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[bookmark: _Toc130694715]Summary 

The owners of the AJ Gym noticed that many members were failing or cancelling their memberships, so they conducted a study which clearly showed that customers had trouble sticking to their diet. To meet the expectations of the client, the owners have created a project that will be presented in the report. In the introduction, it will be presented why the owners decided to start a project to complete the kitchen renovation on the premises to offer a healthy catering service so that customers can get the desired results and care about health. Then a project description will be presented in which the product will be fully presented, which will be a healthy catering plan. Then, a SMART objective analysis will be performed. Another element in this project is the scope of the project. In short, the scope defines the boundaries around the project (Watson, 2006). On this basis, the work breakdown structure and Quad Chart will be presented graphically. Then the Gantt Chart will be demonstrated, which will present the timeline of project tasks. In the next stage, Stakeholders' involvement, interest, and power will be presented. Then the Power Interest Grid and the Implementation of the Stakeholder Engagement Plan will be presented. In the next stage, the Allocation of resources will be presented, which will present the costs that will be associated with the project. In the last stage, Risk Analysis will be carried out. The overall risk score, level and how to prevent it will be presented for each risk. At the end, all conclusions will be drawn and the whole project will be supported by references. A photo of the Group Pitch Presentation will be included in the appendix. 
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AJ Gym is a health and fitness centre based in Wolverhampton that has been operating since 2013. A partnership company with two owners shares profits and costs equal 50%.
Owners have noticed that many members are not returning and are cancelling memberships. To find a reason to save the business in the long term, they reached out to former and current gym members and asked them two questions.
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Following feedback, a problem was noticed, members struggled to feel motivated due to the difficulty of maintaining a healthy, balanced diet and had no time to prepare meals.
In England, a poor diet high in fat, sugar, and salt causes 1 in 7 deaths, and nearly 23% of children are overweight or obese by the time they start primary school (Doherty, 2022). Almost 13% of the UK population are registered members of a private gym or public fitness gym,
Nowadays, overweight, and then obesity is increasing day by day all over the world. Proper diet and physical work are crucial elements. (Kabir, 2022). Owners also found that adults in the UK eat 21% of their meals out, corresponding to 27% of their daily energy intake (Lachat, 2011). 
To remedy this, the owners decided to start a project to complete the kitchen renovation on the premises to offer a healthy catering service so that customers can get the desired results and care about health. 
“Projects are critical to the success of any organization. They are the activities that result in new or changed products, services, environments, processes, and organizations. Projects increase sales, reduce costs, improve quality and customer satisfaction, enhance the work environment, and result in many other benefits” (Kerzner, 2002, p13). Moreover, “A project is a problem scheduled for solution” (Heagney, 2016). 
The owners also focused on analysing the competition. Three companies in Wolverhampton provide similar services. Each company offers services five days a week, excluding weekends, and none runs a gym for clients. 
The project aims to improve customer satisfaction, attract new customers, and retain existing customers. The AJ Gym company has much knowledge in health and sport. It can be implemented in a new project.

[bookmark: _Toc130694717]Project Description 

The objective of the project is to renovate, decorate and equip the kitchen, where newly hired employees will prepare ready and healthy meals for customers.
The product offered in the project is a box diet containing five meals. Each client can choose a diet appropriate to his caloric needs. There will be a reduction diet of 1200-1700 calories, a standard diet of 1700-2500 calories and a sports diet of 2500-3500 calories. The customer will receive five ready-to-eat meals every morning. The customer will have two options, either the driver will bring five meals at night and leave them in a safe place designated by the customer, or the customer will have the option to pick up meals at the gym. The customer will be able to buy a menu for one day, week or month. In addition, the client can have full membership: gym + diet or gym only or food only. Membership every month the customer will have the option to renew so that the customer only has a contract for a month. Meals will be prepared under the supervision of a dietician. Each meal will be rich in nutrients with limited amounts of salt, sugars, and unhealthy fats. What distinguishes the product from the competition is that the customer will receive food and training in one place.

[bookmark: _Toc130694718]SMART

The project's objectives should be entered before anything else, and objectives should be SMART (Watson, 2006). 
The project's goals are to complete the kitchen renovation, equip, hire employees, and start delivering a dietary plan in the form of ready meals packed in plastic boxes to customers.
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Scope 

Another element to document the project is the scope of the project. In short, the scope defines the boundaries around the project (Watson, 2006). Project scope is the work required to produce a project result. The project scope is the project planning phase. Everything that needs to be done for the project to succeed is included (Eby, 2018).
The goal of the project is to expand the services offered by AJ Gym. The project aims to introduce healthy dietary catering as a plastic box diet for customers. To complete the project, the company must first apply for a business loan with a financial institution. Then apply to the municipal council for permission to renovate the premises and apply for a legal permit to prepare meals.
The company should then review and find the best deal from a subcontractor to start construction and a decorator to arrange the entire interior. The price of the products will then be checked with the suppliers, and the products with the best quality and price will be selected. The next step is to purchase all construction and decorative materials, such as bricks, cement, plaster, and paint.
In the next stage, the stage of recruiting new employees, will begin sending job descriptions for new employees:
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After recruiting new employees, the agency will purchase marketing services promoting dietary catering. Then we will purchase high-quality industrial kitchen equipment from a reputable company that produces kitchen equipment after the opinion of the chefs. Then uniforms for the staff, food containers and loose paper bags will be purchased. A telephone, a laptop and a cash register will also be purchased, enabling customers to place orders and facilitate contact.
A van will also be purchased to deliver food to customers and facilitate the delivery of cooking products.
After that, the company's mobile application will also be updated to offer and operate catering services. Then, a marketing campaign will begin through leaflets promoting the new service in food hygiene and occupational health and safety. And then, prepare for a food hygiene inspector to come to the premises to issue a hygiene assessment certificate. After a positive evaluation, the company can schedule a discount promotion day. Then arrange work schedules and menus and buy fresh food. Finally, pay the final invoices and start providing catering services.
To keep the project focused and achievable, it is important to define what is not within the project's scope. By defining what is outside the project's scope, the project team and stakeholders can focus on the project's main objectives and deliverables and ensure that the project remains achievable within the defined constraints. Exclusion from outside the project can be designing a new company logo that will connect the existing business with the new service—designing new leaflets and business cards, developing a menu item and a marketing campaign that will promote the new service beyond informing customers what the new company offers. From outside of the project, can disable all website and app enhancements other than essential support for the new service. All modernizations related to the kitchen equipment, renovation, and decoration after the end of the project.
[bookmark: _Toc130694720]Work breakdown structure 
“Work-break down structure is a hierarchical structure that is usually represented graphically or in tabular form. So WBS is a breakdown of the project scope into smaller, manageable parts. “WBS is an effective tool for Project Management in the planning and execution of a successful project. It is very useful in tackling cost, schedule, and quality failures in project management life cycle” (Burghate, 2018, p4). 
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Figure page 2 Work break down structure for AJ Gym for project.
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Quad Chart 



[image: A picture containing text

Description automatically generated]
Figure page 3 Quad Chart for AJ Gym
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Gantt Chart 	

The Gantt Chart is a project management tool that displays a timeline of project tasks. Provides a visual representation of the project schedule, allowing project managers to track progress, identify potential delays, and adjust ensure project completion on time (Kumar, 2005). Below are all the tasks that must be completed for the project to be completed on time. AJ Gym will start the project on 3/04/2023 and end the project on 30/09/2023. Within six months, the following tasks are foreseen.
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[bookmark: _Toc130694723]Stakeholders’ involvement
“Stakeholder: Anyone who has a vested interest in the outcome of a project” (Heagney, 2016, p470). 
Table 1 describes stakeholders involved in the project with their involvement, interest, and power. The colours in the table refer to the Power Interest Grid shown in the Figure page 5 below.






Table 1 Stakeholders- Involvement- Interest- Power
	Stakeholders
	Involvement 
	Interest
	Power

	Financial Institution- Creditor
	The financial institution is very interested in the financial performance of the gym and catering as it has secured the financing and expects repayment with interest. The financial institution can also influence the financial decisions of the gym as it is leveraged due to debt. If the institution refuses to provide credit for the project, the owner may need more funds to complete it or not within the time limit.
	High 
	High 

	Regular Customers
	They are interested in healthy, convenient food options that fit their nutrition and fitness goals. They may be concerned about the quality, price, and variety of catering services, as well as the impact on their overall gym experience.
	High
	High

	Suppliers and contractors 
	They are interested in providing high-quality and cost-effective ingredients and products that will meet the needs of food service. They may be concerned about the size and consistency of orders and payment terms.
They may also show a strong interest in the project's success, as it may affect their revenue and overall business operation
	Low
	High

	Employees
	Gym Staff- care about catering services that do not interfere with the gym's work and meet the club members' needs. They may be concerned about food safety and hygiene and the training and supervision of food service staff.
Catering staff- is interested in providing quality food and services that meet the needs of gym members and comply with relevant regulations. They may be concerned about the resources and support they need to operate effectively, such as training, equipment, and safety measures. 
They are interested in job security and fair compensation for their work. They may be concerned about the project's impact on their workload, job responsibilities, and job satisfaction.
	High 
	High

	Local authorities such as council, government 
	If the gym is in a busy city centre, the council may be interested in ensuring that the catering services do not cause traffic or noise disruption. Similarly, the government may strongly invest in promoting healthy eating habits and provide funding or incentives for companies offering healthy food options.
Licensing and permitting and ensuring compliance with relevant laws and policies are necessary to complete the project.
	Low
	High

	Subcontractors
	Subcontractors are companies or individuals hired to perform specific tasks or provide specialized services. For a gym with added catering services, subcontractors may be responsible for renovating and designing the kitchen and training staff.
Subcontractors can significantly impact a project's success, as their work can directly affect the quality and efficiency of catering services. They may also show interest in the project's success, as it may affect their revenue and reputation.
	Low
	High 

	Marketing agency 
	Marketing agencies can play a key role in promoting new gym catering services and attracting customers. They may be responsible for developing and implementing marketing strategies, creating advertising campaigns, and managing social media accounts.
Marketing agencies can have an impact on the success of a project, as their work can directly affect the level of customer interest and engagement in catering services. They may also show an interest in the project's success as it may affect their revenue and reputation.
	Low 
	Low

	Job agency 
	Employment agencies can help gyms recruit and hire staff for catering services, including chefs, kitchen staff, and others. They can impact the quality of staff hired as they are responsible for selecting and interviewing candidates to ensure they have the necessary skills and experience. They may also be interested in the project's success as it may affect their revenue and reputation.
	Low
	Low

	IT services 
	IT services can be responsible for creating and maintaining the necessary technological infrastructure needed to run catering services - adding a catering service to the existing mobile gym application. They can also provide technical support to ensure the correct and efficient operation of the systems.
	Low
	Low

	Owners 
	They are interested in generating additional revenue for the gym and increasing customer satisfaction and loyalty. They may be concerned about the financial feasibility of catering services and the impact on gym operations and resources.
	High 
	High 

	Customers who are not frequent users. 
	These members may not have a significant influence on the success of the project, but they have a high interest in the catering services and may have valuable feedback on what types of food they would like to see offered.
	High 
	Low
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Figure page 6

Based on the stakeholder analysis, a stakeholder engagement plan can be developed. It may include:
Customer surveys on gathering feedback on the new product. Asking customers for their opinions will make them feel important, and their engagement will increase, associated with higher customer satisfaction and loyalty.
Meetings and presentations for employees and people involved in the project to communicate the business case for the project.
 Employee training and communication to ensure they are prepared to support the launch of project.
 Implementation of the Stakeholder Engagement Plan: 
 The Stakeholder Engagement Plan should be implemented, with regular monitoring and adjustment as necessary. It may include ongoing communication with stakeholders, feedback mechanisms and updates on the progress of the new product launch.
 By conducting a stakeholder analysis and developing a stakeholder engagement plan, organizations can ensure that stakeholder interests, needs and expectations are considered when bringing a new product to market. It can help build support and minimize potential risks and challenges.
[bookmark: _Toc130694724]Allocation of resources
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Risk Analysis

“Project risk management is the systematic process of identifying, quantifying, analysing, and responding to project risk. It includes maximizing the probability and consequences of positive events and minimizing the probability and consequences of adverse events to project objectives” (Heagney,2016). 
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Figure page 8 Matrix Approach
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Figure page 9 Risk – scoring matrix
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[bookmark: _Toc130694726]Conclusion

The owners of the AJ Gym company noticed that customers were cancelling their memberships. Concerned about the situation, they conducted a survey which showed that customers did not see results because they needed to maintain a diet. The owners, wanting to meet customers' needs, have created a project in which they will complete the renovation of the kitchen and will offer healthy dietary catering to their customers. The project's objective is to renovate, decorate and equip the kitchen, where newly hired employees will prepare ready and healthy meals for customers. The product offered in the project is a box diet containing five meals. The objective is to increase the gym's income thanks to the additional service it will provide to its client. The scope presents all the steps that need to be taken to make the project successful. Based on the scope, a breakdown structure was created to organize all tasks hierarchically. Quad Chart has demonstrated the purpose of gaining new members in the gym and maintaining existing members. The desired result is a meal plan. All stakeholders are involved in the project, and the measure of success will be positive customer feedback and membership growth and, thus, higher profit. The Gantt Chart is a project management tool that helps all tasks have start and finish dates. Stakeholders are all people who influence the project's success or failure to a greater or lesser extent. The most critical Stakeholders are the financial institution, regular customers, and owners in this project. It depends on them whether the project will be successful. The Allocation of resources section presents the total cost that the company will incur in connection with the implementation of the project. The total cost of the project is £68,330. Thanks to Risk analysis, seven risks have been identified that may disrupt the course of the project or lead to its failure. The most significant risk in this project is the possibility of not finding qualified employees and keeping them. For example, without a qualified chef, the company cannot prepare meals.
In conclusion, adding catering services to a gym can provide a convenient and healthy option for customers, increase revenue, and give the gym a competitive advantage. However, it is important to carefully plan and execute the project, considering factors such as available resources, stakeholders (power interest), and potential risks.
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Appendix 1 Group Pitch Presentation 
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Kitchen renovation for Plan Scheme
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Failure to approve a loan may result in project delays or cancellation.

Mitigation strategy:

Develop appropriate contingency plans in case of loan refusals, such as using savings or
investors. Hold regular meetings with the lending institution to keep communication open

and ensure the project is on track for approval.

Delays in obtaining the necessary permits and licenses may result in project delays and

additional costs.

Mitigation strategy:

Develop appropriate contingency plans for permit or license delays, such as adjusting the
project schedule to account for potential delays or identifying alternative resources to
perform necessary tasks. Conduct a thorough review of permit and licensing requirements
before starting a project, develop a clear plan for obtaining necessary permits and licenses,
and maintain open communication with relevant regulatory agencies to ensure timely

approvals.
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Difficulties in finding and retaining qualified staff may lead to delays in the project because,

without a qualified chef, it will not be possible to prepare meals.

Mitigation strategy:

Develop and implement appropriate recruitment and retention strategies, including
competitive compensation and benefits packages, career opportunities, and a positikle work
environment. In addition, appropriate training and development programs should be

established.
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Inadequate kitchen facilities or equipment

Mitigation strategy:

Conduct a comprehensive review of kitchen appliances and equipment requirements before
the project start and ensure all necessary equipment is available and operational. Establish
appropriate maintenance and cleaning schedules to ensure equipment is maintained in good

condition.

Inadequate financial planning can result in unprofitable operations.

Mitigation strategy:

Develop a comprehensive financial plan that includes all necessary income and expense
forecasts and adequate provisions for potential market fluctuations or contingencies.

Regularly monitor financial performance and adjust the plan as needed to ensure profitability.

Reliance on a single supplier can lead to disruptions in the supply chain and stock shortages.

Mitigation strategy:

Identify and evaluate potential alternative suppliers and establish appropriate contingency
plans for supply chain disruptions or inventory shortages. Keep communication open with a

primary supplier to ensure consistent and reliable deliveries.
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Introduction

« We are AJ Gym, a health and fitness facility based in Wolverhampton and
have been established since 2013.

« The owners noticed a number of members not returning and canceling their
direct debit memberships. Trying to find the reason for this to save the
business long-term, we contacted past and current gym members via their
specific contact route they wished to be contacted and asked them two
questions.

1. If you are no longer with us, please explain why?
2. Is there anything A&J Gym can do to improve our services for our members?

« After the feedback, there was an occurring issue that was noted, members
struggled to feel motivated due to finding it difficult to maintain a healthy
balanced diet and had no time to prepare their meals.

« To try and rectify this, the owners decided to start a project in which a kitchen
renovation on the premises would be completed to offer a meal plan service.

Product Description
The product offered in the prgject is a box diet containing five meals.
Each customer can choose a i

will be a reduction diet with 1200-1700 calories, a standard diet with
1700-2500 calories and a sports diet with 2500-3500 calories. The
customer will receive five ready meals every morning, which will be
ready to eat. The customer will have two options, either the driver will
bring five meals at night and leave them in a safe place designated by
the customer, or the customer will have the opportunity to pick up
meals on the morning at the gym. . The customer will be able to buy a
meal plan for one day, week or month plan. Also, the client can have
full membership: gym + diet or a meal plan only option. Membership
each month the customer will have the opportunity to renew so that the
customer only has a contract for a month. What distinguishes the
product from the competition is that the customer WI|| receive food and
a place to train in one place.

iet suitable for their caloric needs. There

Work break down structure

“A project is a problem
scheduled for solution.

Scope

The aim of the project is to expand the services offered by AJ Gym. The project aims to introduce healthy
dietary catering for customers in the form of a box diet. For the implementation of the project, the company
must first apply for a business loan from a financial institute. Next apply to the local council for permission to
renovate premises and apply for legal permission to prepare food on the premises. Then the company
should browse and find the best offer from the subcontractor to start the construction work and the decorator
who will arrange the whole interior. The price of the products will then be checked with the suppliers, and
the best quality and priced products will be selected. The next step is to purchase all building and decorative
materials, such as bricks, cement, plaster and paint. In the next stage, the stage of recruiting new
employees will be started through sending job descriptions via really for new employees: 2 skilled chefs, 4
members of the kitchen staff a qualified dietitian, cleaner, 2 delivery drivers.

After recruiting new staff, marketing services will be purchased through the agency to promote diet catering.
Then will purchase high-quality industrial kitchen equipment from a reputable company producing kitchen
equipment after the r opinion of the kitchen chefs. Staff uniforms, food containers and bulk paper bags will
then be purchased. Moreover, a telephone, laptop and cash register will also be purchased to place orders
with customers and facilitate contact. A van will also be purchased to deliver food to customers and facilitate
the delivery of cooking products. Then the company's application will be updated to offer and operate
catering services as well. Then, a marketing campaign will begin through leaflets promoting the new service
in food hygiene and health and safety at work. And then prepare for the food hygiene inspector to come to
the premises to issue a hygiene assessment certificate. After a positive evaluation, the company can plan a
discount promotion day. Then buy fresh food, set up a work schedule and menu, and provide catering
services. Finally, pay the final invoices.
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MEASURES OF SUCCESS

DESIRED RESULTS

The meal plan service to be a success.
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Objective:

To increase the gym's revenues in the first half of the year after launching a new healthy diet catering
service.

SMART Objective:

Sell 3,000 healthy meal plans and generate revenue for the healthy diet catering service to achieve
revenue growth in the first half of the year after the launch of the new service. 3000/6= 500 per month,
500/30= 16.6 per day

Specific:

The goal is clear on what needs to be improved, which is the revenue of the gym after the launch of the
new diet catering service. After completing the project, start selling a catering service with healthy daily

meals.

Measurable:

The goal is measurable by measuring the number of meal plans sold and the revenue generated from the
catering service.

Attainable:

The goal is realistic and achievable given the time frame and available resources.

Significant:

The goal is in line with the overall goal of improving the gym's bottom line and capitalizing on the
investment in a new diet catering service.

Time-limited:

The goal has a specific deadline of the first six months after the launch of the new diet catering service,
which creates a sense of urgency and provides a clear timetable for completion.





