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1. Executive Summary
The purpose of this project plan report is to outline my coffee business expansion project, of adding value to Rwandan coffee to establish a luxury coffee product line and wholesale coffee. I will introduce my project by sharing brief background information, the business case, project scope and key deliverables. After, this I will discuss the roles and responsibilities of the members of the project team. Following, this I will analyse the work breakdown structure (WBS). Then I will break down the cost benefit analysis (CBA) and explain and analyse the Gantt chart/ project schedule. Finally, I will analyse the project stakeholders, communication strategy and complete a risk management plan. I will briefly analyse the feedback given during my presentation, conclude and offer recommendations. All the sections will analyse the COVID/ post COVID era and its effects on the project.

2. Introduction

Project Background Information
My project plan report is based on the Rwandan coffee industry, and it sets out to add value to Rwandan coffee and market it to the global market, starting in the United Kingdom (U.K.). In Rwanda, coffee export companies are listed under the National Agricultural Export Development Board (NAEB). (Report, May 2022, 2022). Our project sets out to purchase coffee from the listed companies at the current price for green coffee is 4.92 Rwandan francs/ kilogram, which converts to £4.27/ kilogram. (Taarifa Rwanda, 2021). We will initially send a 20-foot shipping container with 16,500 kg of green coffee, which is 2475 kg's under capacity. (Blog - Cuatro M Cafes, n.d.). This will make for a total of 330 bags of 50kg sacks of green coffee. This coffee will then be roasted by world renowned roasters in the U.K.

[image: ]Figure 1. Rwanda Coffee Value Chain (Nordic Approach, 2019)

Business Case

Our business case centred around three main objectives and two ultimate goals. Overtime we aim to increase the cost per kilogramme for local farmers by 50%, This will take our time as we establish key relationships with local cooperatives. Another goal is to increase global competitive advantage in the United Kingdom, as most of the exports as of May ,2022 were to Switzerland, Russia, Belgium, Saudi Arabia, Japan, Nigeria and Zambia. (Report, May 2022, 2022). The project’s third objective is to increase profitability Of Rwandan coffee exports and boost the use of machinery for production. Through these three objectives our coffee expansion project will achieve the goal to increase exports to the United Kingdom which will increase revenue generated and secure key business clients and tenders in the United Kingdom.

Project Scope

The scope of our project involves purchasing green coffee and package it in 50 kg sacks for export. We will then transport a 20-foot shipping container loaded with 330 bags of green coffee to Mombasa in Kenya or Dar Es Salaam in Tanzania by road, dependant on the port that is offering the nearest shipping date. After this we will ship the container via sea freight to the United Kingdom, which will take approximately 6 to 8 weeks. Once the coffee arrives in the United Kingdom, we will clear customs and pay taxes and send the coffee to the roasters. The roasters will create coffee blends and flavour varieties. We will private label 35% of the coffee in luxury packaging and package 65% of the coffee for wholesale. Our marketing and sales team will be reaching out to secure tenders and business to business (B2B) customers, whilst also running an ecommerce website for business to consumer(B2C) clients.

Deliverables

Our key deliverables will include luxury coffee products for retail clients and ecommerce customers, wholesale coffee for business/corporate clients and products packaged in eco-friendly packaging with a luxury look and feel.




3. Project Organisational Structure
[image: ]

A project manager’s role is to oversee the completion of the project within the budget, time and quality constraints. The project manager has a duty to communicate and give status updates throughout the project, resource allocation and management, whilst maintaining project documentation.

The operations manager’s role is to make sure that the roasters are on standby to process the coffee and to ensure that the quality of the coffee is of the highest standard. They are also tasked with locating the best exporters in Rwanda of the bourbon arabica quality of coffee fit for the U.K. market. In the U.K. they bid for tenders and secure B2B client contracts for us.

Roasters are important to the project as their reputation is what sells our coffee as one of the best brands in the market. Their expertise is flavour profiles allows them to manipulate the raw green coffee into a plethora of flavours and blends. They are arguably the most critical member as the project’s success depends on their expertise.

The logistics manager’s role is to ensure the shipment of coffee is in transit and give constant updates and look out for potential delays. They also must find the best freight rates for shipping and arrange transportation to and from departure and arrival ports. 

Tax Specialists will calculate the import and export taxes for Rwanda and the United Kingdom. They have a duty to prepare export documentation and importation tax paperwork. Overall, they must ensure we are compliant with the tax regulations for import and exports in Rwanda, the U.K. and the countries we pass through.

The marketing and sales manager oversees the development of the ecommerce site, marketing materials and the design of the packaging and product offerings. They also work in co-ordination with the operations department to pitch to business clients. 

The finance manager oversees distributing funds to the logistics, operations, marketing and sales departments. They take care of payments and accounts for all departments; they also monitor the budget closely and provide feedback to the project manager to be able to troubleshoot any foreseeable setbacks.







4. Work Breakdown Structure (WBS) and Risks Involved

The work breakdown structure (WBS) is defined as,” the hierarchical description of all work that must be done to complete the project.” (Wysocki, 2014). The WBS serves as a thought process tool which aids project managers in designing and planning the flow of tasks within a project. (Wysocki, 2014).
[image: ]
For the coffee project my work breakdown structure is split into three phases purchasing ship, roast in package, and sell to B2C and B2B clients. 

Phase one involves purchasing green coffee beans, packaging them for shipping, and then shipping them to the United Kingdom from Mombasa or Tanzania. All the subtasks in phase one are dependent on the previous task being completed, so a setback in task one will mean a delay for task two and task 3. Since the COVID-19 pandemic there were backlogs at ports and shipments were being delayed globally, also due to testing requirements causing congestion at ports. (Kitimo, 2022). This can be a hindrance to my projects timeline as it would set back all other tasks in the project. During the post-COVID era, there has been a rise in inflation, the war in Ukraine and a shortage of fuel supply globally that has caused a surge in fuel prices. This is an ongoing issue that can set back my project, as it affects the money constraint of my project and can increase the budget for the project.

Phase two of the project involves roasting the coffee and creating new flavours and variations and then packaging the coffee for the luxury retail market and for wholesale clients
[image: ]



5. Cost Benefit Analysis (CBA)
Cost benefit analysis is utilised in cost and benefit estimation to find Cost effective alternatives. (Landau, 2021). My cost benefit analysis took into consideration the three phases of the project. Each phase consists of direct costs/benefit, indirect costs/benefit, accounts for opportunity costs and costs of potential risks. (Landau,2021).

For, costs I estimated the cost of 16,500 kilogrammes of green coffee and a market price of £4.27 / per kilogramme, for a total of £70,455. I allocated £10,000 for the transportation of the coffee either to Mombasa or Tanzania; this is an overestimate to account for the volatility of fuel pricing. The remaining £59,545 will be allocated to the wages and payment of import and export taxes. I allocated £35,000 to roast the coffee and package it as well as transporting the coffee to the roasters. So, the unit cost 2 transport roasting package a kilogramme of coffee is £2. The overall cost of sales and distribution which includes wages for all team members Is £48,000, making the total cost £223,000. The benefit is based on the revenue generated from the sales through our different channels and is estimated to be £548,000, leaving a total benefit of £325,000.
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6. Gantt Chart/Project Schedule

[image: ]
								(Gantt, 2016)
I completed a Gantt chart to show the timeline and duration of each task in the work breakdown structure. The tasks with the longest duration are shipping to the United Kingdom which takes about 6 to 8 weeks and delivering to retailers. All the tasks in the Gantt chart are dependant on the completion of each phase. So, phase one tasks must be completed for phase two to begin, and phase two must be completed in order for phase 3 to be completed.

7. Stakeholder Analysis

A stakeholder is defined as someone who has an interest in or is involved in a project. (Smith, 2000). Identified four key stakeholders in our project. Identified employees and farmers as having medium priority and government and clients as being high priority.

The government is essential on both the Rwandan and U.K. side, Wanda is interested in increasing their exports revenue whilst the UK is interested in adding supply chain. It is essential to meet regularly to discuss desired outcomes for the coffee industry within Rwanda to become a close partner with the NAEB. Also, client’s interest in the bourbon quality of coffee and our unique product offerings make them high priority stakeholders as they are the source of our revenue. we will reach out to them through surveys and taking their opinions on board in our product offerings and having product testing groups. Since we purchase our coffee from established export companies, we do not have direct contact with farmers. We gave them. medium priority, however, we have a programme where we fly back to Rwanda with our finished product to show the cooperative farmers what their raw material produces

[image: ]

8. Communication Strategy

I have outlined below a communication plan strategy for the effective completion of this project, and it shows in depth the key stakeholders, the level of engagement required, as well as which member of management is involved with communicating to specific stakeholders. I also specify the channel in which the communication should take place, this is informed by the fact that my project is intercontinental which means communication relies on video calling, telephone and e-mail. Due to the long distance, there are potential barriers to communication, if this arises stakeholders are encouraged to contact the project manager.
[image: ]



9. Conclusion

In conclusion, this coffee business expansion project is feasible and can yield a large net benefit if all things remain as planned. However, in project management we must account for potential risks and as I identified above, fuel prices rising and congestion and delays at ports will continue to pose a threat to the success to the project. Another potential risk is the barriers to communication due to our business operation intercontinentally. However we can mitigate the risk by identifying the appropriate channels of communication to avoid issues in effectively communicating for successful completion of the project. 
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11. Appendices

Appendix 1: Project Plan Presentation
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Introduces project management tools and techniques and their usefulness in light of the COVID-19 pandemic 
Have a clearly prepared plan for the implementation of a project and the relevant communication strategies. The plan must also identify and rationalize any pre and post COVID19 changes. 
- introduce and discuss the issues identified and its impact on the company/industry they are analysing in light of the COVID19 pandemic.
identify and rationalize any pre and post COVID19 changes. 

1. A basic project outline / description / scope based on your project
➢ Stakeholder analysis
➢ A typical Work Breakdown Structure (WBS)
➢ A decent draft of costs/resources use
➢ Consideration of resources (i.e., including your own time, even if the ‘perceived cost to you 
is zero’)


Project Schedule / Gantt Chart
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Business Case

My project is based on the Rwandan coffee industry, it sets
out to add value to Rwandan coffee and market it to the
global market through the UK.
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Increase cost per kilo revenue Increase exports to the United
for local farmers by 50%. Kingdom and increase

revenue generated.

Gain global competitive

advantage in the UK. Secure business clients and
tenders in the U.K.

Increased profitability of

Rwandan coffee, to ultimately

better machinery for

production.
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PRODUCT. 
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Communication Plan

GOVERNMENT MANAGE CLOSELY. PROJECT MANAGER MEETINGS FACE TO FACE | MONTHLY
ROASTERS QUALITY CONTROL OPERATIONS MANAGER | TELEPHONE AND FACE TO | DAILY
FACE MEETINGS
MANAGERS REPORTING CONCERNS PROJECT MANAGER EMAIL, CALLS,ZOOM 2X A WEEK
AND STATUS UPDATES
TAX SPECIALISTS KEEP INFROMED LOGISTICS MANAGER TELEPHONE AND EMAILS | DAILY
CLIENTS KEEP INFORMED MARKETING & SALES EMAIL, TELEPHONE,ZOOM | BI-WEEKLY
MANAGER
FREIGHT COMPANIES MANAGE CLOSELY LOGISTICS MANAGER EMAIL AND TELEPHONE WEEKLY

AS NEEDED.
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STAKEHOLDER ENGANGEMENT OWNER CHANNEL FREQUENCY

GOVERNMENT MANAGE CLOSELY. PROJECT MANAGER MEETINGS FACE TO FACE MONTHLY

ROASTERS QUALITY CONTROL  OPERATIONS  MANAGER TELEPHONE AND FACE TO 

FACE MEETINGS

DAILY

MANAGERS REPORTING CONCERNS 

AND STATUS UPDATES

PROJECT MANAGER EMAIL, CALLS,ZOOM  2X A WEEK

TAX SPECIALISTS KEEP INFROMED LOGISTICS MANAGER TELEPHONE AND EMAILS DAILY

CLIENTS KEEP INFORMED MARKETING & SALES 

MANAGER

EMAIL, TELEPHONE,ZOOM BI-WEEKLY 

FREIGHT COMPANIES MANAGE CLOSELY LOGISTICS MANAGER EMAIL AND TELEPHONE 

AS NEEDED.

WEEKLY
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Risks

« Delays in shipping (Time).

« Varying flavour profile( Quality).

 Increase in fuel costs/freight costs. ( Money).

Can these risks...

« Be monitored

 Be managed

(Rwandan Eco Company, n.d.) e Be prevented.
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Date: Status: In Progress 0 Finished ® Blocked Back to Agenda Page

TASKS STATUS

v
Ship to the United Kingdom 0
O

Clear Customs

Roast Coffee

Add flavour to coffee

Package Coffee










In Progress Blocked Finished

Status:

TASKS STATUS

Ship to the United Kingdom

Clear Customs

Roast Coffee

Add flavour to coffee

Package Coffee
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Status
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Project Phase 1

100% done

Last updated: September 10, 2023

Project Phase 2

80% done

Last updated: September 10, 2023

Project Phase 3

90% done

Last updated: September 10, 2023









Status

100% done

Project Phase 1

Last updated: September 10, 2023

Last updated: September 10, 2023

Project Phase 2

80% done

Last updated: September 10, 2023

Project Phase 3

90% done
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Conclusion
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Artisan Coffee Co., n.d. Artisan coffee box. (image) Available at:
https://www.artisancoffeeco.com/products/limited-edition-ultimate-ground-

coffee-collection?variant=42880118751464&currency=GBP (Accessed 4
August 2022).

Re fe ren Ces Rwanda Eco Company, n.d. Coffee plant in Rwanda.

(image) Available at: https://rwandaecocompany.com/coffee-plantation-
tours-in-rwanda/ (Accessed 4 August 2022).
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