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[bookmark: _Toc202378645]Introduction
The project intended to replace the old sign and install double-glazed front windows at the Serge’s Barber Shop in Swansea. Besides the aesthetic aspect of the change, the project also aimed at enhancing the brand image and respect of the shop, especially the first. There was also a fundamental business intention to obtain a local authority improvement grant, which would subsidise the. This report evaluates how the project was conceptualised, planned, implemented, tracked, as well as closed, by assessing the management tools applied and considering the stakeholders. And summarise the lessons learnt that will later be used to refurbish a small business.
[bookmark: _Toc202378646]Project Lifecycle Overview
The team handled the assignment as a case of a discrete six-week project, commencing on 6 May 2025 to 20 June 2025. In the initiation phase, the team settled on a clear problem one statement, which is changing a old barber sign into a new illuminated one. The expectations of stakeholders were explained at this point, and an assessment was done to ensure that the proposed improvements line up in terms of the available time and the budget (Krause and Schnitzler, 2021). 
We then created a Gantt chart and a Quad chart to support planning and establish role clarity. A light RAG (Red-Amber-Green) matrix was used to assess and highlight potential risks, for example, and weather delays and uncertainties in delivery timelines were flagged as possible issues.
Work started as permission was granted by landlords and as designs were produced. It was made possible by the progress tracking tools and weekly status reviews that were used to ensure that it was kept on plan and budget. Lastly, closure included official acceptance by the owner, consolidation of lessons and a stakeholder review meeting and presentation of the grant claim to the Clydach Community. 
This structured approach enabled effective monitoring of key elements, including tasks, risks, quality, and stakeholder communications.
[bookmark: _Toc202378647]Planning Tools and Techniques
[bookmark: _Toc202378648]Gantt Chart and Network Logic
An illustration of a Gantt chart in accordance with a list of tasks, which was developed on the 6th of May 2025, contained 17-line items, spanning from the team formation to the end photography of posting meters, alongside council grant approval and confirmation of the timeline by the installer. Gantt format allowed a graphical depiction and analysis of each task. One of the limitations is that Gantt chart is that it shows tasks over time but not resource usage, hence adding a Resource Histogram, which shows resource usage over time, combined with the Gantt chart would enhance the accuracy of the planning (Vasankari, 2024).
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[bookmark: _Toc202378649]Quad Chart for Option Assessment
The Quad Chart effectively summarised the project’s core components: objectives, stakeholders, goals, and success measures. It aligned the need for funding and shopfront upgrades with measurable outcomes like customer satisfaction and increased foot traffic. Stakeholders such as Swansea Council and the local community were clearly identified, helping guide engagement. This visual tool supported decision-making and made priorities accessible to non-specialist participants. As Kanbara and Shaw (2021) note, Quad charts help reduce analysis paralysis and support early-stage alignment. However, the tool’s subjectivity is a limitation—decisions were based on judgment rather than data. Incorporating weighted scoring would have strengthened its objectivity. Overall, the Quad Chart proved valuable in supporting planning, communication, and clarity throughout the project lifecycle. [image: A screenshot of a computer
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[bookmark: _Toc202378650]Responsibility Assignment and Task Ownership
Everyone had clear responsibilities throughout the project. I created the Gantt chart, Ioana worked on the Quad chart, Raif handled permissions and supplier communication, and a part-time accountant managed the cash flow. Having one person clearly responsible for each task made decision-making quicker. However, because there was no formal RACI chart, some new team members found it hard to understand who had final authority over certain decisions (Hirmer et al., 2021). Even so, using a simple responsibility chart proved useful and could be a helpful standard in future projects.
[bookmark: _Toc202378651]Progress Tracking and Reporting
We updated a spreadsheet every Friday to track progress. This helped the management team see real-time updates and understand status percentages easily. However, some key tasks—like getting grant approval and confirming installation timelines—were delayed until late in the project. This signalled a rising schedule risk, but our response was informal. According to Jain (2025), using earned value analysis would have added more accurate and objective tracking of cost and schedule performance, which could have helped enforce better risk management.
Risk Management
We created a basic risk register using a colour-coded matrix to assess how likely each risk was and how big its impact could be, and some of the key risks we identified included supplier delays (medium likelihood, high impact) and poor-quality materials (low likelihood, high impact), making our top priority risks. We also tracked medium-level risks like budget overruns and the team not working well together, and these were reviewed weekly. Additionally, low-likelihood risks like bad weather or delays with Council approvals were noted, but no action was taken to reduce them. 
[image: ]
[bookmark: _Toc202378652]Stakeholder Analysis
[bookmark: _Toc202378653]Identification and Power–Interest Mapping
A power–interest grid was used to identify and map the key stakeholders involved in the project. The barber shop owner was placed in the quadrant of high power and high interest due to his financial investment and daily operational involvement (Fankhauser et al., 2024). Customers and suppliers were considered to have high interest but low power. Although they were directly affected by the visual and functional changes to the shopfront, they did not have any decision-making authority regarding design or funding. The local council planning officer was positioned in the low interest, high power quadrant, as they held veto power over signage approval but were not actively engaged in the project’s outcomes. Ordinary passers-by were categorised as low interest, low power stakeholders since they had little influence or involvement. Stakeholder engagement was handled systematically according to their level of influence. The shop owner received daily verbal updates to stay informed. The council planning officer was given formal documentation to meet regulatory requirements. Customers were kept engaged through social media teasers and in-store posters to maintain transparency and excitement. Meanwhile, suppliers were kept up to date through purchase orders and clear payment schedules, ensuring timely coordination.
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[bookmark: _Toc202378654]Engagement and Communication Plan
Different methods were used to keep everyone informed. Important decisions were approved through face-to-face meetings and written confirmation from senior stakeholders (Ippui, 2025). While social media helped build excitement among customers about the makeover. And suppliers were given clear brand guidelines to ensure the signage colours and logos were accurate on both the sign material and the glazing decals.
Even though these strategies worked well, there was no formal communication plan that listed how often updates would be given, who was responsible, or what methods would be used. This could have improved clarity if used.
[bookmark: _Toc202378655]Critical Assessment of Execution and Control
During execution, Raif managed the coordination of three glazing and signage providers by obtaining written quotations on 3 June 2025. An order was placed with Bayview Windows & Doors on the same day. The Gantt chart provided a clear baseline for tracking scheduled versus actual completion dates. Although design approval was delayed by three days due to minor adjustments, the installation still occurred on 11 June as originally planned. This was possible because the delay fell within the project’s buffer time, not affecting the overall schedule. The  aluminium sign underwent quality checks to confirm the correct thickness, and the tempered glass was verified to meet British standards. Compliance was visually documented before and after installation, with photographs submitted to Swansea Council to satisfy grant requirements (Anderson et al., 2024).
Despite these successes we still faced some issues, such as issues with the cars as no backup contractor had been arranged, and the situation had to be reported by an inexperienced installer. Hence this could have been avoided with a clear escalation path. 
[bookmark: _Toc202378656] Project Closure and Success Measures
After the sign and the windows were changed, customers complimented the design and said the first impression was significantly improved (Monteiro, 2024). Some even highlighted how neat and professional the new facade looked, which helped reinforce the project’s success.
In the two weeks following the relaunch, foot traffic increased compared to the same time the previous year. While this increase can’t be fully credited to the redesign—since seasonal and promotional factors also play a role—it still worked as a useful sign of impact.
[bookmark: _Toc202378657] Recommendations for Future Projects
The review highlighted several good practices that should be repeated in future projects. One key success was the early use of a visual Gantt chart, which gave the team a shared timeline and helped track tasks effectively. The Quad chart also proved helpful by clarifying priorities, and the power-interest grid ensured that stakeholder engagement was balanced, with the most influential voices considered first. Weekly progress meetings helped spot and resolve minor issues before they became serious. Communication with suppliers went smoothly because they were kept informed from the start, and photographic evidence was useful for grant approvals (Molina et al., 2022). However, there is still room for improvement. A more structured calendar with a data-driven risk buffer, rather than relying on intuition, would strengthen planning. Additionally, introducing a formal RACI matrix and communication plan would improve clarity, especially with larger teams, by clearly outlining roles and responsibilities.
[bookmark: _Toc202378658] Conclusion
[bookmark: _Toc202378659]The renovation of Serge’s Barber facade demonstrates how following basic project management principles can deliver impressive outcomes, even on small-scale projects. By carefully managing each phase of the project, using the right tools, and keeping a strong focus on stakeholders, the team successfully revitalised the shopfront. This improved customer perception and led to the approval of a public grant. The project highlighted the importance of planning, having an honest communication in the team and productive one with stakeholders, and having consistent supervision of the progress of each task. These remain essential for success in any project, regardless of size or budget. Looking ahead, future refurbishment projects, whether in retail, hospitality, or professional services, can benefit from applying the lessons learned here. Doing so will lead to better predictability, improved resource management, and a stronger culture of continuous improvement.
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