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[bookmark: _Toc56784472]Introduction

A family run business have requested our help with a project. Vintners Antiques based in Shirley have been looking in to relocating their store to Sparkhill. We have been asked to critically assess any and all risks associated with the project. To do this we will be creating a user story and using project management tools such as a Gantt Chart which we have shown how it can be used to communicate the project details to the stakeholders, MoSCoW Method and the Delphi Forum. 

We will also conduct a thorough self reflection on our project management abilities, with recommendations for improving our future performance.

[bookmark: _Toc56784473]Company overview  
The Vintners Antiques shop has been running for over three decades and has been passed down through three generations. Recently they have received an offer from TESCO to buy their Shirley property which they own outright. The offer has made the family excited as they are already aware the shop has not been doing so well and are thinking of relocating everything to the Sparkhill warehouse which they also own. The warehouse is currently in it’s most basic form and has only been used for storage up until now, so it doesn’t have the usual amenities like electric, telephone line or internet. It doesn’t even have an office space built inside just open concrete flooring.

Doreen Vintner – is the accountant for the business.
Denis Vintner – is the antiques buyer and travels around the country looking for items for the store.
Suha Madani – is responsible for customer service.
Omar King – is an all rounder at the warehouse and responsible for fixing the antiques.

[bookmark: _Toc56784474]Risk Assessment
[bookmark: _Toc56784475]Roles
It is very important that there are defined roles put in place especially when it comes to a family run business. Each individual needs to know what their job is, their responsibilities and duties if not this could pose risk to the successfulness of the project. If the family members know their roles, this would better communication and hep mitigate misunderstandings and mistakes.
[bookmark: _Toc56784476]
User stories
We have created the user stories without the members of the business being involved, thus the family would not know what we want to do and why we want to do it. This would lead to redoing the user stories again with their involvement wasting time. They would not be aware of our must’s, wants and nice to have’s.

[bookmark: _Toc56784477]Planning 
The project planning may not go according to plan. This could be due to weaknesses in the planning, unforeseen circumstances etc and would affect the outcome of the project. For example a supplier may not be able to deliver our orders on time.

[bookmark: _Toc56784478]Tools and techniques
[bookmark: _Toc56784479]Iron Triangle
Based on the factors that affect a project, it uses Scope, Cost and Schedule to see how successful a project can be by adjusting and controlling these factors. Scope being the number of tasks and their complexity, cost is the amount of money needed to complete the project and schedule is the time needed to deliver the finished project.
Project managers are the ones tasked with the difficult job of trying to find a balance between quality and time taking in to account the factors that limit the project. Therefore, the quality of a project is subject to the funding available, the resources accessible, the complexity of the tasks and the time in which the tasks need to be completed.

[image: The iron triangle]
Figure 1 Iron Triangle



[bookmark: _Toc56784480]User story
Used by many stakeholders, from users to managers and even including development teams and clients. Who can use these tools is dependant on the project and their involvement in it. They are often written as short sentences or descriptions written in informal language of software system attributes usually noted down on index cards, post-it-notes or in a project management software.
A user story is usually in the format off:
As a someone, we need something, for some reason

[image: https://cdn.visual-paradigm.com/guide/agile/what-is-user-story/02-user-story-w.png]
Figure 2 User Story

Role – a person who may use the system to reach a specified goal.
Action – what the user can expect to achieve by using the system.
Benefit – the value this would have.

[bookmark: _Toc56784481]Chevron (MoSCoW)
Understanding what customers want and what they prioritise is very important when it comes to managing a project. This is where the Chevron approach does well as it allows us to see what the customers requirements are when it comes to what must be done and then what would be nice to have. Many projects are usually started based on criteria that commonly lead to not always understanding customers needs fully.
Once you have a detailed criteria of what the customer wants, you are then able to put them in to ranked order based on what is most and least important. Doing this allows you to plan the order in which the project should be developed making sure the most important criteria are met, but also allowing you to stop on the lesser important parts if you’re meeting a deadline or running short of resources.




This is where the MoSCoW method is useful:

[image: MoSCoW written on a blackboard]
Figure 3 MoSCoW Method


	M (must)
	S (should)
	C (could)
	W (would)

	Must include these to the businesses criteria
	Should include these if possible
	Could be included
	Including these would be nice




To successfully deliver a project, you must discuss with the customer what their requirements are, their criteria, the timescale and the end goal.

[bookmark: _Toc56784482]Delphi technique
This methods consists of using a group of experts on a topic and asking them multiple questions to gain their experienced knowledge, any research they may have done before and their general opinion on the topic. Their answers are then printed out and handed back to the participants if they would like to add anything further. The rounds of questioning can be done multiple times until the group can come to a consensus and is usually decided by the co-ordinator in charge. The Delphi Technique allows us to use the information learnt from the experts to come to an informed decision/conclusion.
[image: ]
Figure 4 Delphi Technique

[bookmark: _Toc56784483]Gantt chart
Gantt charts are a very useful and highly effective way of seeing what tasks/activities need to be done along with the timeframe it needs to be completed.

[image: ]
Figure 5 Gantt Chart

As seen in Figure 5, the Gantt chart lists all the activities/tasks needed to be done along the left column and along the top row is the timescale. Bars are then used in the table to represent the start and end dates of the task along with the duration of the task. Gantt charts are exteremely valuable as they keep track of all the tasks needed to be done, when each task should start and end, whether there are any tasks that overlap and how much and also the total duration of the project.

[bookmark: _Toc56784484]Steering group
Using a group of experts to observe different aspects of a project to see whether protocol is being followed properly and giving their thoughts and advice based on their experience.
In Vintners Antiques, the steering group would be:

Doreen – being the accountant for the last 10 years and the sponsor of the project, she has a clear understanding of the company’s finances.
Denis – responsible for buying the antiques for the shop, he would be considered the expert.
He knows the items that are sold by Vintner better than anyone, but he also knows how to package them, store them and transport them. 
Suha – is in charge of customer service and therefore the first point of contact for customers. She is most likely to know what customers want.

[bookmark: _Toc56784485]Stakeholders communication/engagement
Stakeholder engagement helps to improve relations between a company and their stakeholders by engaging with them and setting out clear outcomes. 

Ways of engaging stakeholders:

Stand ups with team
Having a meeting every morning between the project managers to review what has been done and discuss the key tasks that need to be done for the day. It also allows them to share problems they have come across so that they make others aware and also get help/advice if needed.
Live Gantt chart
Being able to share a live (online) Gantt chart with the Vintner family would allow them to be able to keep upto date on the progress of the project and the individual task in real time. The family would also be able to see all the tasks that have been outlined, their duration and if they are running on time. 
Regular chats (informal)
Having regular chats with each project management team individually  is a great way to discuss issues and concerns they may have, especially if they wouldn’t have been comfortable saying them in front of the other project management team. 
Email 
Communicating and sharing documents regularly over email for everyone to see and be kept up to date. They can also discuss any issues or misunderstandings with the development of the project as they arise.

[bookmark: _Toc56784486]Self-reflection
Self reflection is when you take a look at what you have done and your thought process behind it. It allows you to analyse the action taken and why you have done it that way. After analysing your actions and thought processes, you are able to identify whether you did something wrong or could have done better or whether the actions could have been done in a different or more efficient way. Not only is it useful to find out if you could have done something better or more efficiently, but it can help you learn about yourself, your strengths and weaknesses and can set goals for self improvement. It doesn’t stop there, it can help others learn too if you are willing to share what you found out.

Lack of resources would be one of the main difficulties I faced during this project. With lockdown and family having to share the computer at home, it was difficult having access to not only write my project but also to do my research. This caused me to not work as efficiently as I could and I was off track to meet the deadline set which would have had a detrimental effect on the quality of my work. An extension was granted to everyone, which helped me meet the deadline.

Planning would be another weakness of mine on this project I could work on. Having started this project without  a detailed plan and having a structure to follow, left me sometimes not knowing what to do and when to do it, and doing things in a not efficient way. Also a check list would have helped as I found myself going back to add parts of the project I had previously missed out. 





[bookmark: _Toc56784487]Self-development plan
This is a plan made after self reflection which sets out goals for an individual to improve upon. 
After self-reflecting I have set some goals to improve upon. For one, I need to have a back up way for doing my assignments, be it going to family/friends place with my work on a USB or borrowing their laptop if they are not using it. However, right now I have purchased a laptop which has allowed me to meet the deadline. Having a backup plan could always come in handy if one of the computers were to stop working. Secondly, I have set myself goals to improve my planning, including a lot more detail than I have before. I have also set myself the goal of creating a check list for future assignments. I believe this would make me more efficient and productive.

[bookmark: _Toc56784488]Conclusion
Project managing Vintner Antiques move to the Sparkhill warehouse has shown me the importance of detailed planning to how efficiently the project is managed. I have found it to be eye opening in regards to my strengths and weaknesses during this project. However, the best part is that I have set out goals to improve on in the future. Overall regarding the time the Vintners Antiques have chosen to relocate their business may affect the overall performance and may take a little longer than usual due to the covid-19 pandemic.
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