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[bookmark: _Toc57235793][bookmark: _Toc57235815]Executive Summary 

The main objective of this task is to generate a formal report addressed to the course lecturer. The research will focus on describing professional techniques such as The Waterfall Project Management method, the use of User stories, The Chevron technique, Finally the Gannt chart. The approaches taken will be implemented to reduce the risk of the project failing, to mitigate any issues that occur in managing this project for the Vintners Antiques Group. 

The company migration is evaluated to achieve the goal of growth and future success from a store to an online web-based company for the Vintners family. As project managers, frequent analysis of the operating processes is important for the performance of the organisation and should be carried out on the basis of effective project management techniques. The approach should increase the quality and efficacy of the project, minimising the likelihood of failure of the project.
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[bookmark: _Toc57235794][bookmark: _Toc57235816]Introduction 

The Vintners family has been operating an antique shop for many years, Doreen has been employed as an accountant for 10 years, Dennis drives the van around the country searching for antiques he puts in the store, Suha has been working in the store for 3 years, Omar has worked in the warehouse repairing all the broken antiques that Dennis brings in. 

The family have had an offer to sell the shop in Shirley, this is really exciting for the family because the shop hasn’t been doing too well. They also own a warehouse in Sparkhill that is very simple, and only been used for storage, is much like a shell structure. Denis and Doreen claim their company should move to the Sparkhill warehouse and run all of their operations from there and start trading on-line. They can attract passing trade to come and buy from them or alternatively they can sell antiques directly from a website. 
























[bookmark: _Toc57235795][bookmark: _Toc57235817]What Is A Project?

Roberts, P., (2011) describes a project as a set of specific, complex and linked tasks with one objective or purpose that must be accomplished within a specified time, budget and of good quality. The Project Management Life Cycle provides a practical guide towards managing a project, outlining in detail every process, activity, task in the project to help effectively manage stakeholders, customers and suppliers. Likewise, it helps one to develop a comprehensive project schedule, by creating high-quality deliverables, to track and manage execution, and effectively close the project (Westland, J., 2007).
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[bookmark: _Toc57235796][bookmark: _Toc57235818]Figure 1: The Project Management Life Cycle

(Suri, P.K., Bhushan, B. and Jolly, A., 2009).


Project managers are responsible for achieving project goals, reviewing strategies, budgets and alternatives, evaluating risks and determining how to embrace, prevent, reduce or minimise risks that can cause the project to fail. In addition, they contribute to effective completion of the initiative (Baca, 2007; DiVincenzo, 2006; Dunn, 2001; Zielinski, 2005). Functional, technical and support departments provide the project manager with technical assistance, yet maintain responsibility for their tools, training, performance appraisals and reassignment (Jacques, Garger, & Thomas, 2008; Wellman, 2007). Once the plan has been prepared, it should be submitted to stakeholders for their signatures, each member should stay within their defined role. 




[bookmark: _Toc57235797][bookmark: _Toc57235819]Approach’s Taken by Project Manager

[bookmark: _Toc57235798][bookmark: _Toc57235820]Waterfall Project Management 

The relocation of a company is a highly standardised process which involves different strategies and methodologies. The approach I’ve chosen to take for this project is the waterfall project management method.  The waterfall strategy is a very common approach, consists of several discreate stages that allows project managers to sequentially manage tasks. No phase begins until the previous phase is completed, detailed planning is a must in the waterfall system, specification must be transparent to all members involved in the project (Wysocki, 2011). In addition, documentation is essential in the waterfall project management and should take place throughout every phase of the project to ensure everyone involved is on the same page despite the sequential progression of the project. Each team member should understand what their role will be in the project and adhere to their particular roles. This technique is a way to reduce the risk of a project failing (Bassil, Y., 2012).





















[bookmark: _Toc57235799][bookmark: _Toc57235821]Project Steering Team 

As this is a family business the hierarchy has been agreed by all members in the Vintners Family, as a project sponsor Dennis is the person who everyone must convince. The sponsor is the person who makes the final decision should there be a deadlock between other members of the team. The project managers role is to make sure people stay in their defined roles as the project manager has no power in the organisation, is hired out on a contract. 

[image: ][image: ][image: ][image: ]


Dennis: was chosen as the sponsor because he knows where to buy antiques from and how much they cost, as he is the one who goes up and down the country searching for them to sell in the shop.

Doreen: is good on the finance side and has been assigned as the Financial Specialist. Instead of brand-new products, Doreen may prefer to settle for second-hand items, which can create friction between the family as financial specialist like to spend wisely and save the company money. So therefore, it makes sense for Doreen to remain in the sector in which she is skilled for. 

Suha: is the user expert she is fantastic at marketing and helping customers, she will work as a customer advocate to ensure customer loyalty, the vision for user experience will be captured.

Omar: will be the Design Specialist as his good with his hands and fixing things, and can carry work out on site, he also understands the complexity of moving things from Shirley to Sparkhill. 

[bookmark: _Toc57235800][bookmark: _Toc57235822]Possible Risks Associated with The Project

Risk management starts early in the life cycle, and it is important to develop a clear view of the risks facing the project. The causes of project risk are almost endless, increasing the need for a comprehensive strategy that is well thought through (Heagney, J. 2016).  A few common examples of risks are listed below: 

Risk 1: Managing a family-run business project is notoriously difficult because there would be additional problems such as disagreement between family members, not remaining in their defined roles, this is one of the reasons that you have a project manager to build a steering group so that we have one "boss" and so that everyone in the project knows what their job involves them to do. In such situations the project manager will step in to remind them of their defined roles.

Risk 2: People that are involved in the project without expertise may come up with solutions but they all need to understand it’s the problems they need to come up with and leave the solutions to the experts to deal with.

Risk 3: The risk of scope is when team members take up extra time or add additional tasks in the project. This is why consistent targets and dates are important for each point.

Risk 4: Not supplying the team with the right tools/ resources to do their job to its satisfaction would lead to project objectives not being met. 




[bookmark: _Toc57235801][bookmark: _Toc57235823]Project Management Tool and Techniques Being Used 

As a project manager we have to manage the Must, Want, Nice to de-risk the project from failing. This is where we use User Stories, User stories is the technique we use to clearly define the problems in the project not the solution. Project managers use a software platform called Trello to capture the stories from everyone involved in the project (Kaur, A., 2018). They then use the Chevron technique to prioritize the stories as some things maybe more important to the least important things. The Chevron technique is made up of three columns Must- This is where the stories or features that must be included in the project, Want- Here you will have stories that you want to be included in the project, Nice- In this column you’ll have features that would be nice to have in the company. All the MUST have from the chevron technique will need to go into scope in The Iron Triangle as it is all the MUST that would need to be completed by the project manager.
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[bookmark: _Toc57235803][bookmark: _Toc57235825]Figure 2: The Iron Triangle

Source: (Lock,2007).


The iron Triangle is conceived as a framework to enable project managers to evaluate and balance the commenting demands of Scope, Cost, and Time in their project. The role of project managers is to ensure that a strategy is incorporated that achieves stakeholder expectations. (Morris and Sember, 2008). When implementing the Iron Triangle, it is crucial to ask the project team to rank the three constraints. If changes occur in the project it is important for the project manager to assess the impact of the given decision and create a range of options. In addition, it is the project managers role to show the impact on the three constraints and thereafter create the necessary balance between them. Besides the Iron Triangle is an excellent tool for project managers to discover the priorities and motivation for the various stakeholders and how well the project is understood (Garrett, 2008). 
[bookmark: _Toc57235804][bookmark: _Toc57235826]Scope: Scope refers to the total amount of work involved in delivering the project, Scope lets the team know what they’re doing furthermore it helps project managers to easily schedule and distribute resources. Even if the deadline is short or the budget is lacking, the project manager can still keep everyone informed which is why prioritizing tasks and assigning project tasks to the right individual is critical as this will avoid the creep of the dreaded scope (Hazebroucq & Badot, 1996). If you do not monitor the scale, you are not likely to produce it on schedule or within the budget or the projects goal.  
[bookmark: _Toc57235805][bookmark: _Toc57235827]Cost: Cost management involves calculating the approximation of resources required to complete project operations, budgeting preparation helps you to set the cost baseline, and monitoring is where the project status is tracked and controlled. In addition, Ancient Greek, Wisdom of the crowd, the Delphi forum can be integrated since further guesses can lead to precision, and project managers can use this methodology to back up their arguments (Surowiecki, 2004). Furthermore, we need to remember that we are only making a guess and no one knows what the future will be but this approach is used to decrease the probability of failure of the project.
[bookmark: _Toc57235806][bookmark: _Toc57235828]Time/Quality: Time management is essential for any successful project. The method requires the necessary techniques to facilitate the execution of a project in a timely manner. Project managers need to determine what the tasks are and how long they will take, what resources are needed, and also in what order they should be finished in (Atkinson, 1999).  For example, if time is limited, then the quality and cost in the iron triangle should be aligned because the cost and quality would be influenced by adjusting the time (schedule), If the project has to reach strict deadlines, the standard of the project could be lowered to meet the accelerated time period.



















[bookmark: _Toc57235807][bookmark: _Toc57235829]The Way in Which the Project Plan Will Be Communicated to The Stakeholders: 

[bookmark: _Toc57235808][bookmark: _Toc57235830]Gannt Chart Created for The Vintners Family.
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The Gantt chart will assist me in tracking the progress of the project, graphically comparing the plan and the results in real time. The chart layout makes it easy to see the difference between the scheduled plan and the actual time of start, completion and remaining operation (Goemans, and Williamson, 2000). In addition, the Gantt map will allow me to find a critical analysis of the path that allows me to work out the path that leads me to the final project and manage expectations. The Gantt chart will enable me to figure out how many people are needed to accomplish each task. 

Furthermore, it reveals which jobs are dependent and which are independent, i.e., the independent ones would take less time than the dependent tasks, this will further help me with time scale. Since it works like a step, the project is like a waterfall project and this is another way of designing a plan. The map will be communicated in a stand-up meeting where each person can report on their progress, and the team will also be aware of how everyone is doing in the project. Should any foreseen situation occur the plan can be changed.

[bookmark: _Toc57235809][bookmark: _Toc57235831]Post Mortem

As a project manager I will recommend a post-mortem meeting which is held at the end of the project for everyone associated in the project. The objective is to look at the project from start to finish and to determine what was a success and what could have been improved. By the end of the meeting, I would have identified best practices and opportunities for improvements going forward. 

Although I understand the approach, I need to take for project management I will take a PRINCE2 certification course in Birmingham for £399.99 this will allow me to pursue my career further. I will look at which methodology suits me better as The Waterfall Project Management is not the only methodology.  The qualification will enable me to get better project management opportunities going forward it will also allow me control resources and risks as it uses a common language.
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Trello board organizing a collaborative project
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