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MANAGING PROJECTS IN ORGANISATION.
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INTRODUCTION.
A project is “a management environment that is created for the purpose of delivering one or more business products according to a specified business case. A temporary organization that is needed to produce a unique and predefined outcome or result at a prespecified time using predetermined resources” (OGC, 2006 P.7) Opening a coffee shop project is about starting a business and managing the coffee shop with an aim of making and selling coffee and beverages in London. The project is headed by the project manager Mr. Cark Smit. Managing the coffee shop will entail first having a clear objective on why start and manage the project; the deliverables; project team and managers; project stakeholders; risks taken and how they will be managed; and monitoring and evaluation. 
The project team comprises of the leader who’s is the project manager, as well as the project sponsors/financier, the human resource personnel, and the functional/ operational team. 
According to (Prince2, 2001) it is observed that every project has a project board. It’s made up of the customer or executive, someone representing the user side and someone representing the supplier or specialist input, customer, senior user and senior supplier respectively. It is the duty of the Project Manager to reports the outcomes which includes the progress and the problems to the project board on regular basis. While the project board is responsible to provides the Project Manager with a set of necessary decisions. They determine how the project will proceed and how to tackle any problems that may occur.” (PRINCE2, 2001)
For instance, Mr. Smit who is the project manager has the mandate to oversee the successful initiation, planning, design, execution, monitoring, controlling as well as the closure of the coffee shop project. The project manager has diverse skills which include an ability to ask penetrating questions, detect unstated assumptions and resolve conflicts, as well as more general management skills in order to foresee the coffee shop project throughout its stages from the pre-project stage to the closure of the project (Watt, 2012)
Furthermore, it is the duty of the project manager to ensure there is effective, proper and timely communication among all levels of the stakeholders involved in the project. For proper decisions involving the opening of the coffee shop at every stage- from the idea generation, initiation stage, implementation stage to the closing of the project- information should be transparent. 
[bookmark: _Toc18225744]PROJECT SCOPE AND PROJECT SCOPE MANAGEMENT.

The scope of project management covers the procedures entails in defining, controlling and managing all to employed and to neglect in the project. Every project is purposely embarking on in order to produce or deliver a product that will be acceptable either to the general public or those concerned. Frankly speaking, it will be tedious and look unachievable when your objectives about the project and the product is not well spell out, or widely designed. 
In refence to the sixth edition of PMBOK Guide, a product is been defined as a object, quantifiable, estimateable, which can either be an end product in its natural state or component item. 
In order to determine the scope of product, it is the responsibility of the project manager to meets with entire stakeholders to know or discover their expectations and requirements regarding the final product. As soon as the basic requirement and expectations are confirmed, the next thing is to allow the stakeholders to sign it and then forward it for approval. This is the most essential step that enhance the successful completion of the project.
 The project scope for opening a coffee shop, includes the objective of opening the shop, the deliverables at the end of the project, milestones, as well as the technical requirements for opening the shop, together with the limits and exclusions, and also the customer limits. There are five major stages to manage the project scope for the opening of coffee shop which are: collecting the requirements for the project of opening the coffee shop; defining the scope; creating the Work Based Structure; verifying the scope; and controlling the scope.

FIG. 1. Project scope for the coffee shop
[bookmark: _Toc18225745]PROJECT OBJECTIVE.
“To convince the sponsors and partner about the business plan of opening a coffee shop in London”

[bookmark: _Toc18225746]PROJECT DELIVERABLES
This entails what the project for the opening a coffee shop will accomplish at the end of the specified time for monitoring and evaluation. The coffee shop project is envisioned to make and sell coffee to London residents. The cost estimates will include the price for leasing/renting a building space, the furniture and décor of the shop, coffee machines to be bought, the workers and utility bills used in operating the coffee shop.
PROJECT TECHNICAL REQUIREMENTS
This helps set the minimum allowable quality and capability for the project outcome when managing the project.  For opening the “Aromatic” coffee shop, the technical requirement will entail: “the whole process of making one cup of coffee to be limited to 5 minutes or less”
In his own viewed, (Watt, 2012) added that, the technical requirements emerge from the functional requirements to answer the questions: how will the problem be solved this time and will it be solved technologically and/or procedurally? They specify how the system needs to be designed and implemented to provide required functionality and fulfill required operational characteristics. The project manager sets the parameters on how the coffee shop project products are going to be produced, the aspects that can make it faster, of a high quality and proper quantity. The technological advancement needed in the coffee shop project also have to put in place (WATT, 2012. Chapter8).
[bookmark: _Toc18225747]PROJECT LIMITS AND EXCLUSION 
This entails what is limited and what cannot be included in the project. For opening “Aromatic” coffee shop the limits and exclusion will include “not making other soft drinks; the shop is specifically for coffee: the workers employed should be experienced baristas as there is no on-job training” 
[bookmark: _Toc18225748]PROJECT SELECTION
Project selection in managing a project helps in making sure that before you jump into starting a project you should make sure you fully understand the purpose of the project;  those that should be involve in the project; what results will you produce; what constraints are you satisfying; assumptions you making by undertaking the project; work that must be done for the project; who will perform well in the project work;  resources that will be needed for the project; and what could go wrong during the whole lifecycle of such project. 
[bookmark: _Toc18225749]PURPOSE OF THE PROJECT
Having a project purpose and appreciating it helps in creating a better plan, a great sense of team-member commitment, and improved performance when managing the project.
Opening a coffee shop named “Aromatic” in London will serve a purpose of selling and distributing coffee to London residents. The project came up due to the market availability and the desire to enter new market. Coffee is a standard beverage taken by majority of London residents. Opening the coffee shop will benefit both the residents as they can get “ to go” coffee as they pass by the shop, have it at the shop, or even order and have it delivered at their desired office premises or residential. For the owner, opening a coffee shop in London will bring in income hence win-win benefits to all the parties involved.
During project selection, also identities that do you need to involve in the project. This allows you to plan for their involvement and at which stage. For opening a coffee shop, you will need to involve; the project drivers (this are people looking out for the project results, like the sponsor/financiers of the coffee shop, project functional and operation team, marketing team [PR]); project supporters (the financiers and sponsors for the coffee shop); and the project observers (the potential customers, potential partners for the coffee shop)
What will be outcomes of the project also need to be considered when selecting the project. For the coffee shop, what impact does open a coffee shop in London amount to? Is it creating a brand for the coffee shop business, expansion to different areas increase in the sales income is also considered for the project of opening a coffee shop, what's the expected income from the coffee shop after a certain period of time. 
Constraints of the project- the limitations and the needs of opening a coffee shop. The limitations may include competition from other coffee shops, hotels and restraints that may make the deliverables of the project lower than expected. Furthermore, things that the project entails like the number of staffs vs. the number required, the outlook of the coffee shop affecting the project deliverables, and also the quality of the coffee are all should be take note of.
[bookmark: _Toc18225750]PROJECT STAKEHOLDERS.

In his own remark, (Baker 1996) detailed that, stakeholder is “an individual(s) or organization(s) who are involved in or may be affected by project activities. [PMI, 1996. Pg. 170] Defining the expectations of the stakeholders based on their perception of the project’s objectives and determining the extent to which they are (or are not) fulfilled can predict the success of a project [Baker, 1962, pg.328, study of large capital organizations in UK].
The list of stakeholders in a project varies. For managing a project on opening of a coffee shop in London, the stakeholders may include: the sponsor(main financier of the shop); the program manager( the shop manager); operations and functional manager( the coffee shop workers); customers( residents of London who are potential customers of the coffee shop); procurement; finance/ cashiers; government regulators;  and other interests groups.  

Fig.2. Coffee shop stakeholders.
In any successful project, it involves more than having the objectives, outcomes or the plans, it involves the committed of project stakeholders. The stakeholders can either be strong pillar and executor for a project, or they can be a tool of destroying such project. They can assist the project managers to build up their jobs, or be a frustrating and failure factors. As a result of their effect and impact on the project decisions, it’s clearly noted that forming a good rapport with stakeholder is very important if desire of be a successful project manager will be accomplished. 
For effective project management, ensure all the stakeholders are aware of the any radical change in the project. Open communication especially among the primary stakeholders should be adhered in order to make sure they are aware of the project business plan, their involvement and their responsibilities. This also ensures there is no blame game when a problem occurs during the project execution. Ensure there is trust among all the stakeholders and they give time to time feedback on any stage and aspect of the project.
[bookmark: _Toc18225751]PROJECT MANAGEMENT LIFECYCLE.
The project manager has to comprehend each process involved in the project in order to manage it well. PRINCE 2 projects Management lifecycle has activities for starting up a project, planning, and running, controlling and closing a project. [PMI, 
PRINCE 2 processes for project management entails:

Fig. 3. PRINCE2 project processes

· Starting up a project - the pre-project stage. Project manager has to come up with the idea [opening a coffee shop in London]; the trigger for the idea [a gap in the market for a cup of coffee at a certain area, maybe through personal experience]; verify the project worthwhile [the particulars that make opening a coffee shop in London on a particular street a worthwhile venture]. The project manager has to come up with a mandate that outlines the idea behind opening a coffee shop in London and to why the idea should be given a chance.
· Initiating the project- the project manager starts by defining the project product[ what will be sold in the coffee shop], the timeline to set up the project  [how long will it take when planning for the coffee shop till the project is ready to be implemented and the coffee shop opened], costs the expenditure to be incurred in opening  coffee shop, both the planning expenditure and the expenditure for implementing the opening of the coffee shop idea], risks analysis and commitment of resources needed for the opening of the coffee shop project; the project manager has to them come up with a project plan and a stage plan for opening "Aromatic" coffee shop in London; and a list of the project benefits and how they will be reviewed during the opening of the coffee shop project.
· Directing the project. This is a stage where the project manager directs the process of project, and ensures the implementation of every stages until the opening of the coffee shop project is accomplished.
· Managing a stage boundary of the project
· Controlling a stage – in order to ensure the best outcomes for the project, the project manager will ensure total controls of each stages as stated in the plan of the project are met.
· Managing product delivery. The project manager ensures that whatever products that are to be the output of opening a coffee shop are delivered in accordance to the stated quantity and quality documented in the project plan.
· Closing a project.

[bookmark: _Toc18225752] PROJECT TRACKING PROGRESS.
Project tracking in project management helps in understanding the customer’s problems and needs; help in designing a system to solve the customers problems; time and cost taken to develop the system; stages and phases involved in solving the customer’s needs; and interactions among estimate time and the activity.
Fig4. Coffee shop project tracking

The WBS for opening a coffee shop can be tracked by deciding the work estimates and time each activity will take right from the determining the area to set the coffee shop to the actual selling of the coffee in the shop.
The cost estimates in opening a coffee shop can be tracked by comparing the planned expenditure vs. the actual expenditure used over a period of time. The costs are in different types: the facilities (the space, telephone, furniture, and machine); utility costs; staff/personnel. 

[bookmark: _Toc18225753]PROJECT RISK MANAGEMENT

In his own definition, (PMBBOK 2000) defined Project Risk Management as an art and science of identifying, analyzing, and responding to risk throughout the life of project and in the best interest of meeting project objectives. The risk management process aims to identify and assess risks in order to enable the risks to be understood clearly and managed effectively. The key step linking identification/assessment of risks with their management is understanding. This is, however, the area where the project manager or risk practitioner gets least help from current guidelines or practice standards. (PMI 2000, PMBOK).
 RBS is defined here as “A source-oriented grouping of project risks that organizes and defines the total risk exposure of the project. Each descending level represents an increasingly detailed definition of sources of risk to the project.”
In order to make it a reality, (Hillson 2002) also proof that, the RBS is a hierarchical structure of potential risk sources. The value of the WBS lies in its ability to scope and define the work to be done on the project; similarly, the RBS can be an invaluable aid to understanding the risks faced by the project. Just as the WBS forms the basis for many aspects of the project management process, so the RBS can be used to structure and guide the risk management process. (Hillson, 2002).
When managing a project, there are two stages in risk management. The Risk Assessment which entails the risks identification and the risk control; and Risk Control which has risks reduction, risk management planning, and risk resolution.  There are three strategies to reduce risks: avoiding the risk( for instance if the risk is due to the location of the coffee shop, then avoid opening it in that location and rather look for another place to open the coffee shop in); transferring the risk ( if the risk is due to spillage that may occur during delivery of the coffee, then let the customer be responsible for the coffee “to go” or coffee ordered.); and assuming the risk( accepting no matter the risks that may occur at any stage of the opening and operating a coffee shop, you as the owner will shoulder the burden of the risk)
In order to open a coffee shop in London, the following should be part of the risk management plan:
· The objective of the plan: to identify the possible risks encountered in the project
· Methodology
· The roles and responsibilities
· Budget and schedule for the management steps undertaken in the project.
· Risks categories:  market risks (competition from other coffee shops and any market uncertainties); financial risks (the actual costs used in opening the coffee shop and the entire project surpass the estimate costs and the budget planned for the project); people risk (the uncertainties that may arise from the stakeholders of the project); process risk.
· Risks probabilities and impacts: all the risks encountered in opening the shop, what setbacks is going to cause. For example, shortage of staff for the coffee shop; inadequate capital to finance the coffee shop; less potential customers turnip due to market risks.
· Reversed stakeholders’ tolerances
· Tracking
· Risk documentation.
[bookmark: _Toc18225754]PROJECT TIME MANAGEMENT.
To a project manager, time management when managing a project is crucial in citing project deliverables against time that the project was supposed to be delivered. 
· Plan schedule management-policies, procedures and regulations to be adhered to when opening a coffee shop in London. The health regulations, safety considerations, standards to adhere before opening the coffee shop.
· Define the activities- what is supposed to happen to effectively open and set up a coffee shop. Getting a vacant space, redesigning and furnishing the space, stocking on all hardware that's needed, staffing, necessary registrations required and any other activity needed to be done.
· All the activities needed to be done then needs to be sequenced in the order of their urgency to be met.
· Estimating activity resources-  for opening a coffee shop, each activity-from getting a vacant space to set up the coffee shop to the actual opening and serving customers-needs to be allocated the necessary resources( financial resources, human resources)
· Estimating activity duration- how long will it take to rent/lease a vacant space; complete the registrations and comply with the requirements; furnish the coffee space; outsource desired personnel; procure the needed stock; do market test drive and awareness. 
· Develop a schedule- the schedule will include the activities to be done in setting up the coffee shop, the duration for each activity, resources, and the order in which it should be done.
· Control the schedule - do this through progress reports on every stage of the project development and its implementation.
As a manager of the project, effective project time management that ensures proper delivery of the outcomes at the specified time is achieved by the above-mentioned steps.
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Communication on projects can either be done in meetings or virtual. As a project manager, it is essential to ensure open and timely communication on the project at every stage. To effectively manage the project on opening and setting up a coffee shop, the project manager has to first ensure communication with the primary stakeholders on the establishment of the project; open and timely communication with other parties involved in procurement, registration, standards control, furnishing, budgets and expenditure proposal for opening the job. Moreover, the project manager has to ensure there is open and accurate information communicated to the potential customers. 

Fig. 5. Project communication levels
The project manager for the coffee shop project can achieve effective communication, save time, ensure timely deliverables and achieve the desired deliverables through: reports; setting up the coffee shop website and constantly updating it; having actual meetings with the stakeholders and other interested parties in the coffee shop project; emails whenever need arises to the stakeholders; and social media.


Fig.6. communication channels
[bookmark: _Toc18225756]MONITORING AND CONTROLLING THE PROJECT.

In reference to (PMBOK, 1996), “Monitoring are processes that are necessary to monitor, evaluate, and control the progress and performance of a project, identifying all the areas in the plan that require changes, and initiating those changes” (PMBOK, 1996)
Control in project management involves data collection, with its management, and the process used to forecast, comprehend and constructively effect the time and cost employed on such project or program; by the means of effective communication and dissemination of information in such a way that will aids the effective management and in making any decision.
The project manager designs a monitoring system to monitor the project when managing the project. The system has three parts: 
· Identifying the special performance characteristics set for each level detail: 
Level 1 - the area chosen for the coffee shop; is it desirable, does it pass all the regulations and standards checks. 
Level 2 - setting up the coffee shop, by the way, the manager of the project must ensure that he secure all the necessary resources needed. 
Level 3 - project implementation. The manager in charge of the project should safeguard the market awareness for the coffee shop, and make sure that the potential customer is aware of the project's products.
· Real-time data collected and compare against the plans made. The project manager compares data collected on the project variables against the plans made for the coffee shop. The data can be collected by reviewing social media pages or potential customer’s reviews on the project. The manager of the project can update the coffee shop website and ask potential customers and interested parties to leave a comment on the project. The project manager also has to check all the policy guidelines and regulations that concern setting up the coffee shop and check them against the certified document that he has for the project.
· The project manager when setting up monitoring system for the coffee shop should avoid tendency to focus on easily collected data. The reviews that he is using to form a basis for monitoring decision should be cross checked and checked for authenticity.
· 
Fig.7. project monitoring steps
Monitoring reports for the coffee shop can be in three types: routine reports that entail daily or periodic data compiled on a certain stage of the project planning and/or implementation; exception reports; and special analysis reports. 
After monitoring, the project manager may discover other aspects of the project that are not in line with the required standards or project plan. In this case, control may be done in three ways: assets control- physical additions to the coffee shop; human resources control - the personnel of the coffee shop; and financial control - the budget and expenditure of the coffee shop project. The manager of the project exerts control on the coffee shop project through: process review, reviewing each report at every stage of the project from the project planning to the project implementation; personal assignment; and resource allocation. Also, when managing the projects, the manager of the project can have both no-go control, that’s, the do's and don'ts in the coffee shop; and past project control, correction from past review reports. 
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