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[bookmark: _Toc234371721]  Executive Summary
The structure and organisation of this report demonstrate the process involved in planning and managing the refurbishment of a second-hand horse trailer into a fully functioning mobile kitchen and catering unit for Cardiff Council Community Events. The aim of the project was to deliver to Cardiff Council a safe, practical, and versatile catering trailer that could be used to provide catering facilities at local festivals, community events and engagement days. The project must be completed within 12 weeks, following which the refurbished trailer is delivered to the client (Project Management Institute (PMI), 2021).
This report explains how the use of recognised project management tools and techniques helped to plan and deliver the project. Application of scope management, stakeholder analysis, and communication planning as well as tools such as the Work Breakdown Structure (WBS), Gantt Chart and risk management helped to plan the project schedule and allocate resources to ensure efficient and effective project monitoring (Kerzner,2022: Maylor 2024). Each tool assisted the project team to effectively communicate, manage risk, and ensure project activities did not exceed the constraints of the agreed iron triangle.
Project planning tools were then reflected upon based on how they were used throughout the project. Although some techniques were found to be particularly useful in planning and organising the project; others had to be constantly adjusted as the project timeline progressed. Finally, the report explores lessons learned and provides recommendations that can be considered for future refurbishment projects.
The project highlights how careful planning and the application of project management principles can contribute towards the delivery of a functional solution that will meet both Cardiff Council and local community needs.
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[bookmark: _Toc234371722]Introduction
The project entails converting a second-hand horse trailer into a mobile kitchen catering trailer for Cardiff Council Community Events. Instead of buying a new catering trailer, refurbishing an old trailer is cheaper and more sustainable than buying brand new. The completed unit will be used to provide food and beverage services at Cardiff Council events and local community gatherings.
Cardiff Council is a public sector organisation, which means there are various considerations to ensure processes are completed safely, correctly, and responsibly. The refurbished trailer will need to comply with UK food hygiene, health and safety, and vehicle guidelines and regulations while being completed on time and not exceeding budget. Efficient planning, communication, coordination, and control will ensure project success (Project Management Institute (PMI), 2021).
The objectives of this project are to refurbish a second-hand horse trailer into a safe, usable mobile kitchen for Cardiff Council in a 12-week timescale.
The following project objectives will need to be met in order to reach the overall project aim:
Purchase or source a second-hand horse trailer
Reach the required refurbishment standard by the deadline
Install food-safe electrical wiring and plumbing 
Fit the required catering equipment to the trailer
Gain certifications to prove the kitchen meets food hygiene guidelines and passes health and safety standards
Deliver the refurbished vehicle on time and within budget.
All of the above will require detailed project planning and control (Kerzner, 2022).
[bookmark: _Toc234371723]2.Finding 
[bookmark: _Toc234371724]2.1 Project Management Tools and Techniques
[bookmark: _Toc234371725]2.1.1. Scope Management 
In project management, scope refers to the amount of work that needs to be accomplished to complete a project successfully. Managing scope involves making sure that everything required to complete the project is included in the project plan and nothing that is not needed is allowed to interfere with schedule or budget. Well managed scope can clearly define project boundaries and ensure that all stakeholders have the same understanding of what a project will and will not deliver. It also minimises the risk of scope creep increasing costs by ensuring expectations are defined at the start of the project and progress can be easily tracked (PMI, 2021).
[bookmark: _Toc234371726][bookmark: _Hlk234363112]2.1.2. Stakeholder Analysis 
Stakeholder analysis aims to determine "those people, groups, or organisations that may affect, or may be affected by" the project. Stakeholders may include the project team members (internal) or suppliers, customers, or government bodies (external). They can then be prioritised by degree of power and interest they have over the project using a framework such as the Power–Interest Grid. Knowing stakeholders' expectations allows the project manager to better influence communications and decision-making, decrease latencies, and ultimately increase chances for project success (Bourne, 2016; Olander, 2007).
[bookmark: _Toc234371727]2.1.3. Communication planning 
Communication planning determines who needs to receive project information, what they need to know, how you will communicate with them, and when. A good communications plan allows project managers to provide stakeholders with the right information at the right time. Effective communication also prevents people from working in silos and ensures that anyone likely to be affected by a change is notified in a timely manner. Regular communication is essential for successful project delivery. It allows project managers to identify and address issues quickly, keep track of progress, and maintain positive stakeholder relationships (Lock, 2020).
[bookmark: _Hlk234364174]2.1.4. Work Breakdown Structure (WBS) 
A Work Breakdown Structure (WBS) allows one to break down their project into work packages that are organised in a tree structure. A WBS assists the project manager in allocating responsibilities, tracking progress, costing, and understanding project dependencies. Tasks that are needed to complete the project are defined before work begins on the project, allowing for planning that will enable the project to be completed on time and within budget (Burke, 2023).
[bookmark: _Toc234371728]2.1.5. Gantt Chart 
Project managers use Gantt Charts to track project schedule. The chart provides a visual overview of the project schedule and allows project managers to identify which tasks need to be completed by when. Task dependencies are also shown on the Gantt Chart, which can be used to estimate how long projects will take. Updated Gantt charts allow project managers to quickly assess project progress at a glance and adjust the project schedule where needed. Sharing Gantt charts with stakeholders ensures everyone understands the project plan and can greatly improve coordination (Maylor, 2024). 
[bookmark: _Toc234371729][bookmark: _Hlk234363826]2.1.6. Risk Management 
Project risks can include any unexpected event that can have either a positive or negative impact on your project. The best project managers will identify risks to your project and implement solutions to those risks before they occur. Managing risk includes determining both the probability of a risk occurring and how much it will affect your project. Then you can prioritise these risks based on their impact. Solutions can range from purchasing insurance, building in extra time for your schedule, or flat out not doing high-risk activities (Hillson, 2002).
[bookmark: _Toc234371730]2.1.7. Iron Triangle 
SO called as changes to one constraint will likely impact the other two, the iron triangle shows how project time, cost, and scope are related. Project managers can complete projects within these constraints while maintaining the desired level of quality. If any of these factors change, you will have to make an adjustment to at least one of the other two. For instance, if you want to shorten the schedule, you will probably need to pay additional staff to work faster or spend more money on resources. (Project Management Guide).
Figure 1. Project Management Iron Triangle for the Horse Trailer Refurbishment Project
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[bookmark: _Toc234371731]2.2 Application of Project Management Tools
[bookmark: _Toc234371732][bookmark: _Hlk234357442]2.2.1 Application of the Tools
Different project management tools supported the refurbishment project in various ways and addressed particular issues that occurred throughout the conversion of the horse trailer into a mobile kitchen. Collectively, they enhanced planning and coordination but were only as effective as those responsible for implementing them
Scope management was utilised to determine the project at the start and helped the team focus on delivering a complete mobile kitchen capable of functioning correctly in the agreed timeframe of 12 weeks. The tool became more beneficial when further repairs were noticed during the inspection phase. Scope ensured work was completed regarding safe operation, legal requirements, and client requirements. This process also highlighted that refurbishment projects can benefit from flexible scope management, as not all problems can be found during the planning phase (Project Management Institute (PMI), 2021).
Stakeholder analysis aided decision-making throughout the project by ensuring Cardiff Council received all of the required updates while suppliers and contractors were informed to prevent any delays that could be avoided. Better communication allowed for collaboration and more rapid responses to any arising issues. However, as the project progressed, stakeholders changed their expectations. The communication plan should have been updated to reflect these changes, which illustrates that stakeholder management is an iterative process, not a one-time task (Bourne, 2016; Olander, 2007).
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Figure 2. illustrates the Work Breakdown Structure used to divide the refurbishment project into manageable work packages.

[bookmark: _Toc234371733][bookmark: _Hlk234365494]2.2.2 Implementation and Benefits
The use of both the WBS and Gantt Chart complemented each other when completing the refurbishment project. WBS broke down the project into manageable work packages, whereas Gantt Chart was used to monitor against the timeline of 12-weeks and identify any delays. Moving other activities while waiting for catering equipment helped limit downtime as much as possible. From this project it can be seen that schedules are only effective when they are monitored and updated with the progress that is actually being made (Burke, 2023; Maylor, 2024).
While all tools used for project management helped complete the refurbishment, not all were as useful throughout the project. The importance of each tool became clearer when unexpected events occurred that caused plans and decisions to be altered.
Gantt Chart in Use:
[image: ]   Figure 3. shows the project schedule and the planned sequence of activities over the 12-week refurbishment period. 
[bookmark: _Toc234371734][bookmark: _Hlk234358440]2.2.3 Challenges and Limitation
[image: ]The quality of the second-hand horse trailer presented one of the largest challenges of the project. Although it had been checked prior to refurbishment work starting, further rust was found throughout the project, impacting both timings and resource allocations. Activities were shuffled around to reduce delays as much as possible and meet the agreed date of handover. From this, it can be determined that project schedules should not be static and should instead be adjusted to align with actual progress (Maylor, 20 24). Effective communications also aided implementation. Continuous engagement with Cardiff Council helped keep refurbishment work aligned with the client’s needs, while maintaining contact with suppliers allowed the project team to shuffle activities when there were delays in catering equipment. Although including contingency time minimized delays, communication was not able to prevent all external obstacles, demonstrating that there are limits to stakeholder management (Bourne, 2016; Olander, 2007). Finally, risk planning proved useful during project delivery. Identified risks such as structural damage, cost overruns, and food hygiene legislation were monitored throughout the project timeline. Contingency plans allowed for rapid response if issues occurred. However, hidden defects proved that risk management should be continuous, not just during the planning phase (Hillson, 2002). 
Table 1. Project Risk Register
[bookmark: _Toc234371735][bookmark: _Hlk234364962]2.2.4 Evaluation of Tool Effectiveness
To conclude, all tools aided the mobile kitchen refurbishment project. However, some had more impact than others did. The Work Breakdown Structure and Gantt Chart were found to be most supportive because they allowed activities to be organised and schedules to be altered when needed. Stakeholder analysis allowed better decision-making by constantly keeping Cardiff Council involved, and risk management allowed the team to better react when something could go wrong by preparing in advance. In combination, using multiple tools allowed for greater flexibility throughout the project, allowing for success despite changes (Kerzner, 2022; Project Management Institute (PMI), 2021).
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Figure 4. Relationship Between the WBS and Gantt Chart
[bookmark: _Toc234371736]2.3 Communication and Stakeholder Management
Stakeholders who needed to be managed throughout the refurbishment included those who could impact project progress and outcome. The stakeholder with the most authority was Cardiff Council because they would be approving the finished trailer. Updates regarding progress allowed the team to lock in design decisions which avoided rework and assisted with decision-making (Bourne, 2016).
Suppliers and specialist contractors required coordination, as late deliveries had the potential to impact the timescale of 12 weeks for completion. Although there were late deliveries of some of the catering equipment, communicating with the team allowed us to rearrange certain activities to minimise delay as much as possible (Lock, 2020).
Regular meetings were held throughout the project, which allowed for tasks to be rearranged between team members when unforeseen structural corrosion was discovered. Having the ability to adapt our work but still hit project goals and finish on time demonstrates how communication plans should be adaptable (Project Management Institute (PMI), 2021).
In general, communication allowed for stronger stakeholder relationships and successful project delivery. Providing more frequent updates to Cardiff Council and receiving updates from suppliers earlier could have avoided queries about design decisions and allowed for more accurate scheduling. These experiences have taught me to adapt communication methods throughout a project instead of having a set communication plan. (PMI, 2021).
Power–Interest Grid
[bookmark: _Hlk234366548]                                                       Figure 5. identifies the project’s key stakeholders based on their level of power and interest.                                 
[bookmark: _Toc234371737]3. Conclusion
[image: ]Completing this refurbishment project has highlighted how good planning and decision-making practices can help reach a project goal. The programme experienced some unforeseen problems, but ongoing monitoring allowed the team to adjust speedily while keeping focused on goals. Employing multiple project management tools enhanced team coordination, aided stakeholder management, and facilitated issue resolution throughout project development. Although no single tool allowed full control over the project, using them collectively proved an effective way to manage the programme. Successful completion of the project allowed us to deliver a working mobile kitchen that fit Cardiff Council's operational needs.

[bookmark: _Hlk234365940]
[bookmark: _Toc234371738]4. Future Improvements
Lessons learnt that could be implemented on other refurbishment projects include conducting more thorough structural surveys prior to refurbishment work commencing. This would allow better project planning, as repairs could be identified earlier and more accurate costs and timings could have been planned. Communication plans should be revisited throughout the project as stakeholder requirements can change. Finally, allowing more time for deliveries of equipment and unforeseen technical problems as well as more regular communication with Cardiff Council would aid quicker decision-making and reduce the amount of rework required. Utilising these lessons learnt would allow better project planning, allow for more contingency during project implementation and help to ensure projects are delivered to the required quality, time, and budget (Project Management Institute (PMI), 2021; Kerzner, 2022).
Strengths and Weaknesses
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Figure 6. Project Team Strengths and Weaknesses
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