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1. [bookmark: _Toc215274695]Introduction
[bookmark: _Toc215274696]1.1 Methodology Justification 
This project will adopt a Waterfall methodology, a sequential design process in which progress is seen as flowing steadily downwards (like a waterfall) through the phases of conception, initiation, analysis, design, construction, testing, deployment and maintenance. This choice is driven by the high regulatory risk and fixed scope of the project. The requirement for a single, upfront Planning Permission approval from Lewisham Council  necessitates a linear, non-iterative approach. Unlike software development, where Agile methodologies allow for flexibility, construction projects with significant structural changes cannot accommodate iterative changes to the core design once regulatory approval is granted (Jado and al-Sayyid, 2024).
This academic report details the Project Plan for the conversion of a 2-bedroom residential property in Lewisham, London, into a 4-bedroom, 2-bathroom House in Multiple Occupation (HMO). The project is initiated by a private investor seeking to maximize rental yield through a high-quality, compliant property conversion. This plan applies established project management methodologies, including the Work Breakdown Structure (WBS) and Critical Path Method (CPM), to ensure the project is delivered efficiently, on time, and within budget (Kerzner, 2025). The core challenge is navigating the regulatory environment of Lewisham Council while executing complex structural work.
2. [bookmark: _Toc215274697]Project Definition and Scope
A clear project definition is essential for managing stakeholder expectations and controlling the project's boundaries, particularly in construction projects where scope creep is a common risk (Association for Project Management., Holmes 2015)
[bookmark: _Toc215274698]2.1 Project Aim and Objectives
The Aim of this project is to successfully convert a 2 bedroom in Lewisham into a high-quality living, fully compliant 4 bedroom, 2-bathroom HMO rental property, focusing on maximizing usable space and tenant appeal.
The project's success will be measured against the following SMART Objectives. The budget and timeline are based on current London construction cost guides for complex loft conversions (Resi, 2025).

	Objective
	Matric
	Target
	Timeframe

	O1 (Time)
	Project Completion
	Handover of the fully certified property
	Within 28 weeks of project initiation.

	O2 (Quality)
	Regulatory Compliance
	Obtain Planning Permission and HMO License
	100% success rate.

	O3 (Financial)
	Budget Adherence
	Complete the project
	Within the allocated budget of £120,000.

	O4 (Performance)
	Rental Readiness
	Achieve 100% occupancy of all 4 rooms
	Within 4 weeks of project completion.



[bookmark: _Toc215274699]2.2 Project Scope (including and excluding)
The project assumes the existing house structure is in good condition, allowing the scope to focus on conversion rather than full refurbishment.

	Scope Item
	Status
	Descriptions

	Structural Work
	IN
	Full loft conversion, internal reconfiguration to create new rooms, and installation of one new bathroom.

	Specialized Storage
	IN
	Installation of built-in wardrobes and integrated storage units in all 4 bedrooms to maximize tenant space.

	Permitting
	IN
	Application for Planning Permission (due to Lewisham's Article 4 Direction) and Building Control approval (Lewisham Council, 2025).

	Full System Replacement
	OUT
	Full electrical rewire, new plumbing, and new central heating system are excluded, as the existing systems are assumed to be in good working order.

	Furnishing
	OUT
	The purchase and installation of loose furniture (beds, desks, chairs) is excluded from this project plan.



3. [bookmark: _Toc215274700]Project Outputs and Breakdown: Work Breakdown Structure (WBS)

The WBS is the hierarchical decomposition of the project scope, ensuring all work packages are defined and manageable (Project Management Institute, 2022) 4. The WBS below is structured into five major phases, following a phase-based approach which is standard for construction projects where work is naturally grouped by the Project Life Cycle (PLC) stages (ProjectManager.com, 2025)

	WBS ID
	Deliverable
	Work Package (Task) 
	Duration (Days)

	1.1
	Initiation & Regulatory Compliance
	
	

	1.1.1
	Project Definition & Plan
	Finalize Project Plan (WBS, Budget, Schedule)
	3

	1.1.2
	Design & Permitting
	Appoint Architect & Structural Engineer
	2

	
	
	 Produce Detailed Architectural Drawings (Incl. Storage)
	12

	
	
	Submit Planning Permission Application
	1

	
	
	Receive Planning Permission Approval (M1)
	60

	1.1.3
	Procurement
	Tender & Select Main Contractor
	7

	 
	 
	Finalize Contracts & Insurance (M2)
	3

	1.2
	Pre-Construction & Demolition
	 
	 

	1.2.1
	Site Setup
	 Erect Site Hoarding & Safety Signage
	1

	 
	 
	Protect Existing Finishes (Floors, Walls)
	1

	1.2.2
	Targeted Demolition
	Demolish Internal Walls for Reconfiguration
	3

	 
	 
	Create Openings for Loft Staircase
	2

	1.3
	Structural & First Fix Construction
	 
	 

	1.3.1
	Loft Conversion Shell
	 Install Structural Beams & Floor Joists
	8

	 
	 
	 Construct Dormer and Roof Structure
	12

	1.3.2
	Internal Reconfiguration
	 Build New Internal Stud Walls (4 Bedrooms, 2 Bathrooms)
	5

	1.3.3
	First Fix Services
	T Extend Electrical Wiring (First Fix)
	7

	 
	 
	 Extend Plumbing & Heating System (First Fix)
	7





	WBS ID
	Deliverable
	Work Package (Task) 
	Duration (Days)

	1.4
	Second Fix & Finishing
	 
	 

	1.4.1
	Insulation & Plastering
	 Install Insulation & Plasterboard
	5

	 
	 
	Plastering & Skimming
	7

	1.4.2
	Specialized Storage Installation
	Install Built-in Wardrobes & Under-Bed Storage
	10

	 
	 
	 Install Integrated Bathroom Storage Units
	3

	1.4.3
	Second Fix Services
	 Install Sockets, Switches, & Light Fittings
	3

	 
	 
	Install Sanitaryware & Tiling
	5

	1.4.4
	Final Finishes
	Final Decoration (Painting) & Flooring
	7

	1.5
	Handover & Closure
	 
	 

	1.5.1
	Final Inspections
	Building Control Final Inspection (M3)
	1

	
	 
	 HMO License Application & Inspection
	5

	1.5.2
	Project Closure
	Site Clean-up & Snagging List Completion
	3

	 
	 
	Final Handover to Client (M4)
	1



4. [bookmark: _Toc215274701]Project Scheduling and Timeline:
The project schedule is defined by the dependencies between tasks, with the 60-day planning approval period forming the longest and most critical initial dependency. The total project duration is estimated at 142 working days (approx 28.4 weeks).
[bookmark: _Toc215274702]4.1 Key Milestones 
	Milestone ID
	Description
	WBS Deliverable
	Target Completion (Working Day)

	M1
	Planning Permission Approved
	1.1.2
	Day 63

	M2
	Main Contractor Contract Signed
	1.1.3
	Day 70

	M3
	Building Control Final Sign-off
	1.5.1
	Day 138

	M4
	Final Handover to Client
	1.5.2
	Day 142 (End of Week 28)



[bookmark: _Toc215274703]4.2 Critical Path Analysis
The Critical Path is the sequence of activities that determines the earliest completion date of the project (Jado and al-Sayyid, 2024). For this project, the critical path is primarily driven by the regulatory approval process and the sequential nature of the structural work:

Receive Approval → Site Setup → Demolition → Structural Beams → Dormer Construction → Stud Walls → Plastering → Storage Installation → Final Finishes → HMO Inspection.
The 60-day planning approval period is the most significant risk to the schedule.
[bookmark: _Toc215274704]5.Ressource and Cost Planning 
Resource allocation is based on a blended approach, utilizing specialized consultants for the design and regulatory phases and a Main Contractor for the construction phase (Cerezo-Narváez, 2020).

[bookmark: _Toc215274705]5.1 Personal Resource Breakdown Structure
The personnel costs are based on typical daily rates for specialized contractors and consultants in the London area, reflecting the high-cost environment of the project location (Larson and Gray, 2018). The Main Contractor's cost is a blended rate covering all sub-trades for the 102-day construction period.


	Role
	Responsibility
	Estimated Effort (Days)
	Daily Rate (£)
	Total Cost (£)

	Project Manager (PM)
	Client liaison, regulatory oversight, contract management.
	25
	400
	10,000

	Architect
	Detailed design, planning submission.
	15
	350
	5,250

	Structural Engineer
	Structural calculations for loft.
	5
	400
	2,000

	Main Contractor (MC)
	Manages all construction tasks (1.2 - 1.4).
	102
	600
	61,200

	Total Personnel Cost
	 
	147
	 
	£78,450




[bookmark: _Toc215274706]5.2 Material and Fixed Cost Breakdown
The project budget of £120,000 is set against an industry benchmark of £130,000 for a complex loft conversion in London (Resi, 2025). The material and fixed costs are estimated to align with this benchmark, with the cost variance (R4) being a key risk to manage (Biskupek, 2018).

	Resource Type
	Description
	Cost in £

	Construction Materials
	Timber, plasterboard, insulation, roofing, plumbing, electrical extensions.
	25,000

	Fixtures & Fittings
	Sanitaryware, kitchen units, specialized built-in storage.
	10,000

	Regulatory Fees
	Planning Application Fee, Building Control Fee, HMO License Fee.
	3,500

	Contingency Reserve
	10% of total estimated cost (for unforeseen issues)
	11,695

	Total Material/Fixed Cost
	 
	£50,195

	Total Estimated Project Cost
	£128,645
	

	Project Budget (O3)
	£120,000
	

	Variance
	-£8,645
	




[bookmark: _Toc215274707]6.Risk and Stakeholder Management
The project's success hinges on proactive risk management, particularly concerning regulatory compliance and cost control (Biskupek, 2018).

[bookmark: _Toc215274708]6.1 Project Risks

The risk register is developed using a qualitative risk analysis approach, where risks are assessed based on their Probability (P) and Impact (I) to determine a risk score (R-Score) (Project Management Institute, 2022). The response strategies are chosen based on the four primary risk responses: Avoid, Mitigate, Transfer, and Accept (P. Franklin and G. Berlin, 2024)
	Risk ID
	Risk Description
	Probability (P)
	Impact (I)
	R-Score (P x I)
	Response Strategy

	R1
	Planning Refusal: Lewisham Council rejects the HMO conversion application.
	High (0.7)
	High (0.9)
	0.63
	Mitigation: Pre-application advice from the Council. Contingency: Appeal or redesign to a 3-bed, 2-bath configuration.

	R2
	Unforeseen Structural Issues: Hidden defects are found during demolition (e.g., rot, asbestos).
	Medium (0.5)
	High (0.8)
	0.40
	Mitigation: Detailed structural survey prior to purchase. Contingency: Use the Contingency Reserve (£11,695) to cover remediation costs.

	R3
	Main Contractor Delay: Construction work is delayed due to resource or supply chain issues.
	Medium (0.6)
	Medium (0.7)
	0.42
	Transfer: Include liquidated damages (penalty clauses) in the contract . Mitigation: Weekly progress meetings with the Main Contractor.

	R4
	Budget Overrun: The actual cost exceeds the allocated budget (Variance: -£8,645).
	High (0.9)
	Medium (0.7)
	0.63
	Mitigation: Immediately present the cost variance to the Client and negotiate a revised budget or reduce the scope of high-cost items (e.g., specialized storage).




[bookmark: _Toc215274709]6.2 Stakeholder Analysis and communication management 

The stakeholder analysis uses the Power/Interest Grid to categorize key project participants, a fundamental tool in the Project Management Body of Knowledge (Project Management Institute, 2022). The communication strategy is based on the principle that effective communication is essential for successful project execution (Galli, 2020).

	Stakeholder
	Power
	Interest
	Strategy
	Management Approach

	Client/Investor
	High
	High
	Manage Closely
	Weekly formal status reports focusing on budget and schedule adherence (O1, O3).

	Lewisham Council (Planning/Building Control)
	High
	High
	Manage Closely
	Proactive communication, ensuring all submissions are complete and compliant with local policy (O2).

	Main Contractor
	High
	Medium
	Keep Satisfied
	Clear contract, timely payments, and prompt resolution of site issues.

	Future Tenants
	Low
	High
	Keep Informed
	Their needs (storage, quality, safety) are represented by the Architect and Project Manager in the design phase.


[bookmark: _Toc215274710]
7.Conclusion

This Project Plan provides a comprehensive and realistic roadmap for the "Lewisham 2-to-4 Bedroom HMO Conversion," successfully applying core project management principles to a complex construction scenario. The project's scope was meticulously defined to achieve the client's objective of maximizing rental yield through a compliant 4-bedroom, 2-bathroom configuration, justified by UK HMO standards (government uk , 2025).
The plan utilizes a Waterfall methodology due to the sequential nature of the work and the critical dependency on the 60-day Planning Permission approval. The detailed Work Breakdown Structure (WBS) and the 28-week timeline are grounded in current London market data, demonstrating a practical application of scheduling techniques.
A key finding is the Budget Overrun (R4), which is addressed through a procurement strategy utilizing a Fixed-Price Contract to transfer cost risk to the Main Contractor. The project's success is ultimately dependent on the proactive management of the regulatory risk (R1) and the effective communication with high-power stakeholders. Upon completion, a formal Project Evaluation will ensure that the project is closed successfully and that all objectives are met, providing valuable lessons for future investment projects.
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