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Introduction
The hospitality industry, especially the restaurant sector is highly susceptible to fluctuations in demand and footfall due to external factors like the ongoing Cvid-19 pandemic. Due to the lockdowns and travel restrictions implemented in the year 2020 and the first half of the year 2021, the hospitality sector all across the world has had to face severe financial losses (Abbasi and Jaafari, 2018). Small and medium scale restaurants have had to face the worst of impacts due to the low scale of operations and the limited amount of financial resources available to recover or revamp the business. According to Chawla et al. (2018), most restaurants fail within the first year of operations due to inexperience and poor use of the available resources. However, some establishments manage to sail through due to proper use of resources, good customer experience and efficient staff management. The project plan discusses the expansion of one such dining establishment, The Physician Pub, situated in Edgbaston (Spiridonova, 2021). Due to the seasonal fluctuations in footfall, restrictions in timing and dining area and others, the pub has decided to expand its operations and use its outside terrace as a permanent dining area. 
The project plan discusses the need and the scope of the project and how it will be beneficial for the company. To analyse the impact of the stakeholders and their contributions to the project, a stakeholder analysis has been conducted (Grzeszczyk and Kuchta, 2021). A work breakdown structure has been developed for the project, for categorising the work and activities which need to be completed for achieving the project deliverables (Burghate, 2018). The project involves considerable costs and resources which are required for meeting the project requirements and achieving the project deliverables. Therefore, an analysis of the resources and costs has also been done (Jang, Zheng and Bosselman, 2017). Due to the high risks involved in the expansion of the operations of the restaurant, a comprehensive risk assessment has also been conducted for developing a strategy for minimising the risks and ensuring that the project is completed according to the requirements. 
[bookmark: _Toc88487930]Project Description 
The on and off Covid-19 restrictions placed in Birmingham, especially in Wolverhampton, Sandwell and Solihull have been wreaking havoc on the local hospitality industry (Tereso et al., 2019). According to reports, the lockdowns and travel restrictions caused a decline of almost 38% in the footfall across restaurants and pubs across Birmingham. Moreover, the local vaccination programmes launched by the National Health Service allowed the local authorities to ease the restrictions, causing situations across the sector to improve. However, the additional clauses for reopening did not improve the situation for the restaurants and pubs (Dogru et al., 2020). According to the new regulations, the restaurants and pubs were allowed to operate in only 50% capacity, with a substantial physical distance between dining tables. 
of improving the situations, such restrictions caused a further decline in the profits and revenue of the establishments. Due to the sharp decline in the number of customers because of running in 50% capacity, the overhead costs, the material costs, labour costs and others rose significantly, threatening the survival of establishments like The Physician Pub, one of the most popular pubs in Edgbaston. Despite being a medium-sized one, the pub has a significant following and a decent following and footfall. However, the lockdowns and travel restrictions caused a massive decline in customers (Nasr, 2020). Therefore, to cope with the pressures of running on 50% capacity and sustaining profits, the restaurant has decided to turn its outside terrace into a permanent dining area t increase its capacity without flouting the regulations and still manage to earn enough profit to sail through the slump. 
[bookmark: _Toc88487931]Project Scope
The outside terrace of the Physician Pub is an open terrace used only during the summer months when the temperatures are suitable for open dining. However, during winters, the terrace is closed for dining. Due to being forced to operate in just 50% capacity, the restaurant has decided to expand its dining area, to be able to serve more customers throughout the day (Yost and Cheng, 2021). The terrace will be revamped to accommodate almost 5 tables, serving an average of 4 customers per table. The size of the terrace is almost 250 square feet, providing the Pub with enough room to maintain a decent physical distance between two tables. The project is expected to cause an increase of almost 30% rise in the revenue of the Pub, reeling under financial pressure due to the Covid-19 pandemic. 
The terrace will be revamped to include 5 cabanas, capable of serving 4 customers per cabana. Instead of setting up individual tables, setting up cabanas will ensure the physical and social distance between two groups of customers, marinating the regulatory requirements (Shanker, Sharma and Barve, 2021). The cabanas will also provide the customer's privacy and they will also help in raising the exclusivity of the restaurant. Moreover, to be able to serve customers even during the winter months, when the temperatures can drop severely, portable heaters will be installed so that customers can enjoy the restaurant services in comfort. The whole project needs to be completed within two months so that the restaurant can capitalise on the high demand during new year's eve. The project will be financed partially by the restaurant owner, and partly by an external investor. 
[bookmark: _Toc88487932]Stakeholder Analysis
The stakeholder analysis can be done using the “RACI Metrix” or the “Responsibility Assignment Matrix”.
	Step
	Project Initiation
	Owner
	Manager
	Maintenance head
	Supplier
	Contractor

	1
	Funding
	R
	R/A
	C
	I
	I

	2
	Needs Assessment
	R/C
	R/A
	C
	C
	C

	3
	Procurement
	/RI
	A/I
	C/I
	R/A
	C/I

	4
	Installation
	I
	I/A
	C/I
	C
	A/R

	5
	Final Closure
	I/C
	R/A
	I/A
	I/C
	I


Table 1: RACI Matrix
(Source: Self-Made)
Analysis 
The RACI matrix put forward earlier identifies the main stakeholders and their interest and influence over the various tasks of the project. The categorisations based on the involvement and interests of the stakeholders involved in the project are:
1. Responsible- These are the most important stakeholders, based on their importance and participation in the project. They complete most of the tasks and are responsible for the decisions. The values assigned help in displaying the importance and involvement of the stakeholders. For example, the owner is responsible (denoted as R), for deciding on funding and the requirements of the project. 
1. Accountable- These are the stakeholders who have the accountability for the assigned work and are responsible for approving the tasks, objectives, and decisions to be taken. For example, the manager is accountable for the project (denoted as A) for allocation of the funding and approving the budget as per the requirements. 
1. Consulted- These are the stakeholders who are asked for input or feedback regarding the tasks which need to be performed. For example, contractors are consulted for their input (denoted as C) regarding the size, specification, and design of the cabana. 
1. Informed- These are the stakeholders who must be kept in the "loop", or "informed" of the project tasks. For example, the contractor or the maintenance head is informed regarding the project outcomes and their performance (denoted as I). it must note that even the owner or the manager can be assigned the "I" or any other value based on the tasks. 
[bookmark: _Toc88487933]Work Breakdown Structure 

Figure 1: Work Breakdown Structure
(Source: Self-made)
Analysis
The work breakdown structure provided earlier categories that task under various categories, which need to be completed within 60 days, starting from 1st November, and ending on 30th December 2021. The project needs to be completed within the stipulated time so that the restaurant can capitalise on the extremely high footfall witnessed by pubs and restaurants across Birmingham on new year’s eve on 31st December. The main task categories which need to be completed are:
1. Project Funding- The first week of the project involves setting the project guidelines, analysis of the costs involved and securing the funding required for the project (Tran, 2019). This phase involves an overall analysis of the costs involved and securing the funding required through an external investor against equity and the business owner. 
1. Needs Assessment- The second week will be focused on conducting a needs assessment of the material, labour and equipment required for setting up cabanas. Considerations will also be made of the mandatory health inspection required for setting up new dining areas and restaurants (Poveda-Bautista, Diego-Mas and Leon-Medina, 2018). The manager of the restaurant will be serving as the project manager and will be responsible for identifying vendors and negotiating deals. Moreover, the project manager will also be required to identify and apply for the additional permits and licenses required for running a terrace dining area. 
1. Procurement- The third and fourth weeks will be dedicated to the procurement of the material and equipment required for the project. For example, the material for setting up the cabanas, tables, portable heaters, and others will be procured. Moreover, the installation needs to be done by external contractors, hence part-time contractors will be employed for setting up the cabanas and heating systems. 
1. Installation- The fifth and sixth weeks will be dedicated to the installation of the cabanas and other equipment like lights, tables and others required for meeting the project requirements. The part-time contractors will be working in tandem with the maintenance department for ensuring that the cabanas are installed at a safe distance from each other (Abbasi and Jaafari, 2018). The final task under this category will involve health inspections from the local food authorities and getting the licenses and permits endorsed to initiate operations, and marketing the new cabanas on the social media page of the pub.
1. Finishing Phase- The final phase involves establishing the pricing strategy for the exclusive cabanas, assessment of risks and ensuring that operations continue to maintain social distance. The project deliverables will also be assessed for analysing the impacts of installing the new cabanas, on the profits of the Pub. 
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	Serial Number
	Item
	Duration
	Cost (in pounds)

	1.
	Cabanas
	1 week
	10,000

	2.
	Table and Chairs
	1 week
	4,000

	3.
	Portable Heater
	2 days
	2,000

	4.
	Contractor Pay
	5 weeks
	3,000

	5.
	Licenses and permits
	4 weeks
	1,500

	6.
	Marketing
	2 weeks
	1,000

	Total
	21,500


Table 2: Estimated Costs
(Source: Self-Made)
Budget Analysis
The allocated budget of the project has been kept at 21,500 pounds, with an additional 1,500 pounds kept for contingencies. The budget will be allocated across the 5 phases, as mentioned in the work breakdown structure. The duration of the expenses have been put following the time it will be required to procure the material, or the duration of the work (Abbasi and Jaafari, 2018). The budget includes all direct and indirect costs, like licenses and permits, costs of materials and others. The final costs for the project will be calculated as per the “ACWP” or “Actual Cost of Work Performed” formula, for obtaining the “EV” or “Earned Value”, from the expected rise in bookings and profits.
[bookmark: _Toc88487935]Consideration of Resources 
The resources required for the project are essential for completing the project as per the requirements. The main resources identified for the resources are:
1. Labour- The labour required for the project is an integral requirement. The part-time contractors need to be hired on a contractual basis for setting up the cabanas, the lighting, and the additional equipment as per the project guidelines. 
1. Equipment- The equipment required for the projects will be provided by the contractors, hired for the installation. No extra charges need to be paid to them and will be included in the overall charges of the contractors. 
1. Facilities- The terrace where the cabanas will be installed forms an integral part of the project. The terrace will be installed after proper inspection of the area and assessing the structural specification of the terrace (Chawla et al., 2018). It needs to be ascertained for ensuring that there is enough distance between the cabanas for meeting the Covid-19 restrictions. 
1. Material- The materials required like the cabanas, tables, chairs and others need to be of high quality. The quality of the materials needs to be ensured so that they can handle the wear and tear of being situated in an open space, especially in the winter months. 
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The project schedule is spread across 8 weeks (See Table 3) and focuses on the completion of the project before new year's eve on 31st December 2021, when the bars and pubs across Birmingham witness a huge footfall.
	Serial Number
	Milestone
	Expected Duration
	Personnel Responsible 

	1.
	Project Funding 
	1 week 
	 Owner

	2.
	Needs Assessment 
	1 week
	Manager

	3.
	Procurement
	2 weeks
	Manager/ Maintenance Head

	4.
	Installation 
	2 weeks 
	 Contractor 

	5.
	Project Completion and Inspection 
	1 week
	Owner/Manager


Table 3: Project Schedule
(Source: Self-Made)
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	Risk
	Description
	Probability
	Mitigation

	Faulty Material 
	Bad quality material for the cabanas 
			Medium 
	Proper inspection by the manager

	Fire 
	The wooden flooring of the terrace and cabanas made of fabrics can catch fire
	
High
	Adequate fire safety measures like extinguishers/ Prohibiting smoking

	Low Footfall 
	Low footfall in the winter months 
	Medium
	Portable heaters 

	Budget Overrun
	Increasing material and labour costs
	Low
	Efficient negotiation with suppliers and contractor


Table 4: Risk Register
(Source: Self-Made)
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The biggest risk identified is the risk of fire taking place. The outside terrace has wooden flooring which can catch fire due to cigarette butts or any other causes. Moreover, the cabanas will be built using fabrics, which can easily catch fire if proper precautions are not taken. Therefore, the restaurant needs to set some rules that guests will not be allowed to smoke inside the cabanas. Moreover, installing adequate fire safety measures will help in dealing with such risks (Spiridonova, 2021). Other risks have also been mentioned in the risks register like faulty material and low footfall, which can be mitigated through proper inspection and adequate marketing respectively. A budget overrun is the risk identified having the lowest probability, pre-negotiated deals with suppliers and contractors will prevent any budget overruns. The only risk which the manager and owner must be wary about is the risk of fire and low footfall. Both can affect the operations and lead to huge financial losses for the pub. 
[bookmark: _Toc88487939]Conclusion and Recommendation 
The setting up of the cabanas on the outside terrace of the Physicians Pub is expected to increase the footfall in the pub. Moreover, the cabanas will help the pub in meeting its sales targets by increasing the capacity of the pub. However, to ensure that the project is successful in terms of profits, the manager needs to focus on efficient marketing through both online channels as well offline channels. It needs to focus on providing excellent quality services to the customers and spreading the purpose of the cabanas through word-of-mouth. Moreover, the manager needs to focus on using digital marketing strategies for promoting the new cabanas and services which the pub intends to provide. Using social media platforms like Facebook will help in promoting the new services of the pub, especially for increasing footfall on new year's eve, when the pub can earn a substantial revenue. Focussing on customer service will also help in obtaining good feedback from customers which can then be marketed on social media platforms. 
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