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Executive summary

This report will present a project in a chosen organization. This will be Scotccape.It is a landscaping firm more than 30 years in the market (Scotscape Bringing the outside in! - Metier Rendezvous, 2020). Their field of action is more likely living walls, interior plants design, garden design, hardscaping and green roofs. The latest Scotscape innovation is the Smart green system. It was found by the owner Angus Cuninngham and he holds the rights of this patent (Scotscape Bringing the outside in! - Metier Rendezvous, 2020) This report will discuss how the organization managed to survive during the pandemic and how they run a project successfully in this global crisis.     















Introduction

 For more than a year, mankind has been facing the global pandemic of covid 19. This pandemic has changed the world and normality as we know it so far. Many business and organizations have been affected negatively but some of them have found opportunities for improving and developing their products and services. Some others have found ways to continue their working process during the period of the pandemic by adopting changes that are suitable to them and their scope. This paper will analyze how this pandemic has affected the chosen organization. The name of the organization is Scotscape, as it was mentioned above in the executive summary paragraph and the area of the business is in the horticulture field. In August 2020, a customer of Scotscape assigned the company with a planting project. Its scope was the production of large decoration plant pots in different size and different plant mixes. The quantity was significant, and the deadline was very specific. The purpose of the plant pots was to be delivered and placed in particular positions on high streets in central London and replace previous existing pots. The already existing pots were damaged and were left without maintenance for very long periods of time because of the lockdown. It was one of the impacts for the customer caused by corona virus.
 My motivation to be involved in this project was the general idea of a greener -big city and my love and enthusiasm for planting and plants decorating. The thought that my creations will decorate high streets, making them look more beautiful and people will admire them encouraged me more. Another one motivation for me was the chance for collaboration with Scotscape. I have known the organization from above and their achievements so far. It was honor to work with their great team. The project started in August and ended in October 2020. The idea was born by the Scotscape’s customer and was delivered and introduced by the project managers of the organization. The accomplishment of the project would have multiplying benefits. Satisfied customers, more projects in the future and more attractive streets of our city are some of them. In cases where the goals of the project were not completed on time, the company could even lose the customer.
 The purpose of this report is to provide a project in an organization, the purpose this project has and how it will be useful. How this project has been planned and what type of difficulties and risks it faced. For this purpose, SWOT analysis will be applied and each of the components will be analyzed.

 The framework and deadlines and how they were achieved will be in the focus of this report. It will introduce the scope statement and the Gantt Chart of the project as well. They will be analyzed critically in details and each of the components will be clarified and sorted out and explain in detail the contents. The cost estimates of people, materials and deliveries will be evaluated by using suitable methods and techniques. In order to implement a project in an organization, it must have functional project management. Project management as a definition seems complicated, but at the same time it is explained in just a few words. According to Bonnie (2018), some of the basics of project management is to set and prioritize goals, make schedules, while also communicating with the stakeholders. More specifically the project is a task with specific criteria and parameters, which must be implemented in time frames and specific budget by using and applying suitable knowledge, tools, skills and techniques for the achievement of the goal.





Methodology
To implement any project, a proper method must be used. Planed, provided and applied relevant project planning tools and techniques are the key for successful implementation for sustainable project. Project management is all about performing and implement knowledge, techniques, methods and skills for the best approach to a project and achieve it needs and aims, according to the PMI (2021). Project management is a procedure, for which responsible is the project manager. He must study the project futures, observe and evaluate critically the objectives and perspectives and decide which project management technique must be used. This depends on the nature of the project. There are techniques suitable for small or bigger and more complicated projects. The traditional method in the case of Scotscape is more suitable. Traditional method, according to Mrsic (2017) is procedure which combines variety of tools for the successful planning, estimating, and controlling each stage of the implementation process of project development.  The traditional method has five stages: initiating, planning, executing, controlling and closing and is suitable to projects with minimized potentials of changes. Also, the stages of the project are completed in a range. The author claims that Traditional management was been introduced as official management method for first time in the 1950s in order to summarize and put in order project management. However, this method exists and was been used for centuries. With time, Traditional management was being developed and improved in order to meet the demanding needs of the businesses.  The benefits of this method are the clear overview of objectives and documentation and the progress is easier to be controlled based on the responsibilities of each of the individuals. 
There are several tools to be used to successfully manage a project. Waterfall, Agile, Gantt Chart, Prince 2, Scrum are some of them. Prince 2 is relevant and more likely was used for projects in the organization of Scotscape. Compeering to the Agile, Prince 2 is more structured. According to Buehring (2020), it is focused in the needs of the customer. It also contains the whole life cycle of the management of the project. On the other hand, Agile method more likely focuses in the team processing the work. It is flexible and allows changes during the progress of the project. In most cases project managers use more than one of the techniques to make sure that they cover all the perspectives of the project. The estimation of the cost has some techniques as well. Perhaps Analogous, Parametric, Bottom-up the Three-Point are some of them. For the Scotscapes’ project the most suitable is the Analogous Estimating method.
Critical path method is another one method for successful planning and implementing of a project. This theory suggests that the implementation of a project depends on some critical components, activities or elements, Cohen (2018). It has critical and non-critical tasks. The tasks are following and connected. They are scheduled and determine the duration of the project and its activities. Benefits of using this tool are the decrease delays, increased efficiency and breaking down in detail all tasks. 
Risk analysis is an important point of the plan management. Rosencrance (2020) claims that this is a process, which has the aim to identify and analyze the potential risks and threats for a project in an organization.  Creation of risk analysis helps to avoid them.          
                      

 Implementation
For the implementation of this project are needed people, materials and proper executive plan.  First of all, the HR office need to recruit the employees. Soft landscapers and hard landscapers. They must have good knowledge of plants, planting and maintenance, team working and other essential skills for this job. The organization needs to recruit divers as well. The drivers must know well the area and driving and parking rules of London. 
There is one more significant element of this project: the organization must identify the stakeholders and their expectations from this project. Subsequently, a communication plan must be developed. According to Watt (2021) the scope of the communication plan is everybody to be aware of the future and progress of the project. However, not all the information about the project concerns all stakeholders. The landscapers are a group of stakeholders who need to know different kinds of information than another stakeholder, such as a client. The plan must include the type of communication. Emails, reports, presentations, meetings are some of them. If a stakeholder is abroad, the time zone must be considered as well. Depending on the receiver of the information, the communication plan must point out the person who will deliver it and what type must be used.                   






The first step that must be done is the creation of Gantt Chart and Project Scope Statement. According to the Association for Project Management (2021) The Gantt Chart is essential for every kind of project. It is a project management tool which presents the tasks in chart bar lines with start date and ending date and helps in the monitoring of the projects’ progress. It shows who is responsible for each of the tasks as well. The Gantt Chart was created and developed according to Lyons (2018) at the end of the 19th Century by Henry L. Gantt, who at this time was working with a colleague in production planning for business. An example of the Scotscape’s Gantt Chart is included in the report. 

Gantt Chart
 It gives details about each feature. The time needed for their implementation and who is responsible for the implementation prosses.  For the recruiting procedure, for example, the HR office is responsible. HR will need one week to employ the stuff. In the same period of time, we are able to see that the supervisor will be ordering the materials and receiving them. Until the end of the recruiting process, all the materials will be available in the company’s yard and ready for the planting prosses to be started. The procedure of planting will run for 60 days, according to the forecasts if there are not interrupted by any external factors. Those factors could be the bad weather, travelling problems and others. They are pointed out in the Scope statement and the SWOT analysis in more details. Planting process implements by the planting stuff, the team leader and sometimes the supervisor helps in planting as well. The team leader assigns the tasks to each of the team members. He also takes responsibility in the planting process and helps wherever is necessary. Each of the stuff has a specific task and responsibility. The progress of the planting process has a chain structure. There are few stages. Preparing the planters with the right materials, as fleas, soil, water tank, planting the planter with the assigned plant mix and bark and the last stage, quality check.
 Next step in the Gantt Chart is quality check. This procedure goes on every day at the end of the planting process. Includes check of the right plant mix, all the components included and the good aesthetic of the final product. If the product meets the standards, the team goes further with the packing procedure and the pots are ready to be loaded and delivered to the final destination. Next stage in the Gantt Chart is delivery procedure. It takes place for the whole duration of the planting process. Every day at the end of the planting and quality control, ready to be packed and delivered planters should be loaded and delivered to the site they should be planted. Delivery takes place mostly evening to avoiding the day traffic in the busy streets of the big city. Evening hours are more suitable the big lory to be parked in the streets of London. The load unloads in the evening. The next stage is the placing process and continue the next day after the delivery. The team responsible for the placing of the planters starts the next morning. Investigating the ground, the position of the sun light and other factors must be considered. As far as the investigation will be done and the correct decision will be made, the team moves to the pleasing stage. With this procedure the whole process comes to an end.    


Project Scope Statement
 This statement is the frame of the whole project, according to Landau (2019), and includes complete information for the assignments, future, sources, people, materials, and stakeholders, which will be affected by the implementation of this project. It has 7 basic features: justification, scope description, business objectives, project deliverables, project exclusions, constraints and assumptions.  
1. Justification
This is the identification of the needs for the implementation of this project and how the results will be useful in meeting those needs. In this case, the need was to create more planted areas in the city with the result of developing the upgrade of the urban environment. 
2. Scope description
This is one of the most important steps. It describes what is within the scope and what is not. The scope description will make clear all points of the result and will create the frames so the project could exist. One more purpose of the scope description is to give the employees a clear picture of what exactly must be done and communicate with the rest of the stakeholders on how their expectations will be met. In the case of the project of Scotscape is the following: implementation of planting process, delivery and placing of planted pots in 5 different sizes and with different plant mix. In this scope description was clear that it includes recruitment of the team, assigning duties, ordering materials such as plants, pots, soil, bark and others, delivering and placing the already planted pots. 
3. Business objectives
This is the point that the organization points out the expectations it has by implementing this project. How it will benefit the image of the company and what goals and targets will be achieved. For Scotscape this has been the biggest planting project so far. The organization had never a planting project of plant pots in such big scale. For them the successful integration of the project would bring great benefits. Enriching the business portfolio with new services, new products and biggest experience are some of the benefits. Having good knowledge of their product, they were in the position to offer the client maintenance of the plant pots. In this case, the organization would be able to create strong bonds with the client and lead this collaboration to the next level, undertaking the next potential project.
4. Project deliverables
The project deliverables are the product itself and the outcome of the whole process.  It could be promotion services and actions, advertising and more other. In Scotscape’s case, the deliverables are the final product. Full description of each plant pot was been provided. Each size of pot with specific plant mix. How many plants, what type of soil, bark and other potential materials was been used and how many products in total will be delivered. 


5. Project exclusion
It is very important to be provided the project exclusion. This is because the client must be informed of what is not included in the outcome. They will be aware of what they should not expect to receive at the end of the project. This could help the client decide if they need to extend the collaboration and will help the executive organization obtain potential business bonds with the client.
 It could be a significant detail but if it is not in the basic contract, the project would not be able to provide it. For Scotscape’s clients, the project ends with the delivery and placement prosses. Maintenance prosses for future needs of the plant pots is not included in this project. That means the client must provide the maintenance by themselves. But if they do not have the professional knowledge, skills, materials, tools and people, the executive company will be able to provide this type of service as well, in a second phase as maintenance prosses as new contract. 
6. Constraints
Depends on the project, the constraints could be funds, time frames and deadlines, people, weather conditions and many more. They are usually connected. If one of components has failures the impact to the rest of the constraints will be immediate. For Scotscape, constraints are mostly connected with weather conditions, suppliers and delivery issues. Because of the pandemic are delays on the supply chain. Many workers are from abroad and they have problems with the returning process back in London because of the restrictions in deferent regions in Europe, caused by the pandemic.  
7. Assumptions
This section is an information for the stakeholders about what sources and basics are needed in order for the project to go on and point out what the biggest fouls could be. In this project the assumptions are on time receiving the materials, plants and pots, weather conditions, assigning the right task to each member of the team.
Prince 2 
As this paper reports above, Prince 2 method for managing projects, is structured, and based on seven axioms. Buehring (2021) claims that those principles are the foundation above the method is based. 
1 Continued business justification
The project must be capable of working successfully, able to be brought about and desirable balance between risks, costs and benefits. Questions from stakeholders can be asked not only at the beginning of the work but during the process any questions that would arise, should be answered. The justification is more likely financial return or some other type of benefit. The benefit for this organization is that their products-plant pots and planters will be in public view in the most visited streets of London. This gives the opportunity for advertising and promotion for the business. 
2 Learning from experience
Scotscape has long term experience from above. It helps in each step of the project. From the very basic stages, as recruiting the stuff, orders, delivery and experience of the main prosses, the planting. Lessons drawn from upon projects could be useful to avoid mistakes and threats. Successful implemented aims could be applied if suitable as well. 
3 Defined roles and responsibilities
It is clear, that each person should be aware of their responsibilities. What their goals are, the deadline and outcomes of their work. 
4 Manage by stages   
Project manages by stages. Planning, monitoring, and controlling. The planning prosses includes all the futures of the project. Monitoring is the stage of observation of the prosses flowing. Controlling prosses is the last stage of quality check on the final product. 

5 Manage by exception
This point is all about tolerance. Authority for any decisions to be made has the management team. The project manager must develop exception report. The manage by exception has six components to consider : time, cost, quality, scope, benefits, and risk. 
6 Focus on products
Project plans are based on the product. It is important product to meet the criteria and agreed quality. If the delivered product meets the standards leads to benefits for the project. 
7 Tailored to suit the project
The advantage of Prince 2 is the adaptability. All projects are different. Because of the location, products, costs and other factors the project management technique must be tailored based on the needs and aims of the project.  
    


       

Cost Estimation
Analogous estimating method is more suitable for this project. According to Dashore (2021), by this method the person in charge uses data from previous similar projects. Most of the components have the same cost, as materials, deliveries, stuff payments and other expenses. The difference is the scale of the project. The number of people, quantity of products and delivery process. 
Critical Path Method
For Scotscape and its project the CPM is quite simple. The activities are not too many and their components are few. In general, the structure looks like the following:
A. Recruiting prosses
A1 Recruiting hard landscapers
A2 Recruiting soft landscapers
A3 Recruiting driver
Time needed: one week
B Ordering materials
B1 Ordering plants
B2 Ordering soil
B3 Ordering bark
Time needed: one day
C Receiving materials 
C1 Receiving plants
C2 Receiving soil
C3 Receiving bark
Time needed: one day
D Planting prosses 
D1 Add soil in the planters
D2 Add plant mix
D3 Add bark 
Time: 50 days 
E Quality auditing
E1 Plant mix checking
E2 Bark quantity checking
 E3 Overall view of product checking
Time: 50 days
F Packing prosses
F1 Placement pots on platform
F2 Placement isolation materials among the pots
F3 Tiding up pots
Time: 50 days 
G Delivering prosses  
G1 Loading products
G2 Delivering to the destination
G3 Unloading products
Time: 50 days
H Placing pots ant planters
H1 Unpack planters and pots
H2 Placing each pot in the required position
H3 Watering the plants
Time:50 days
Activities D, E, F, G and H need 50 days. However, those activities happen every day repeated for 50 days in total. 
This project in total has been planned to be implemented for sixty days. From the Critical Path Method apparently, it is obvious that the project ends earlier. The management team has added few more days for unexpected occurrence. Otherwise the project will be delivered few days earlier then the deadline. 
   
Risk analysis is important tool to be used in this project as well. The organization tried to keep the whole planning and managing of the project simple though. For this reason, the management team included the risks in the SWOT analysis. 
SWOT analysis
SWOT analysis is an essential tool to be used in an organization. This is the assortment of the strengths, weaknesses, opportunities and threats that a company, individuals or projects could face. This tool is useful and applies in many different situations. This tool was found by Albert Humphrey at 1960 (Scooley) 2019. Its purpose is to identify the components above and analyze them in detail so it could be used forward and avoid the failures and capture the opportunities. It is important to discover the strengths to be able to avoid or eliminate the weakness. Identification of the opportunities is significant for facing the threats. For each purpose the SWOT must be create according to the demand. In the case of the planting project the SWOT analysis have this form: 
Strengths
Scotscape has a very well trained team with good knowledge of the plants, long experience. Team spirit, important for this project. Good supply chain. Flexibility to the working hours. Large space to host big quantities of pant pots and other materials. The planting process does not face any threats by the Covid pandemic, because it takes please in open space and people work in a safe distance from each other.  
  Weaknesses
This is the biggest project for Scotscape so far with the biggest quantity of pots so far. The organization has never had a collaboration with this client, and they don’t know them very well. During the corona virus period many suppliers don’t have all the materials and Scotscape has to do new contacts to insure the mandatory supplies. The planters are handmade special order and if some brakes are difficult to be replaced. 
Opportunities
Not many planting companies in the area have the skills, people and techniques to undertake project like this. The project itself requires special items and not all business have access to them because of the quantities and the space they need to be stored. 
Threats
Scotscape has the workspace on open space outdoor and if the weather is not good with heavy rain the team will not be able to work. The company is in the country site and far from the city. In case if heavy traffic or some other kind of problem in the road the delivery process may have problems. Because of the pandemic many workers could not be able to come back to their work position.
Conclusion
From this report, it is obvious that planning a project in an organization is a very complicated process. Many methods and techniques are available to manage every single step. Not all of them are applicable to every project, because of the features, variety, characteristics, nature of the project and many other factors, which characterize it. But at the very same time it is a necessary and essential step before any activity should be started. However, proper tools and techniques have been used for the planning in Scotscape. Every project manager should have the knowledge of them and the skills to apply the right method in a given situation. That is why this specific project went well. From the recruiting process, the orders, communication with stakeholders, planting, quality check and delivery, all steps were completed on time with success.  If the management of the project uses the right tools and methods and follow the right steps, nothing would not go wrong.   
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		Activity		Responsible		Elapsed Time

		Recruiting People		HR		1week

		Order Plants 		Supervisor		1 day

		Order  Soil		Supervisor		1 day

		Order Bark		Supervisor		1 day

		Receive Plants		Team Leader		1 day

		Receive Soil		Team Leader		1 day

		Receive Bark		Team Leader		1 day

		Planting Prosses 		Team		60 days

		Quality Check		Supervisor		60 days

		Packing Prosses		Gardener		60 days

		Deliver Pots		Driver		60 days

		Placeing Pots		Team		60 days






