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[bookmark: _Toc37086553]Introduction 

[bookmark: _GoBack]This report looks at how the team at Jigsaw project planners created and delivered a project plan for the Vitneers to relocate their Antique shop to their warehouse. A description of the organisation for which the project is planned for is provided, with a critical assessment of any risks that may be involved. As well as  the tools and techniques used to create the project and a reflection on project management abilities are addressed with recommendations for improvement in the future. 

[bookmark: _Toc37086554]The Organisation the Project is Designed for.

This project has been designed for a family business, an antique shop. They have been running this shop for many years. The business has been in the family for three generations, originally bought by the grandfather thirty years ago. The antique shop is situated in Shirley where is has not been doing well lately. The family also own a warehouse in Sparkhill which Is just used as a storage space at present as it has no electricity, internet or office space. 
The antique shop has not been doing as well as it used to and recently the family have received a good offer to sell the shop. Considering the current situation they have decided it would be beneficial for them to sell the shop and use this as a business opportunity by utilising the warehouse space to develop the business, improving the way it works. 
Dennis drives around the country looking for antiques. His role is to source the good for the shop. Doreen has been working as an accountant for the last ten years for the family business. 
Suha is a family friends’ daughter and has been helping in the shop for the last 3 years. 
Omar repairs all the antiques Denis brings in.
Dorren and Dennis are fans of the show Salvage hunters and would like to work more like them. The salvage hunters run their business from a warehouse where they have office space and use the internet to sell their antiques.    



[bookmark: _Toc37086555]The Risks Associated with the Project 

For any project to be successful it is important to identify any risks that may arise while completing the project. Identifying and understanding the impact of these risks allows project mangers to put in place contingency plans to overcome them. Sometimes risks can be reduced and minimised by adjusting certain aspects of the project or by reducing the scope of the project (Lock, 2014). 
Some of the risks associated with the Vitneers project are:
[bookmark: _Toc37086556]Cost Risks 
Project costs are often estimated before a project begins. Hence it is easy for these estimates to be inaccurate. One of the issues that can arise for the Vitneers project is early analysis. Before the project begins the team have a lack of information. Thus, estimations made are not high-quality, as available project knowledge is still low (Kendrick, 2009). Project costs are at risk of increasing due to deficient cost estimation accuracy. Scope creep is another contributing factor towards cost risks for the Vitneers project. This is because unclear scope definitions and inconsistency in processes will lengthen the project as it will create more workload for existing staff, therefore lengthening their time spent on tasks (Lock, 2014). This in return increases cost of contractors as they must work longer than initially anticipated.   
[bookmark: _Toc37086557]Schedule Risk 
Schedule risks can be major in all projects as estimations are made prior to the project beginning and things can change and affect the schedule very easily. Tying together cost risks and unforeseen circumstances, inevitably interferes with the scheduling of the project automatically. Kendrick (2009) states scheduling of a project can be put at risk through various instances. In this case, with the Vitneers project, some sources of delay could be the delivery and availability of equipment needed to complete certain tasks within the project. Even if all deliveries are taken into consideration and a wider time frame for delivery is given and this is anticipated in advance; there could still be deficiencies with orders that have arrived such as: being broken in transit or wrong items being delivered. Kendrick (2009) highlights that these potential delays can be challenging to predict. 
[bookmark: _Toc37086558]Project Dependencies 
Unforeseen circumstances: Some circumstances can occur without any fore warning. These are unpredictable such as weather conditions and staff sickness. The weather conditions for this project would be an important factor towards the schedule of the project in order to get things done on time. This is because bad weather conditions would put the project at a standstill, for example heavy rain and strong winds (Pheng, 2017). This would affect the building of a warehouse as typically dry weather conditions are needed for contributing factors such as: cementing, painting, plumbing and electrical works. Staff sickness is also something unpredictable and can cause a negative impact on the business as well as scheduling. Staff not coming into work for whatever reason can de-motivate others as the workload will increase for remaining colleagues. 

[bookmark: _Toc37086559]Project Management tools and techniques 

Some of the techniques used in this project are:
[bookmark: _Toc37086560]Use Stories 
These are simple descriptions of requirements for a project. User stories allow the team to brainstorm ideas of required tasks needed to complete a project to the best standard.   
[bookmark: _Toc37086561]Iron Triangle
Originally devised by Dr Martin Barnes CBE, the iron triangle has become the priority balancing tool for project management (Lock, 2007, p21). The Iron triangle demonstrates that the cost and time of a task determines the scope of the project. The more time the tasks take, the larger the amount it will cost and the bigger the scope of the project will be. By reducing the time and cost of certain tasks the scope of the project can be reduced. The team had to make sure the project cost estimations were correct, to enable tasks to run smoothly and on time to allow the project to be completed with maximum productivity. Time and cost estimation played a crucial part for the scope of this project and the team were able to use their expert knowledge to ensure the timescale and cost associated with each task was suitable. 
[bookmark: _Toc37086562]Delphi technique / Wisdom of the crowd 
The Delphi technique also known as the wisdom of the crowd is a method used to estimate the likelihood and outcome of future events. This as explained by Roberts (2012) is done by a group of experts who independently give their views, estimates or assumptions to a facilitator who reviews the data to create a summary report. This summary report is then discussed and among the team who update their forecasts and the results are once again summarised by the facilitator. This process can be repeated until the participants reach a consensus. The team worked on prioritising the user stories by using the product / project technique and then used the Delphi technique to estimate the time and cost of each task. 
[bookmark: _Toc37086563]Gantt Chart 
Gantt charts are used to schedule tasks. They are a clear visual interpretations of time frames and are easy to understand. It allows teams to see who is assigned to what task and the duration of the task. By adding all the tasks to the chart, it allows project managers to add dependencies and predecessors to creatively display the project plan. This is a great tool to communicate progress to the team and shows a clear picture of where the project is at as well as showing what tasks are due next. This in return builds team motivation by allowing members to see the work completed and giving the team a sense of achievement. 
[bookmark: _Toc37086564]Microsoft planner / Chevron 
Microsoft planner is a piece of software used to put all the user stories together online allowing access to all the team. All the tasks were prioritised using the chevron technique. This technique helped reduce the risk of failure of the project (Heagney and Lewis, 2016). The technique was used to put all the user stories in three categories of must, want and nice. By doing this the most important tasks were identified without which the project would be incomplete. Other tasks were then allocated to the relevant category.    

[bookmark: _Toc37086565]Communicating plans with stakeholders 

The initial project plan will be shared with the Vitneers group via skype to demonstrate how the jigsaw project planning team will work to complete the project. Then a slide show featuring all the plans to explain the process to the stakeholders at Vitneers. 
The progress of the project will be communicated with the stakeholders through emails, meetings, status reports and Gantt charts. Keeping everyone informed is key to a successful project as any issues that may arise are addressed accordingly. If the project is completed without any communication, there may be areas which need improvement due to stakeholder perception or demands and this will then have a negative impact on the success of the project and extra time will be needed to complete the project. 
The community in which the warehouse will be transformed in will also be a stakeholder thus will need to be informed of the changes being made. The local paper is a good idea to communicate with the community and inform them of the changes in the area. Advertising the warehouse by leaflets in the area will also help promote the business as well as inform the community.  

[bookmark: _Toc37086566]Personal reflection and plan for improvement 

The project was an exciting opportunity to work with a team to create a development plan. Having done this for the first time it was a challenging task and helped me learn new tools and techniques. Utilizing the different tools to create the project plan was interesting. Taking a lead role on the project plan, as my computer skills were better than some, was a great opportunity and boosted my self-confidence. Communication was a key part in the project planning and keeping in touch with all the team helped maintain the deadlines and finish the work on time. Nagaran (2014) explains project management is not an easy job and is not always straight forward. It is a process of initiating, planning, executing and controlling to achieve the project goals.   
In the future, I would use all the skills I have gained while doing this project and take on another leadership role to motivate my team to achieve an end goal. I will also continue to build on the skills gained to analyse and assess potential risks and find ways to overcome them. 
Project management is a learning process and not all projects will be the same; to be able to change and adapt will make me a good project manager as new technologies emerge and new ways of working arise (Wysocki, 2004). Having technical knowledge, the ability to possess good judgment of what is correct and the ability to negotiate are all good project management skills. I feel these skills will help me in the future as well as having great organisational and good communication skills as they are key in any form of teamwork and are the traits of a good project managers.  
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