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Introduction

The aim of this report is to describe in detail the planning phases and approach undertaken
for the Vintners Business relocation Project. The report will provide a critical assessment of
the risks associated with the project and provide information on the decision making
techniques and processes used to mitigate those risks. The report will further highlight the
communication and updating methods and channels between the Project Management

Team and Vintners Antiques.

The primary consideration of this report will be to identify and clarify issues in the following

five areas:

e Describe the organisation for which the project is being developed.

e Provide a critical assessment of the risks associated with the project.

e Describe the project management tools and techniques being used in the
case study.

e Show how the project plans will be communicated to the stakeholders

¢ Provide a personal reflection of your own ability of managing the project
with future recommendation and self-development plan to improve own

performance.

Vintners Organisation Overview

Vintners Antiques is a third generation family businesses owned and operated by the
Vintners family with a few key employees. The business comprises of two properties, a retail
outlet located in Shirley High Street and a large warehouse in Spark Hill which is used for

storage.

Vintners have recently had an offer from Tesco Express, who wants to buy the retail outlet in
Shirley High Street. Vintners are seriously considering to sell the retail premises and relocate
their entire operations to the Spark Hill warehouse. In order to do this, the Spark Hill
warehouse needs to be converted to a fully functioning ‘All in one Antiques centre’ complete
with showroom, repair factory, storage area, office, bathrooms, customer collection points
and customer car park. Vintners aim to replicate a similar model of operations to the highly

successful “Salvage Hunters” system (as seen on TV). Vintners Antiques have decided to



employ the services of a ‘Project Management Team’ to undertake all aspects of the

relocation and have requested a plan for the project.

Vintners Corporate Structure:

Dennis Vintner (Project Sponsor)

Dennis is the Managing director of Vintners Antiqgues and makes the major
decisions for the company, and as such will be the head of the ‘Steering
Group’ responsible for giving directions for the project as well as the ‘Project
Sponsor’. The Project Sponsor is the initiator of a project and considered the
overall leader and decision maker. They are mainly responsible for keeping
the project progress operations in line with the project proposition. They are
the highest ranking person on the project and usually head the steering
committee which formulates plans and strategies. A main part of the Project
Sponsor is liaise and coordinate with the rest of the project leaders and make
sure the overall project is achieving the organisational objectives, goals and
budget targets. The Project Sponsor must stay abreast of all project related
information and dealings in order to successfully carry out their

responsibilities.

Doreen Vintner (Finance Manager)

Doreen is Dennis’s sister and an equal shareholder in the company. She is
the commercial Manager and responsible for all financial aspects of the
business, She will be the person in charge of the expenses and cost issues

relating to the project and serve on the steering group in that capacity.

Suha Madani (Customer Relations)

Suha Madani is responsible for all aspects of customer relationship matters.
She handles customer enquiries and sales related matters and has a very

good understanding of customer expectations and needs. Suha’s input in the



project and on the steering group will provide a customer user viewpoint

perspective.

e Omar King (Specialist Repair)

Omar has been with the Vintners for a very long time and is the expert
craftsman. Omar is responsible for all repairs and is familiar with every piece
of antiques in the warehouse. He is an expert repairer and has a lot of tacit
knowledge of antiques. Omar will also be on the steering group and provide
useful user stories for the layout of the different sections of the warehouse as
well as storage and layout of current and future antique pieces.

e Paul Ranson (/Representative/Liaison)

Paul is a lifelong friend and advisor to the Vintners and posses excellent
communication skills. His expert knowledge has helped the Vintners develop
their business, and will be their representative to the Project Management

team.

Dennis Vintner
(ProjectSponsor)

Doreen Vintner SuhaMadani OmarKing Paul Ranson

(Commercial) (Customer/User) (Specialist/Repair) (Representative)

Figure 1: Vintners Corporate Structure



Project Risk Assessment

Risk is defined as an uncertain event or condition that can occur which can have an impact
on the outcome of a project (Bridges, 2014). Early assessment and anticipation of risk can
help project managers to plan for them and put procedures in place to reduce or mitigate
risks later on in the project (Roberts, 20110) whilst lack of planning could become very
detrimental. Risks can be the results of two factors (a) the unexpected consequences of an
event and (b) the probability of an event that could occur (Kendrick (2009).

It is very important to consider the risks in terms of Kendrick’'s suggestion and take
precautionary measure. Although the unexpected risks can’t always be planned for the
probable risks can. Often times Project managers will apply tacit knowledge acquired from
past projects to anticipate the probabilities of risk in current and future projects. Once the risk
assessment has been carried out and documented, it should be relayed to all stakeholders
to ensure everyone is aware of them and for the effective progression of the project. The
Vintners Project will also be subject to some risks which need to be anticipated and planned

for. The most probable risks associated with the project will be as follows:

e Shortage of Supplies and Materials

There is a possibility that supply shortages could occur prior to or during the project
phases. Materials shortage and supply delay is considered one of the most essential
factors leading to project delay (Rahman et al, 2017). Research for resource
suppliers should therefore be planned and prepared beforehand. Resource
availability, tracking and distribution data and methods should therefore be

considered beforehand to mitigate these issues (Bridges 2019).

e Bad Weather and Travel disruptions.

Bad weather can have severe consequences for the Vintners project. Often bad
weather puts constraints on certain types of work and restricts work progress. Heavy
rain or snow would affect the ability to carry out construction work (The Veterinary
record, 2015) whilst heavy winds could delay the transportation of goods and

supplies for the project. Gusty winds have been known to topple heavy loads and it



is difficult to anticipate bad weather in advance since weather forecasts are

not always one hundred percent accurate (Tobias, 2020).

e Workers/Contractor absence.

Personal shortage may stem from a multiple of causes, ranging from illnesses
to accidents and acts of god. Staff absence has a costly impact on all
businesses, but they are especially costly for projects which have a time
constraint. Absence of staff, contractors and management level key workers
can leave skill gaps in the project that cannot be compensated by others and
cause, disruption, delays and increase project cost and length (Cruikshank,
1976). It is therefore important to analyse and configure tasks and jobs based
on the available skill sets of employees. If more than one person knows how
to carry out every specialised tasks, then the risk factor decreases accordingly
(Rosenhead, 2017)

e Accidents and injuries at work.

Accidents and injuries at work can sometimes occur despite all precautions and
safety protocols, and can lead to delays and disruptions. Safety procedures and
training should therefore be provided to all people involved in the project. Safety
guidelines should be followed by workers and visitors and first aid equipment and

facilities provided for emergencies.

Project Management Tools, Techniques and Methods

Successful Project Management requires Knowledge, Skills and Expertise to be used in
alignment to the project requirements. Although innovation can be useful at certain times, it
can also cause difficulty since it has not been tried before. Project Management relies on
some time tested Tools, Techniques and Methods to achieve accurate and successful

results. Listed below are some of these items and methods used for the Vintners Project:


https://archive.acas.org.uk/index.aspx?articleid=2797#delayed

e User Stories (Method)

User stories is a term which describes features of an undertaking or project as
seen from the point of views of users (Thamrongchote and Vatanawood,
2016). It usually consists of three elements which once asked and answered
can lead to a better insight into what improvements or provisions are needed.
The three key consideration are (a) Who (b) What and (c) Why. If Omar King
made a request for a separate room within the new premises for the purpose
of drying of glue-repaired antique pieces, then that user story would capture
the his identity, requirements and identify areas of improvement. The Project
Management Group could then decide on ‘How’ to address his need, and
create a solution. Successful identification and implementation of User stories

within projects can deliver value back to the user (Rehkopf, 2020).

' SER n

U
‘ STORIES '

Figure 2: User Stories

e The MoSCoW Chevron (Tool)

The MoSCoW Chevron was a very useful tool for identifying and prioritising
tasks within the project and allowed us to understand the significance of
individual elements. This tool allowed us to put the very vital (MUST HAVE),
needed (SHOULD HAVE), desirable (COULD HAVE), luxurious (WILL NOT



HAVE) elements in their allocated categories. This allowed for the abandoning
of less vital element within the project. As a result two prices were quoted to
Vintners by the Project Management Team, one without the WILL NOT HAVE
items and one with everything included.

MoSCoW Prioritization MISSION

Must have: Non-negotiable product needs )
that are mandatory for the team. To address and incorpo-
rate all the MUSTS and as

many of the SHOULD

Should have: Important initiatives that are not ;2‘;:;?: COULD ave s
vital, but add significant value.

Priority should be given

P X to Should have over could
c Could have: Nice to have initiatives that will have.
have a small impact if left out.

WILL NOT have are the

lowest priority

Will not have: Initiatives that are not a priority
for this specific time frame.

Figure 3: MoSCoW Chevron Prioritization Tool

e The lron Triangle (Tool)

The iron Triangle was used to evaluate Quality, by balancing the Time, Scope
and Cost dynamics of the projects. Since one of the defining elements of a
project is allocated timeframe, everything has to be done within that time
frame. The less the time the more the resources required and higher the cost.
If more time is available then tasks can be achieved with fewer resources
such as manpower, saving cost. If a project is very complicated in its scope
then it may require more time, money and experience greater difficulties. A
project that does not have sufficient funds would be prone to lower quality.
The project management team needed to keep a balance between all three of
these aspects, within the established project objectives without compromising

on quality.



Risk declines as project progresses

Fixed Scope
(Requirements)

Subject to cost, time, and quality risks

Traditional Agile

Figure 4: Iron Triangle

The Delphi Technique

The ‘Delphi Technique’ was originally developed in the US during the Second World
War and named after the Greek Oracle at Delphi. Also known as the ‘Wisdom of the
crowd Technique’ it is incredibly accurate at forecasting the correct outcome of
situations, by using collective estimation of large groups (The Psychologist, 2020).
The method is well proven, and works by taking random numerical estimation from
people (usually experts), totalling the value of the numbers and dividing the total by

the number of people asked.

Using this technique allowed the Project Management Team to reduce anxiety over
decisions which involved estimating time, cost and effort elements. Since this
technique is widely accepted in the industry and has been scientifically verified as
more accurate than individual estimation, it reduces risk and gives project managers

confidence in the decision making process.



Facilitator seeks
individual
assessments from
a pool of experts.

Figure 5: The Delphi Technique process (Portal.healthworkforce.eu. 2020)

e Roberts Method

Experts respond to
the request,
receive feedback
and revise their
responses.

NS

Facilitator compiles the
responses and sends a
revised set of questions
to each expert. Several
cycles of feedback may
be needed.

Facilitator produces
report on experts’
responses, noting

key outliers.

Roberts Method is a very simple tool used to determine the time required for

specific tasks, based on the tasks complexity and size. Robert’s method is

useful in the sense that it allows the user to make an estimation based on

limited knowledge. Numerical values were placed on each task and its

complexity and size, and time for completion of the task was allocated

accordingly. The time allocation was then incorporated in a ‘Gantt Chart, to

estimate the total time needed for each task.

Complexity _ _
Size Low Medium High
Small 1 3 5
Medium 4 8 1

Figure 6: Roberts Method



e Gantt Chart

Gantt Charts can provide a number of benefits, including improved costs,
increased efficiency and better timed outcomes (Anderson, 2016). Gantt
Charts outline a projects timeline and the timeframe for individual elements
within the project; they are the ‘Blue Prints’ for projects and offer insights on
the projects order, tasks and duration. They display at a glance the different
elements of the project and the time allocated for their completion with a
beginning and end date for each (Doyle, 2011. The Gantt chart is the
guideline and reference point for every project stakeholder, and used to
measure progress of individual tasks and the project as a whole ‘The Project
Management Team’ gave priority to tasks on the Gantt chart based on the

waterfall methodology.
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Figure 7: Gantt chart

Waterfall Methodology

The waterfall methodology is useful when one task is dependent on another;
this method allows tasks to be ordered in such a way that as soon as one is

finished another can begin.



Waterfall
Development M Odel

Testing

Deployment

Maintenance

Figure 8: Waterfall Method

Communication of Project Plan to Stakeholders

Communicating the plan in a clear and precise manner allows the stakeholders to assess
whether the plan meets their needs, and allows them to suggest new user stories if needed.
Likewise, keeping stakeholders apprised of the project progress is also very important during
the work phases (Alexandru, 2020). The Team Spirit Team submitted a detailed project plan
to the Vintners representative ‘Paul Ranson’. The plan was followed up a week later by a
Skype Call to clarify any areas of confusion. Contact numbers of Team Spirit Specialists and
the Team Manager were provided as well as access to Gantt charts and any other
information. Information relating to regular communication with the stakeholders has also

been provided on slide number 11 of the Project Plan.

01/06/2020 * Project Start
+ Stock relocation to temporary site
l 08/06/202 e
+Steering Group Meeting
l 22/06/202 *Final instructions for construction work
' 23/06/2020 -Construction work begins
' 06/07/202 -Construction work completed
+Steering Group Meeting
07/07/202 +Construction work sign off




+Renovation work begins

l *Renavation Work Completed

] e

i L i
' :?inggL:gg TII;E;?Ed and work started
e

Figure 9: Project Phases and Stakeholder communication dates

Personal Reflection and Self-Development plan to improve
own performance.

Considering that this was my first Project Management Plan, the outcome has been better
than | had anticipated. The project seemed very daunting at first, but became easier when |
learned about the existence of the Tools, Techniques and Methods. Once | started applying
them to individual tasks (as needed) the whole process of project management became

almost a routine process with minor differences.

| believe that in future my ability to draw up project plans will become far easier due to the
experience, Techniques and Methods | have now acquired. My newfound knowledge of
Theories such as ‘The Delphi Technique’ and tools such as ‘Roberts Method’ reduce
uncertainty and risk over the decision making process, which would normally hinder my

ability.

| think that in future project plans, | would include slides on ‘Risk Assessment and Mitigation’
as well as Health and Safety Protocols.
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