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[bookmark: _Toc36504807]Introduction 
The purpose of this report is to explain the stages that take place in the managing of the Vintner’s project, and how the process that is involved in the project can be undertaken to address a specific need in an organisation. This project involves a group of team members taking in to account the limitation of budget, time and scope using resources to complete the project. The team members signify many different roles in the management of the team which start from project sponsors, stakeholders, users, business analyst and IT representatives. (Introduction to Project Management, 2020) 
[bookmark: _Toc36504808]Vintners Antiques
The vintners are antiques collectors who have an established business that has been running for the third generation now. They have a traditional high street shop in Shirley which they would like to move to their warehouse located in spark hill. Dennis and Doreen are the third-generation owners who have sold their Shirley business to a nearby Tesco retailer. They are inspired by the TV show “The Salvage Hunters” where antiques are collected and refined for resale. They have the adequate funds to move and set up their new business which will need a total refurbishment. To make this extensive move they will need the help of a specialist project management team that can make that move for them taking in to account their budget and timescale.
[bookmark: _Toc36504809]The Vintners Antiques Sponsor and Steering Group
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Fig 1

In a project there are several roles that each team member plays to complete the responsibility passed on to them. These are a few of the important roles in project management;
 Executive sponsor:  The “Boss” who has the power and responsibility of a certain project and can adjust or change the scope of the job. He can also provide more funding if needed and this can also make an impact on the time scale which he can authorise which will enhance quality.
The steering group: They are all the heads taking full leadership and involved in decision making of a certain project and can resolve issues that can arise by the project team. 
Project sponsor: He is the person who looks over the whole project and makes business decisions. He makes resources available for the team to carry out the work and makes the final decision on products of individual jobs within the programme. 
Project manager; He follow’s orders and reports back to the executive sponsor. He also contributes in the deliverance of the project. He manages the work plan of the project by reviewing and prioritizing the time and budget and may report back to the steering group if any problems arise on the job. He may also be administrating all staff on the project constantly monitoring and meeting to see if everything is working according to plan. All contractors and fitters and the job they carry out are also approved and reviewed by him. (Different roles in project management by Amit Verma, September 5th, 2013.) 
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Fig 2



[bookmark: _Toc36504810]Risks that can Arise in Project Management
There are many risks that can arise in a certain project due to unforeseen circumstances or a change in the market environment or a product which can delay a project’s development. The main key factor is to administer the project in such a way that challenges any changes that may come across its duration look minor to tackle. Common risks that may occur during the process of project management are;
·  Teamwork, Planning and Understanding: This is the first stage of the project where the strategic plan will be executed to everyone in the team. One most common risk would be that the person appointed for a role may not understand clearly what is expected of them and in confusion can mess things up. for example if he was a user whose job is to create content that people want in the project and he did not understand the instruction given then he is missing a piece of information to put the project together due to lack of communication. All team members need to collaborate with each other so that risks may become their strengths to make this move possible for the Vintners antiques. 
· Scope risk: The changing requirements of the scope of the project due to customer suitability and adaptations of the business needs will be persistently changing to meet market criteria and due to this being a common reason for scope one must be prepared for the risk which should be approved by the project manager and sponsor. (Demystifying the 5 phases of project Management by Kate Eby On May 29, 2018) 
· Planning risks:  May be disturbed due to suppliers not being able to meet the demand of the project or not delivering on time for goods, so the creation and maintenance of a plan should list all unforeseen obstacles that can affect the planning process.
· Resource and price risk: The project will come with a price guideline which everyone has to work with and while planning out the project if resource’s are difficult to obtain or pricing of goods differ then cost and scope will have an effect on the time scale so planning could head back to the drawing board to see what tasks can be limited to maintain budget to achieve the targeted goal.
· Technological risks: To plan the project mostly software is required and if the software is deficient in its processing then it can reduce the productivity of the whole project, in this case a leader with good project management software speciality is crucial to employ to keep risks minimal which does impact expense.(What are the Main Risks in Project management, ITM Platform 2010, Sep 20 2016) 
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Fig 3

[bookmark: _Toc36504811]Various Tools We Used to build our presentation portfolio for the Vintners Project Management Moving Plan.

[bookmark: _Toc36504812]Affinity mapping (Ideas and brainstorming)

To make the vintners “move” as smooth as possible we formed a group to manage the planning stage. The building in Spark Brook will require essential work carried to make it fit for business. A total refurbishment from roof fixing to Electrics, Water Supply, Gas, Plumbing, Structure Walls and Paintwork, Utility Space. etc. The first stage was to put our ideas of what we will need in terms of work being carried out at the premises and what the project will require for the move. This process of brainstorming ideas is called affinity mapping and in order to do that we all were given sticky notes (post it notes) to brainstorm all our ideas down in the form of little stories (a sentence). Everyone was to brainstorm their own individual ideas on the post it notes, one story for each job should be written on the notes and stuck on a board. An example of a story would be “I need a camera to take pictures of the antiques and upload on social media for advertisement”. So, each story should have a person, an objective and a purpose to serve. (The Sticky: Brainstorming, Jay Acunzo, October 26, 2014) 

Ideas and Brain Storming in the Vintners Project
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Fig 4
[bookmark: _Toc36504813]User stories
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Fig 5
User stories for the vintners Project

The generation of ideas by brain storming will begin to form a board of little stories which are required jobs in the building to be accomplished from the most important to the least. This helps plan each job and give innovative ideas therefore promoting data building for the next process. This strategy is visualised amongst the team and shows the bigger concept to see where their ideas are heading. The team collaboration and engagement at this stage is more perceptible for the further stages to come. Each story can be categorised into different columns according to the job title which can be moved around the board if needed to form a pattern of job routine. At this point the order of job importance can be put into context and exclude the weak stories. Later all the stories where typed up on Microsoft planner software. These ideas can be delegated to stakeholders and the steering group to see if any other stories need to be added, deducted or changed at this point of time. (A Quick Guide to User Story Mapping By William Malsam, Mar 21, 2019) 


[bookmark: _Toc36504814]The Iron Triangle[image: ]Fig 6
The iron triangle is a tool used in project management to measure the constraint for cost, quality, time and scope. It is used to manage the delivery of the end project. The tool was created by Dr, Martin Barnes in the mid 1980’s to show how the triangle indicate that each concepts are consistent and depend on each other and if one of the points are altered it will make an impact on the other two points. (Project Management Triangle - Time, Cost and Quality - Iron Triangle, 2020) 

Time; If the goals are all significant to the project then the impact on one of the angles are less likely. Time span allocated by the sponsor is a key factor in this situation because it is what the project and its deliverables are based on. The less time a project has the difficult the tasks become to cope with.
Scope; The more components added to a project the harder it is to maintain a balance between the time and budget constraints. Therefore, more time is required to reach the deadline or employ more members to the project to complete the task which also impacts the budget.
Cost; Expectations required in the project and tasks that will fulfil them will build up the cost process. The resources, hours of labour, equipment, contractors and delivery all add up to the budget. If all these specifications are calculated and reported back to the sponsor and steering group in the early stages then adjustments can be made at that point than having s shock with a hefty bill in the end.
Quality; By keeping the time, scope and cost in balance to the project and delegating with the Vintners at all stages the project will allow the expectation and quality of the finishing to fall in place naturally. (Triple Constraint Theory in Project Management by, Laura LaPrad , December 17, 2018) 
[bookmark: _Toc36504815]The chevron or Moscow tool
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Fig 7

After brainstorming of the ideas into user stories came the stage of coming to an understanding and organising amongst the group members which stories would be a Must have, should have, could have and won’t have. This is also a prioritization of requirements tool, or the MoSCow tool which was developed by Dai Clegg to show the order of importance. This process is used to see the requirements are categorised in an adequate manner to visualise the business perspective in a certain time scale. 
The must have are the job requirements which are the very important role in the project and without them the project may be weak to deliver the end results. The must haves will be requirements that the Vintners want in their new Building.
Should have are job requirements which are important as the must haves but not so urgent that the project may be delivered without them. In this case the result may lack in preference and performance if another substitute has not been embedded into the project. 
 The Could have category are the not so necessary listing in the job which can be left out of the Vintners project which in return costs less in the overall budget.
Would have are least desirable items in the project which a stakeholder may dismiss altogether as there is not be a need for them, saving time and budget. (MoSCow or Kano Models- how do you prioritize, By John Mcintyre, October 20, 2016.) 
[bookmark: _Toc36504816]The Delphi Technique
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Fig 8
In any business project cost and time and risks are very significant factors that can impact the performance of the business as well as its revenue or profit. In the long run the shifting from store to warehouse will be a very cost-effective decision for the Vintner’s family if these issues are dealt with sufficiently.
 The Delphi technique is a swift way to reach an agreement for decision making. Estimation of each job are carried out by team members to evaluate the time and approximately of cost from their own experience in life to similar job situations. They may have evaluated time management which will give an estimation of time duration, dealt with cost management to estimate a cost and identify any risk management. The next stage is the convincing stage where everyone agrees on a cost and time period to complete the job by judging and weighing which jobs are in the high, medium and low categories and the days it would take for a task to complete. A well constructive team can predict precise judgement to the nearest timescale. (Prakash, 2020) 

The estimation of product project technique is also a similar technique to the Delphi technique. In this case the size of the job is estimated in to small medium and large categories weighed by the complexity of the job into low medium and high. This is to show according to the density of the job how many days will be required to complete a certain task. This is shown in a table format below in our Vintners project.
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Fig 9, The Vintner’s estimation Technique chart
[bookmark: _Toc36504817]The Gantt Chart
This unique chart was created by Henry Gantt in 1917 who was an American engineer. The Gant chart works on a horizontal expansion for project scheduling to show all the activities taking place in the project. All the activities are portrayed in a block according to the time span. The precision of actual time is documented and is systematized to planned project completion. This chart is the key tool to communicate plans with the stakeholders because it helps to plan, correlate and follows a sequence to specific tasks for a project and can simplify the project to the stakeholders. The days are recorded horizontally across the chart with the job listings along the left side. (Acornlive.2020) 
[bookmark: _Toc36504818]An Illustrative example of a Gantt Chart
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Fig 10
[bookmark: _Toc36504819]Estimated cost chart 
This chart explains how the cost is spread out over all the jobs that everyone in the team has estimated the price to be within a time span of thirty days. This chart will explain to the stakeholders and sponser approximately how much the whole project is likely to cost.
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Fig 11
[bookmark: _Toc36504820]The Brown Paper Planning
[bookmark: _GoBack]Before using the software to draw our Gantt chart plans, we produced the plan on paper manually using the same procedure by cutting squared paper out to form the blocks of days giving each box for each day. Drawing columns for the amount of days along the top of the chart. This process is called the brown paper planning.
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Fig 12
[bookmark: _Toc36504821]The Vintner’s project Gantt Chart With Actual Time Plan.
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Fig 13
This Gantt Chart that we had produced for the Vinteners Project was to show to the steering group and sponsor our plan for the duratio os a month. This chart displays everything related to the project in one picture chart that the vintner’s can vishualise. The chart shows the days the work will be carried out in, going across on the top of the chart with the job listings on the left hand side. The colured blocks show how many days we have estimated the jobs to be completed by. By using this Gantt chart we aim to show our stakeholders that within a month we aim to get the job done but we have also left three days in hand for any unforeseen circumstnces should they arise due to delivery or if any fixtures and fittings are wrongly ordered or lack of resources we are waiting on.The Gantt chart can outline procedure of each jobs dependency, according to the priority of completion of any urgent jobs that need completion first to form a sequence of flow for all the major tasks. If the stakeholders are not happy at this process then adjustments can be resheduled in order of urgency and resources. This stage is crucial to nagotiate between the team and stakeholders to keep the timeline in place but also accomplish the job even if adjustments are required. This is a great communication tool to help organize a project to fall in place. (Top 11 Benefits of Gantt Charts in project Management, by Sandeep Kashyap, july15, 2019)  

[bookmark: _Toc36504822]Conclusion and reflection of my experience of being a project manager
By participating in the Vintner’s move from solihull to Sparkbrook as a project manager I have learned that there are several stages in how a project should be manged. The main key factor is I am working in the project with my team to schedule a project where I should keep in mind that the action plan my team draw up should satisfy the Vintner’s in choosing us for the job. Communication in my team and with the vintner’s is a vital component in this process to put our plans forward and make the Vintners vishualise how capable we are. I have gained knowledge in how all the tools work in a sequence and how crucial each tools are to project management to make the move successful. Our project was a waterfall plan where we Define our target, Take Aim, Launch the Project and Hope the target does not change and this is exactly how we executed our plan.
[bookmark: _Toc36504823]Future project management courses and plans 
In future I would like to continue in excelling by enroling myself in a course that teaches the Prince 2 project which is a globally recognised project management course to gain full knowledge so that in future any firm will recognise the cirtificate of advanced project management. The other course I can also look at enroling for is the Agile PM project which we havent studied yet. The Agile pm projects concept is Visison, Broad Direction, Adapt, and home in on a target. It’s a slightly differenet format to approching project management from the Waterfall Pm project concept. (Six reasons to become PRINCE2® qualified right now | reed.co.uk, 2020) 

[image: PRINCE2 - Wikipedia]
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