utilise my experience and knowledge of labelling equipment and processes
· Supply increased data for labelling performance, costing and analysis
· A shift in business practices is increasing demand for the retail environment goods and therefore an anticipated increase in sachets/bag range and volume
· As the company is owned by an investment bank and will be sold on in the near future the equipment will go on the asset register and increase the proposition of the company
Conclusion
The stated drawbacks can be seen as relatively minor obstacles if managed correctly; due to the financial, quality, operational and future business-related benefits I would propose that the concept of this project is highly desirable, and that time is allocated for a business case to be prepared and submitted for consideration by the Project Management Office.
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