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Introduction

Vintners is an antique shop that requires project managing the goal is to relocate the shop from Shirley to their warehouse based in Sparkhill. Objectives is to create a project plan for processing effective move smoothly ensuring that Scopes are met and project complete.
My role as project manager is to guide, advise and direct you through the project process with reduced issues during the journey, as problems may arise.
Waterfall Project Management
The Project is split up into steps, like water flowing down a waterfall until it reaches the bottom  
when project is complete. 

(Balaji and Murugaiyan, 2012, p. 27) Project life cycle is split into five sections.

1) discovery 2) initiation 3) delivery 4) closure 5) realisation 
Following this cycle is easy to understand and manage there will be detailed documents for all stages in the waterfall project, so everyone is on the same page and suitable for small projects as project scope is fixed and proceed through each development stage seamlessly and benefitting from a highly-planned predictive approach.
However, it has lack of flexibility, any changes made to requirements you need to restart the project phase again which waste time and resources. Need to agree what to do if things change, is paramount to re-evaluate.
So, failing to plan is planning to fail and being focused is crucial in order to work effectively together to move to warehouse efficiently considering peoples roles, scope, time and cost to get project complete.
Not guaranteed to work as we work in a complex environment, but project manager role is to reduce the risk of project failing and were not the boss.
Following approach there will be high levels of stakeholder engagement from earliest stages and maintain and increase that engagement throughout the life cycle of the project.
Waterfall project works effectively by delivering incremental benefit to business sponsor project and can respond to changes allowing refinements to original plan.

Project steering group - Hierarchy Roles
 [image: ]
Doreen will be project sponsor and makes the final decisions as she is the owner and providing finance, resources and the other stakeholders need to convince her why various scopes are important for the project move.
Project manager should manage stakeholder engagement by having meetings by opening up respectful constructive dialogue with all stakeholders to listen, learn consult and inform and try to influence by getting the best out of stakeholder relationships for project moving forward effectively.
Visual aid in ascertaining roles for project honing on their skills, trying to avoid issues occurring. 
(Red Lines, 2014) video showed how everyone should take each other’s roles experience into consideration for successful project move, otherwise nothing will get done.
Project managed poorly has consequences with everyone in the business so following waterfall plan is crucial working together and not against each other for true success.
Ultimately, ensuring project will complete within costs, time and scope, and at the correct quality level.

Iron Triangle
(Locke, 2007)[image: ]
Iron triangle is a useful framework when planning and negotiating the project, to ensure that you are aware of what is feasible or not when commissioning this project. To focus on what you really need for the move instead of what you think you need.
If we wish quality to be the same and balanced within triangle then one of the other components of Iron triangle must change.
Scope (features, functionality); are the tasks for the project, if there are a lot more tasks then harder to achieve so project will take a lot longer and cost more to complete. 
Time (Schedule); time it takes to do scope, if less time to do scope, then it's going to be harder to achieve.
Cost (Budget, Resources); if less money to do scope than it will be harder to achieve.
However, you need to be aware that you cannot expect lots of tasks to complete in shortest time with less money and quality still remaining high as not realistic.
For example, if you reduce time then scope must reduce and or cost increases.
All these need to be taken into careful consideration before final decision is made on a project.
Kahneman and Egan (2011) notes that humans have two ways of thinking either fast or slow and study finds that only slow thinking is logical than fast thinking. 
Steering group need to have meeting to discuss tasks and using their knowledge of requirements and bearing in mind the Iron Triangle points to guide final decision.
Scope
Scope means tasks that need to be carried out to complete project move and general setup of warehouse.
Easiest way I defined project scope is with this simple picture of a circle everything inside the circle presents the scope of project.
Scope of project is everything that you have to do as a project manager, or everything needed to deliver and everything outside of circle is out of scope that don't need to do it. Like things that are either not economically viable not needed by the organisation or perhaps be delivered by other projects at other times.
When starting project, we need to understand what everyone in the steering group thinks is required that needs completion for effective move.
(Heagney, 2016) defined problem as the gap between where you are currently and where you wish to be with barriers that prevent you from closing gap easily.

Project management is finding a solution to a problem.

Starting off all stakeholders need to work collectively in identifying and defining short clear problems and not solutions that is incorporated within user stories, using this sentence template.
As a 		Type of user
I Want		Goal/Feature
So that	 	Reason why 

(Moreno and Yagüe, 2012) four-year research confirms creating user stories tool assist quality planning so requirement can be properly estimated, implemented, very effective and simple to use.

Example
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(Heagney, 2016, p.61) After accumulating user stories, they are prioritised using Heagney Chevron Technique into 3 categories Must, Want and Nice to have. Thereafter, will only concentrate on the “Must user stories” that are required to complete the main tasks for project warehouse move using Iron Triangle and other Wants and Nice will be dealt in another project.
You can use sticky notes or Whiteboard however it can be very messy and disorientating or a very user-friendly project management software tool I recommend Trello for producing User Stories.
  Statistics show Trello is most used project management tool (Enlyft.com, 2021).

Forgetting major Must tasks for project due to forgetfulness or lack of experience will jeopardise time, cost, and quality for the project if carried out later.
Feeling pressured to get work done and changes to new working regime also impacts staff motivation and focus on getting job done. So being understanding and positive throughout process will alleviate this.
Below is completed User Stories for project on Trello that have been prioritised.
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Calculated Time
Estimate are required for supporting decisions scheduling work and ultimately determine how long this project will take and then derive a cost that can also help business cash flow requirements for project move. 
(Roberts, 2011, p.119) the resulting matrix can be used to work out the effort required for projects and is a simple by reading from a table.
Roberts produced technique to make guesses more accurate for project time.
Roberts Product Project Technique put in action.

15 family adults took part in this technique.
Took each Must user story and then got family to guess how many days each would take to complete via complexity and the size of the job. Providing a qualitive question to get quantitative answer.
This is the text I sent to family.
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This was then changed to a Zoom family call as Whattsapp only has 8 maximum on call. 
For each user story question asked, they estimated educated guesses three times, after knowing what the others picked and then I took the third attempt answers and put on Excel spreadsheet to ascertain the average days per task.
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This was an interesting fun collaboration of estimates in working as a team to help assist Vintners Project Move. Opportunity for people to get involved and be apart of the project involvement, and sense of appreciation resonates. Working altogether to answer problems is the best method, drawing from people’s expertise.
Considerations to make is considering the questions carefully following abstraction approach. 
Participants experiences are different and so is their intelligence in answering questions of their thoughts on matter.
Locating people with sound knowledge of requirement will be hard to discover, unless organisation is very large. 
People that are not invested in the project will not create emotional attachment for project success and feel detached due to change so paramount that monitoring review meetings are held.
The largest day in the Roberts Technique is maximum 9 days however when contractors are involved taking large amount of works e.g. setting floor plan, fitting toilet, kitchen facilities, electrics. Generally, take longer than 9 days.
The Delphi technique promotes two heads are better than 1. The more people involved in decision making the more accurate and cohesive the results will be and less people hampers the accuracy.
Every estimate is an informed or educated guess.

Project Schedule Gantt Chart – Excel spreadsheet
Gantt chart is a useful visual representation showing order of completing project tasks and identifies who can do them illustrating easily to everyone and working to finish project effectively. Calculating project duration time in days and identifies Critical Path how long the project will take from start to finish, providing end date which I have identified as 28 April 2021 as move in day.
Gantt chart shows order of works to be completed and some jobs are Dependent for example electric and water supply needs to be put in first before contractors can use electric tools and water for cementing and fitting toilet facilities.
And independent tasks can be done whenever during the schedule, that will help in progressing project quickly.
May lack coordination between activities due to lack of experience of tasks.
Geraldi, J., & Lechler, T. (2012) Research shows that projects using Gannt charts ever complete pre-defined completion date due to task delays and some professionals unlikely to follow steps meticulously such as the value creation and realisation, development of relationships, exploitation of opportunities.
Screenshot of Excel Gantt Chart
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Monitoring 
I suggest Stand up meetings lasting maximum of 10 minutes, so everyone involved in the project communicates what they have done today, yesterday and discuss main problem to ensure everyone is focused and working in a team to lessen disruptions.
Monitoring needs to be done once a day but when nearing the deadline people tend to get more interested or nervous then they want so needs to be frequent twice a day meeting. 
Ensuring project plan is staying on track as some people may ignore it and do what they think should be done so project manager can rain them back in.
Management by exception 
(Hasija and Gehani 2019) Study shows that leaders who attend to important issues and take decisions of task performance achieve full efficiency and effectiveness. So, meeting up regularly on project goals is essential.


Calculate Cost
Estimating cost is one of the challenges to project management by biases and in a world of uncertainty. 
However, Vintners have a substantial money to set up warehouse after moving, that is not a big issue for them.
The bottom-up estimate this is where we take each activity from Gannt schedule and assign a cost to that and then add them up to get the overall cost of the project this can create accurate estimate.
UK combined average hourly pay for people in UK is £11.82 in September 2020. (Gov.uk, 2021).
And 
In November 2020 that UK people work on average 34.5hours per week. (Office for National Statistics, 2021)
Formula used to calculate daily cost per person used 
34.5 hours per week / 5 days =6.9hours x £11.82 = £81.56 per day.
From the Gannt Chart calculating time there are 27 total days x £81.56 is £2,202.12 total cost of project move. 
Wisdom of the crowds
Francis Galton in 1906 observed when analysing “guess the weight” competition of an Ox he found out average guess 1197lb of 800 people was close to actual weight 1198lb. Summarising, that accuracy of a group of guesses is far more accurate than one expert which is the Wisdom of Crowds.
To estimate the average cost of materials per day used for project I totalled the amounts guessed by asking 15 adults and divided this to get an estimate of £447.
Total materials 27days x £447 = £12,069 
The limitation is getting on board as many people as possible to participate. 
This is only a ball part estimate of guesses and can still be inaccurate.
Applications of technique in projects and limited research of working have been scarce.
(Ball, 2021) states poorly informed decision-makers that don’t have a good sound good judgement make estimates less accurate and not providing incentives like financial rewards make people provide quick hazardous guess.
Stakeholders will get bored in the end if their not involved in process.
(Surowiecki, 2005) stated to obtain accurate results, you need 
Independence: own independent guess.
Diversity: diverse set of guesses. 
Decentralisation: people use own knowledge to stop biases.
Aggregation: calculating by average

The process of project cost estimation needs to start with understanding the scope of the work you need to do and the tool for that is a work breakdown structure once you have your work breakdown structure you can estimate the time it will take to deliver each component of work and from that you can allocate people into the roles to do the work and when you combine the time it will take with the cost of each of those resource is that starts to build up a cost estimate for the work that it will take.
Not a guarantee of project being successful as quite often relying on guesswork for the future of the project succeeding. 
Iron Triangle risks to project
Iron Triangle represents basic criteria for measuring project success whether project delivered by due date, within budget, and agreed level of quality and scope. 
Misunderstanding or misinterpreting Iron Triangle can lead to project failure despite effective management of all other aspects of a project. Effectively managing Iron Triangle has been found to be central to project success, however research into Iron Triangle is most overlooked fundamentals of project management.
Project managers often create an illusion of tangible progress by relying heavily upon traditional on-time, on-budget and on-target measures”, with the implication that the Iron Triangle is an oversimplification of project practice.
 (Pollack, Helm and Adler, 2018) Research has increasingly suggested that iron triangle does not tell the whole story of project success. Too much focus on the Iron Triangle can limit organisational effectiveness in realising benefits, and distribution between project managers and functional managers authority and responsibility and evaluations of project success by stakeholders are inherently subjective and cannot be summarized naively into the iron triangle without under or overestimating project success at critical points in the project life cycle.

Collins and Baccarini (2004) suggests that new criteria are needed to evaluate the success of projects identify that other performance indicators such as efficient use of resources, effectiveness, stakeholder satisfaction, and conflict and dispute reduction are increasingly important.
Project Managers face common issue one side of the knife edge is pressure from sponsor to minimise costs quick completion and as cheaply as possible and on the other side of the knife edge is the pull in the opposite direction to include as more cost or more time to reduce the risk of cost or schedule overruns.
to give us as project manager is the best possible charter delivering what we've promised when we promised it and to the budget that we committed, and you are always going to be walking along that knife edge trying to balance those two competing pools.
Plans are nothing but planning is everything. We cannot predict the future and there will be problems along the way and identifying and solving them by not getting flustered and annoyed will help project move smoothly.
However, there will be risks to project failing and project manager will assist in managing process and removing risks and everything done provides chance in meeting goal of moving to warehouse. Putting effort in narrowing the risks should be everyone’s priority and sticking to plan.
Need to trust the system and plan and implementing monitoring systems for Iron Triangle and project schedule process updates will iron out problems occurring.
Having a contingency for costs if going over budget will help relieve financial stress.
Project scope is in some ways the easiest thing to define project management but it is also in many ways the hardest thing to agree negotiating the scope of your project for me is right at the heart of good project management but it's also the toughest challenge.
An issue of stakeholders trying to feed additional functionality/requirements into the scope therefore extending the scope boundaries without necessarily increasing resources for the budget or schedule to allow you to deliver called scope creep.
Negotiating scope is difficult as there are many stakeholders and each of them has different preferences, needs, agendas and process of negotiating scope is negotiating against all of those competing pressures trying to satisfy all stakeholders and all of this with limitations on the resources available. 
So multiway negotiation of advising with stakeholders to try to negotiate best balance scope and won't please everybody.
To get project signed off by sponsor who has ultimate authority to decide what final scope will be the final budget and duration is easy concept but negotiating and documenting it and sticking to it and winning over stakeholders at the same time is a tremendously difficult challenge.
If Project manager is not assertive with the knowledge possessed the project will fail and so all stakeholders need to understand the advice given, as many feel they know what’s best.

Conclusion

Waterfall is a linear model and it’s easy to implement and amount of resources required to implement model are minimal. Each phase has proper documentation followed for the quality of the development.
The problems with one phase are never solved completely during that phase and in fact many problems regarding a particular phase arise after the phase is signed off, this result in badly structured system. 
None of the approaches are perfect we always have delays, and we can't control everything.
(Wood, 2021) explained having a good rapport with project manager is key for working out issues fast, communication and common understanding is key to completing a recent project move for antiques goods.
These various techniques followed cannot guarantee a smooth journey to Vintner move, but it guarantees the realisation of completing project and closing the project off from the waterfall process of successfully moving from Shirley to warehouse setup with all antiques.
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