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[bookmark: _Toc151800746]Introduction
With the aim of revolutionising the beverage business, the main goal of the Minus Sugar project is to create a sugar-free cold beverage. As people's tastes for sugar-free beverages change, Minus Sugar is now working on creating a brand-new line of sugar-free beverages. This programme seeks to satisfy the growing demand for better alternatives while also quenching consumers' thirst. The beverage business has seen a significant change in recent years as customers have shown a greater focus on health awareness and brand selection. Minus Sugar was purposefully launched in response to the current trend to meet the demands of our target market in terms of health and fitness. This initiative extends beyond a mere product launch, as it encompasses a strategic manoeuvre to align with the expectations of our target audience (Chi et al., 2019). The commitment to provide a nutritious beverage option while maintaining the pleasurable experience of indulgence is shown by Minus Sugar, a product that effectively removes excess sugars without sacrificing taste. Establishing a reputation among health-conscious customers has more significance than just introducing a novel product in this effort (Giri et al., 2023). The introduction of Minus Sugar was a deliberate and strategic choice, rather than an impulsive move, aimed at addressing a market need. This paper aims to comprehensively analyse the project management method used in the Minus Sugar initiative, including a thorough examination of the many factors that contributed to its successful implementation across its entire lifecycle. To ensure the successful implementation of this ground-breaking initiative, meticulous attention will be devoted to all facets of project management, including the delineation of scope and work breakdown structure, evaluation of potential hazards, and allocation of resources.
[bookmark: _Toc151800747]Project Description
The primary objective of the Minus Sugar project is to bring about a transformative change within the beverage industry by introducing a cold drink that is devoid of any added sugar. Minus Sugar is not merely a conventional product, but rather a conscientious response to the increasing consumer demand for healthier alternatives. The introduction of sugar-free beverages is well-received by individuals seeking a nutritious and guilt-free alternative in the contemporary era, characterised by heightened awareness of dietary choices and their impact on personal well-being. In essence, Minus Sugar is not solely devoid of sugar, but rather a delectable and nourishing blend. Despite the availability of various sugar-free alternatives, Minus Sugar distinguishes itself through its innovative formulation, exceptional taste, and comprehensive approach to promoting overall well-being. The primary objective of this project is to achieve a paradigm shift in consumer preferences, rather than simply introducing a new beverage. Minus Sugar aims to disrupt the market for nutritious beverages by fundamentally transforming consumers' perceptions of the concept of a gratifying chilled beverage. The objective of the Minus Sugar effort is to provide a cold beverage that is devoid of sugar, while simultaneously meeting and exceeding consumer expectations. The comprehensive project management strategy presented below underscores the need of strategic deliberation and meticulous groundwork in ensuring the project's favourable outcome. 
[bookmark: _Toc151800748]Scope
The comprehensive scope of the Minus Sugar project encompasses all necessary tasks involved in the development, launch, and sustenance of a sugar-free cold beverage on the market. The primary objective of this project is to conceive and introduce a novel product named "Minus Sugar" into the marketplace. The whole product lifecycle, including the stages of conceptualization to post-launch monitoring, falls within the scope. The primary activities included within this domain are the formulation of a comprehensive distribution and marketing strategy, the creation and refinement of branding and packaging elements, the conduct of extensive market research to identify the target consumer segments, and the formulation and evaluation of a sugar-free cold beverage. The project scope includes the establishment of robust consumer feedback channels, ensuring adherence to legal requirements, and fostering partnerships with suppliers (Tahmassebi and BaniHani, 2020). The assessment of project advancement will be conducted by comparing it to pre-established benchmarks, using key performance indicators (KPIs) that are included within the project's scope. This category includes indicators of economic profitability, expansion of customer base, and augmentation of market share. While the main aim is to offer Minus Sugar to the market, the scope of this endeavour also includes potential future iterations or extensions of the product. To maintain a competitive advantage in the market beyond the first product launch, the project team will explore avenues for innovation within the sugar-free beverage segment.
[bookmark: _Toc151800749]Work Breakdown Structure (WBS)
For this project, the bottom-up approach of Work Breakdown Structure (WBS) for the Minus Sugar project will be used. It has specific tasks, such as defining project goals and forming the project team. Market research involves identifying demographics, analysing trends, and exploring consumer preferences. Product development includes formulating the recipe, conducting tests, and finalising specifications. Branding and packaging involve developing a strategy and designing visually appealing packaging. Marketing and distribution encompass developing a strategy, establishing networks, and implementing sales channels. Regulatory compliance, monitoring, and continuous improvement round out the approach, ensuring a comprehensive yet manageable project breakdown.
The Minus Sugar Project’s WBS lays out every step of the process for bringing the sugar-free cold drink to market. The project's scope is visually represented by this hierarchical structure, which also guarantees that each component is treated methodically.
	WBS Structure
	Task
	Description

	Level 1
	Project Initiation
	Initiate the Minus Sugar project, including defining goals and objectives.

	Level 2
	Define Project Goals
	Clearly articulate the overarching goals of the Minus Sugar project.

	Level 2
	Establish Project Team
	Assemble a cross-functional team with expertise in product development, marketing, and distribution.

	Level 2
	Conduct Market Research
	Undertake thorough market research to identify target demographics and market trends.

	Level 1
	Project Development 
	Develop the sugar-free cold drink formulation and finalize product specifications.

	Level 2
	Formulate Minus Sugar
	Collaborate with flavor experts to create a sugar-free cold drink recipe.

	Level 2
	Conduct Product Testing
	Rigorously test the formulation for taste, quality, and health compliance.

	Level 2
	Finalize Product Specifications
	Document and finalize all product-related specifications.

	Level 1
	Branding and Packaging
	Design an appealing brand image and packaging for Minus Sugar.

	Level 2
	Develop Branding Strategy
	Craft a brand strategy that aligns with the product positioning.

	Level 2
	Design Packaging
	Create visually appealing and informative packaging for Minus Sugar.

	Level 1
	Marketing and Distribution
	Plan and execute marketing campaigns and establish distribution channels.

	Level 2
	Develop Marketing Strategy
	Formulate a comprehensive marketing plan incorporating digital, print, and experiential channel.

	Level 2
	Establish Distribution Network
	Identify and collaborate with distributors and retail partners.

	Level 2
	Implement Sales Channels
	Launch online and offline sales channels to maximize product accessibility.

	Level 1
	Regulatory Compliance
	Ensure adherence to all regulatory requirements for food and beverage products.

	Level 2
	Regulatory Research
	Investigate and understand all relevant regulations and compliance standards.

	Level 2
	Compliance Implementation
	Develop and implement processes to ensure compliance at every stage of production.

	Level 1
	Monitoring and Evaluation
	Implement mechanisms to monitor project progress and evaluate its success.

	Level 2
	Establish KPIs
	Define Key Performance Indicators (KPIs) for market share, customer base, and economic profitability.

	Level 2
	Continuous Improvement
	Regularly assess project performance and make necessary adjustments for continuous improvement.
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	Purpose (Aim and objective)
	Customer (Stakeholder)


	Revolutionize the beverage industry
	Health-conscious consumers

	Successfully develop and launch a sugar free cold drink
	



	Desired end result (Critical success factor)
	Measure of success (standard/criteria)

	Introduction of a sugar-free beverage line
	Market share increase by 10%, customer base increase by 5%

	
	


Figure 1: Quad Chart
Source: Own Illustration
The Quad Chart of the Minus Sugar project offers a succinct overview of our strategic undertaking. The main goals of our project are the implementation of Minus Sugar and the development of a chilled beverage devoid of sugar. The measurement of our aims is determined by ambitious Key Metrics, which serve as indicators of the commitment to achieving substantial market penetration. Our objective is to increase our customer base by 5% and achieve a market share of 10%. One of the highlighted hazards is market rivalry, which the organisation intends to address proactively via the implementation of strategies aimed at differentiation through unique branding and the provision of exceptional flavour. Engaging stakeholders is of utmost importance from an external perspective (Meredith et al., 2017). The engagement of our consumers will be actively facilitated via the use of diverse feedback channels and the implementation of tailored marketing activities. In order to use components of superior quality, it is essential to have a tight collaborative relationship with one's suppliers. In order to ensure compliance, it is essential to have ongoing engagement with regulatory bodies due to the dynamic nature of the regulatory landscape. The project team places significant importance on fostering open communication and establishing clear duties, so enhancing its overall cohesion.
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	Task
	Month 1
	Month 2
	Month 3
	Month 4
	Month 5
	Month 6
	Month 7
	Month 8
	Month 9

	Project Initiation
	
	
	
	
	
	
	
	
	

	Product Development
	
	
	
	
	
	
	
	
	

	Branding and Packaging 
	
	
	
	
	
	
	
	
	

	Marketing and Distribution
	
	
	
	
	
	
	
	
	

	Regulatory Compliance 
	
	
	
	
	
	
	
	
	

	Monitoring and Evaluation 
	
	
	
	
	
	
	
	
	

	Market Launch
	
	
	
	
	
	
	
	
	



[bookmark: _Toc151800752]Stakeholders' Involvement
	Stakeholders
	Interest
	Importance
	Influence

	Internal Team
	High
	High
	High

	Customers
	High
	High
	High

	Suppliers
	Medium
	Medium
	Medium

	Regulatory Bodies
	High
	High
	Medium

	Distributors/Merchants
	Medium
	Medium
	Medium

	Upper Management
	High
	High
	High


This Stakeholder Analysis table identifies various stakeholders involved in the Minus Sugar project. The table assesses their interest, importance, and influence. It shows that the internal team, customers, and upper management have significantly higher interest, importance, and influence. The effective execution of the Minus Sugar initiative requires active involvement from several internal and external partners. The fundamental element of any successful project is in the project team, consisting of individuals with diverse skill sets in domains such as product creation, marketing, distribution, and regulatory compliance. The achievement of project success is contingent upon the team's capacity to collaborate harmoniously towards a shared goal, a feat that can alone be accomplished via the establishment of transparent channels of communication and regular convening of team gatherings (Rawal and Dani, 2017). The involvement of customers has significant importance when seen from an external standpoint. The preferences and perspectives of individuals significantly influence the product design process, elevating their position above that of mere consumers. In order to align Minus Sugar with the expectations and objectives of its customers, active engagement of customers will be fostered via various means like as taste testing, surveys, and social media interactions. Suppliers play a crucial role as external partners in the procurement of superior goods and packaging materials. The punctual production of Minus Sugar is contingent upon establishing a tight collaboration with suppliers in order to maintain a stable and efficient supply chain (Konar et al., 2022). Regulatory agencies are a significant external stakeholder. In order to navigate the complex food and beverage industry and ensure compliance with all legal responsibilities, it is essential to establish effective channels of communication and adhere rigorously to regulatory standards. The collaboration also includes the participation of distributors and merchants, who play a crucial role in facilitating the movement of the product from the manufacturing facility to the end consumer. Enhancing distribution and market penetration may be achieved via the establishment of robust linkages and effective communication with these entities. By including all pertinent stakeholders, ranging from internal departments to external collaborators, a more exhaustive perspective of the project may be attained, hence enhancing communication, collaboration, and understanding. To enhance the resilience of a project, the risk analysis anticipates potential issues and proposes strategies for their mitigation. The Minus Sugar project team demonstrates unwavering commitment to ongoing improvement as the product progresses from the initial conceptualization phase to its eventual launch, in accordance with pre-established Key Performance Indicators (KPIs).
[bookmark: _Toc151800753]Allocation of Resources
The effective execution of the Minus Sugar project relies heavily on the meticulous allocation of resources across all facets. The fundamental component of project implementation is inside the human resources department, including individuals with specialised knowledge in areas such as product development, marketing, distribution, and compliance. In order to foster a sense of harmony and promote effective collaboration over the whole period of the project, it is essential to establish and communicate each team member's respective tasks in a clear and concise manner. The decisions enacted by upper management have a direct impact on the allocation of financial resources, the availability of resources, and the overall trajectory of the project (Svejvig and Andersen, 2015). Consequently, the support and strategic guidance provided by top management have equal significance. Strategic allocation of finances ensures adherence to schedules and prevents the compromise of goals. Each of the aforementioned domains, namely product production, marketing, distribution, regulatory compliance, and an emergency fund, has its own distinct budgetary allocation. The allocation of funds in this budget provides the necessary flexibility to effectively manage unforeseen circumstances without compromising the project's overall integrity. Technological resources are selectively chosen to enhance product development and promotional efforts (Khan et al., 2023). The production and evaluation of Minus Sugar involves the use of state-of-the-art instrumentation to ensure optimal standards of excellence and consistency. To optimise marketing endeavours and provide a targeted and evidence-based approach, organisations use analytics platforms, customer relationship management systems, and digital marketing technology. Considerable emphasis is placed on the allocation of resources towards the distribution networks and production facilities that constitute infrastructure. The timely production of Minus Sugar is ensured using well-equipped facilities including modern equipment, as well as a robust distribution network. To ensure the proficiency and contemporary knowledge of the project team, the implementation of training and development initiatives serves as a valuable investment in human capital (Salmen, 2021). The continuous implementation of skill development programmes enhances the team's ability to overcome challenges and make significant contributions to the success of the project.
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Table 1:  Matrix Approach
	Risk
	Importance (Impact)
	Likelihood (Probability)

	Collaborators uncooperative
	High
	Medium

	Requirement X proves impossible to implement
	High
	Low

	Task Y takes longer than expected
	High
	High

	System performance is poor
	High
	Medium

	Show-stopping requirement emerges late on
	High
	Low

	License period ends
	Medium
	Medium

	Supervisor leaves
	High
	Low

	Tool unavailable
	Medium
	High


Source: Own Illustration
The Minus Sugar project incorporates a comprehensive risk analysis process to anticipate potential challenges and implement proactive measures to reduce them. The sugar-free beverage sector is now characterised by a high level of market saturation, hence necessitating a significant focus on competitiveness as a prominent problem. As part of the mitigation approach, we will emphasise the unique branding and great flavour of Minus Sugar in our response, with the objective of differentiating ourselves from competitors. Ongoing market research will enable the project team to identify potential opportunities and ensure that Minus Sugar is aligned with evolving client preferences. The consideration of regulatory compliance is crucial due to the potential impact of legislative changes on the production and labelling processes of sugar-free beverages (Sunar et al., 2019). 
Table 2: Risk Scoring Matrix
	Risk Score
	Risk Level
	Interpretation

	9
	Critical
	Requires immediate attention and action.

	6
	Major
	High priority; management attention needed.

	4
	Moderate
	Moderate priority; monitor and manage.

	3
	Moderate
	Moderate priority; manage as needed.

	2
	Minor
	Low priority; monitor periodically.

	1
	Negligible
	Low priority; minimal management required.


Source: Own Illustration
According to the risk scoring matrix, the treatment of risks is based on tolerating, treating, terminating, and transferring. The project's dedication to maintaining openness in its communication with regulatory bodies and its thorough monitoring of changes will effectively handle this issue. To ensure adherence to all relevant rules and regulations, a dedicated compliance team will be established for the purpose of overseeing the project (Kerzner, 2017). A further potential risk is disruptions within the supply chain, which might impede the acquisition of necessary ingredients and packaging materials because of unforeseen complications. To mitigate the potential consequences associated with this risk, our approach will include establishing a comprehensive and varied network of suppliers, maintaining surplus stocks as a precautionary measure, and implementing a contingency plan to swiftly transition to other sources, if deemed essential. It is acknowledged that there exists a possibility that Minus Sugar may encounter customer resistance owing to negative evaluations or a lack of compatibility with individual preferences (Shrapnel, 2015). The issue may be effectively resolved by the integration of consumer feedback mechanisms and the implementation of thorough taste testing procedures within the product development phase. To enhance client acceptance, it is recommended to implement agile formulation adjustments by using real-time feedback. The project's efficacy is contingent upon the establishment of a brand that is linked to positive health outcomes, enjoyable taste, and satisfied clientele, in addition to offering a sugar-free beverage. The Minus Sugar campaign exemplifies a well-planned and strategically executed response to customer demands within the competitive beverage industry. 
[bookmark: _Toc151800755]Conclusion
The Minus Sugar project aims to deliver a sugar-free cold beverage, addressing consumer demands with strategic project management. The team's proficiency in product development, marketing, and distribution stems from a clear scope, a robust work breakdown structure, and resource allocation. Visual aids like the quad chart and Gantt chart outline project goals, hazards, and timelines. Engaging stakeholders, risk analysis, and adherence to Key Performance Indicators demonstrate commitment to ongoing improvement. The project's success hinges on establishing a brand associated with health benefits, enjoyable taste, and customer satisfaction, differentiating it in the competitive beverage industry. The Minus Sugar campaign aims not just to provide a product but to set a new standard for sugar-free beverages, enhancing overall well-being.
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