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Introduction

Margaret Thatcher declared, “Plan your work for today and every day, then work your plan” (Wilson, 2019). Research performed by Continuing Professional Development (2014) showed the principal benefits of project management are improved customer satisfaction, better risk management and a greater competitive advantage. 

The objectives of this report will focus on the strategies implemented in order to develop the business relocation project plan for Vintners Antiques. It will focus on the procedures adopted to alleviate any issues that arise. The report includes an assessment of the risks associated with the project, the project management tools and techniques used, a communications plan, a personal reflection, with a future recommendation and self-development plan. 

Vintners Antiques office relocation project

This family owned business was established over thirty years ago, since the company is owned by a few people it is either a sole trader or partnership (IQualify, 2019). Roberts (2011) explains that a project’s organisational structure should be managed like a business consisting of a hierarchy, which allows effective decision-making processes. Antiques dealers are luxury, highly competitive, niche markets. The owners are enthusiastic about the move because business has been slow recently. Relocating will hopefully attract more customers and drive sales on their website.

The risks associated with the project

Bridges (2014) explains that project risks are “when an uncertain event or condition can occur and have a positive or negative effect on the project outcome”. To prevent project failure, it is essential that planning and risk management are administered simultaneously throughout the project.

Risk Management Strategy Identify

Evaluate
Avoid
Mitigate
Control


Figure 1 - Project Risk Management process (Mar, 2013).

Mayes (2013) observes, research led by the Project Management Institute shows a considerable amount of investment in UK projects can be unremunerative or risky due to ineffective communication and collaboration. For example, a lack of commitment from busy executives or stakeholders who often have little time to stay engaged throughout the course of the project. Possibly leading to poor decision-making or discouragement among members; shorter delivery cycles would encourage executives to participate regularly.   

Inaccurate estimates of the “triple constraint” could cause an imbalance, having a detrimental effect on the project.  The scope risk should be clearly defined early on and the customer’s requirements must correspond with the work to be done (the scope), since impractical requirements may make the scope of work unbearable (Ten Six, 2018). Unrealistic assumptions or guesses could negatively affect the schedule creating risk. To minimise this the project should be fragmented so that identifying tasks moving behind schedule becomes effortless. Unskilled members of the project or insufficient funds are likely to produce cost risks and the project could fail. Allocating a suitable budget, regular monitoring and managing expectations should reduce these risks to ensure the project runs smoothly (Tutorials Point, 2020).

Douglass (2018) expressed that moving offices creates security and technology risks. He adds, during the move the business is vulnerable to dangers because shortcuts might occur so access to data or IT systems becomes easier. Douglass points out that switching IT systems to a new office could cause downtime which would negatively affect the company’s productivity and profits. To prevent security risks and safeguard the business the project team should assign a specialist with the sole responsibility of managing this and security plans must be communicated to the entire organisation. Using ‘Cloud’ technology properly will protect the IT systems and function as the disaster recovery back-up plan.

The tools and techniques used for the Vintners Antiques project

Roles – Who is Responsible for What?

Roberts (2011) recommends for members of the team to fully comprehend their responsibilities to form a balance between the project’s requirements and people’s expectations.


Table 1 - People and Projects (Ranson, 2020).

The Project Sponsor

The project sponsor generally has complete responsibility over the entire project. They are usually the chief motive for the project with interests in it from the start. They deal with a range of issues, for example decisions and resources.

Steering Group

The real triumph of the project depends on the steering group, they are the leading force within the project’s scope. Some factors they manage are changes, conflicts and resources (Roberts, 2011). 

The commercial’s activities relate to trading goals, they have probably funded the project or have a desire to profit from its developments (Roberts, 2011). 

The specialist’s duties are to design and boost resolutions for the user. The specialist is likely to have an abundance of experience in facilities or technology management (Roberts, 2011).

The user could be the team manager and their main responsibilities are to satisfy the project’s customers (end users). They ensure the move is financially feasible and the new location is fit for purpose (Roberts, 2011). 





User Stories

Fowler and Beck (2001) define a user story as “a chunk of functionality that is of benefit to the customer”. User stories are short, straightforward descriptions written from the perspective of the customer or user. 

The user story format is usually:
As a < user>, I want a < goal> so that <benefit> (Product Plan, 2019).

The project stakeholders discussed relevant user stories and wrote them down on post it notes. They were then input into Microsoft Planner where each one was prioritised according to the Chevron technique. Additionally, the scope was determined according to the product project technique’s size and complexity.

Iron Triangle

 SCOPE	       QUALITY


			




                              COST				              TIME
Figure 2 - The Iron Triangle (Stakeholder Map, 2008).

Also known as the ‘triple constraint’ it indicates the fundamental aspects necessary for the project plan. The three elements that influence the constraint are the scope, cost and time. Scope specifies the total amount of effort required to fulfil the project goals, cost refers to the full sum of capital available to achieve the work, and time determines the approximate duration it should take to complete the project. All three aspects must be balanced in order to ensure good quality when the project is complete. If one attribute is changed during the project, another one also needs to be changed in order to create an equilibrium. A project with many tasks or one that has less time or capital is more difficult to complete (Study.com, 2017).



The Chevron and MoSCoW 

MoSCoW

	M - Must have
	S - Should have 
	C - Could have
	W – Would like to have/nice to have

	Essential and non-negotiable. Unfulfillment means the project will probably fail.
	Should provide as many of these as possible.

	These do not impact the general success of the project. Possible to consider if cost and time permit.
	The least important requirements.


Table 2 – MoSCoW Method (Haughey, 2020).

The MoSCoW prioritisation technique is significant because it ensures a precise appreciation of customers’ specific requirements. Ranking them ensures stakeholders understand in which order to complete the most important tasks and which to exclude if necessary (Haughey, 2020).  

Chevron

	Problem: precisely defined to find the best solution

	MUSTS
	WANTS 
	NICE

	This is the vision and tasks are prioritised as per MoSCoW.


Mission: must attain the vision and satisfy the customer’s needs.






Figure 3 - Chevron (Heagney, 2012)

Heagney, (2012) explains that in the initial stages of any project it is important to establish the vision, mission, objectives and decide what problem it is trying to solve. Furthermore, he adds that the objectives must be SMART (specific, measurable, attainable, realistic, time limited).


Project Estimates 

Product Project Technique (PPT)

	Size         Complexity
	Low
	Medium
	High

	Small 
	1
	2
	3

	Medium 
	4
	5
	6

	Large
	7
	8
	9


Table 3 – The Product Project Technique (Roberts, 2011).

Roberts, (2011) clarifies that PPT is extremely effective on projects that consist of repeatable work as they provide similar results which only differ in size or complexity. If it is possible to calculate the size and complexity approximations can be tremendously accurate. The numbers represent the effort in days required to complete each task described in the user stories (i.e. the scope). 

The Delphi Method

This technique is an estimation of the likelihood of future events that may influence the project. It is a group consensus, information gathering session where a panel of experts share opinions. Each individual provides an anonymous supposition to a facilitator who assesses the information and delivers a report. The panel reviews the report, presents an updated forecast, the facilitator assesses the information again then supplies a second report. The procedure continues until all members come to an agreement. Once a consensus has been reached it becomes possible to propose strategies on managing future risks and opportunities related to the project (Haughey, 2020).

The Gantt Chart

Designed by Henry Gantt, it is a graphical tool used in project management to track, plan, schedule, monitor and control activities. A horizontal bar chart displays tasks performed against time, it includes dependencies, target dates, task owners and the number of days required to complete each activity (Association for Project Management, 2020).

Initially a Brown Paper planning template was used to prepare for delivery. This procedure documented the schedule including the task owners, timetables and activities (Martin, 2020).

The information was then input into a Microsoft Excel Gantt chart, it divided the entire project into smaller tasks. This sequence helped track progress and keep the plan intact (Mind Tools, 2020).

Communicating project plans to stakeholders

Communications planning keeps all stakeholders involved with the project well informed. Efficient communication discloses the most relevant information expressed at the right time which results in better management policies (Watt, 2019).

Firstly, project coordinators conducted regular stand-up meetings where important tasks were discussed. Stand-up meetings maintained a balanced focus and saved time in comparison to long round-table meetings. In fact, research presented by MIT Sloan indicates that the duration of meetings has accelerated over the past fifty years, to the extent that executives now spend about twenty-three hours per week in them (Novkov, 2019). Secondly, stakeholders engaged in a live video, audio conference call on Skype for Business to present the project plan to Vintners. Thirdly, a ‘real-time’ Excel version of the Gantt chart was shared with Vintners, used to illustrate the project schedule. This made it easier for them to understand the plan, track developments and check expected dates for delivery (Stepanov, 2019). Fourthly, the user stories were shared with the stakeholders on Microsoft Planner. The user stories kept the project organised, provided clarification, improved efficiency and facilitated communication (Malsam, 2019). Finally, an informal WhatsApp group chat allowed the project team to share ideas and remain updated.

Personal reflection 

The practical Lego building session helped me further understand why certain things can go wrong in projects, such as insufficient teamwork or clarification. To solve this the group should have discussed the project extensively at the start of the activity. 

After watching the Seven Red Lines skit my perceptions have become even clearer regarding the faults associated with projects. People are a projects most important asset thus their values must be aligned with the project’s overall objectives.

Considering the tools used to define the project scope various opinions now seem obvious to me. The user stories assisted with defining problems, the Chevron ensured that the most important tasks were completed first, the Iron Triangle balanced the constraints, the product project and Delphi techniques helped achieve more accurate estimates and the Gantt chart provided a visual overview of the project.

I now realise that by estimating the scope, time and cost more accurately will accomplish project success. I was fascinated with the “Wisdom of the Crowd” method due to the fact that a collective group guess achieves more accuracy than an individual guess.

My experience of using the Gantt chart helped me to develop thorough clarity, so I was able to measure the project’s progress easier. This was an excellent learning curve that will be invaluable when using the Gantt chart in future situations.

Future recommendation and self-development plan 

Cote (2018) suggests that anyone with the ambition of becoming a project manager should assign a mentor who can offer guidance, feedback and career development. A degree in any field is advantageous however experience is more valuable. Prince2 is a globally recognised qualification commonly used for end-to-end project management (Prospects, 2020). A report from AXELOS observed that ninety-seven percent of decision-makers confirmed this training improved efficiency and employee satisfaction (ILX Group, 2020). Agile is best for fast-moving environments such as IT, it enhances knowledge and increases earning potential (Shaw, 2017).

Conclusion

Project managers are in great demand, the career is very rewarding, it offers high earnings and endless learning opportunities (Jain, 2018). Organisations benefit from hiring highly devoted, experienced project management teams because it supports them so that they are able to focus on other business activities. Including a SWOT analysis in a risk management strategy will ensure the project is taking a proactive approach to planning and success (Gouda, 2016). The proper application of project management tools and techniques can enhance customer service, provide seamless communication, ease changes, save time and money and contribute to a competitive edge (Kinsey, 2019).   
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