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Vintners Antiques shop is a family run business and are looking to move their business from Shirley to Sparkhill. They have seeked the help of our company to assist them with this project. We will provide a critical assessment of the risks associated with the project by using project management tools and creating a user story. Some of the tolls we used were the Delphi Forum, the MoSCoW method, and a Gantt chart. We have shown how a live Gantt chart will be used to communicate the project plans to the stakeholders. Finally, we have provided a personal reflection of our ability to manage the project, with future recommendations and improvements we could make to improve our own performance. 
[bookmark: _Toc36546000]Company overview  

The Vintner family have run the business for decades. The business in now on its third generation of owners. The owner’s grandfather had bought the shop over three decades ago. 
	Member of the Vintner’s Antique group
	Role

	Doreen Vintner
	She is an accountant and runs a light business. She abides by all rules of the business

	Denis Vintner
	He searches for the antiques and is highly passionate about them

	Suha Madani 
	She handles the customer service aspect of the business and is liked by most people

	Omar King
	He is a general all-rounder and has worked at the warehouse since he was young, 

	Paul Ranson 
	He is a friend of the Vintner family and knows all about the business, being able to help with any questions we may have



The family have had a really good offer to buy the shop that they own outright in Shirley. This is very exciting for the family because they are aware that the shop is not as successful as it previously was. They also own a warehouse in Sparkhill. It is very basic and has only been used for storage. The warehouse is simply a lockup, with no electric, phone or internet. There is no office space and only a concrete floor.
Now they want to move location from Shirley to the new warehouse in Sparkhill.
[bookmark: _Toc36546001]Possible risks of the project

Misunderstandings of roles within the team
As a family business, members of the family may not be clear with what their role entails and what is expected of them, therefore could pose as a potential risk to the whole project. It is important for all members of the family to communicate well, so any misunderstandings and mistakes can be discussed and corrected. 
User stories
We created user stories without the involvement of the business, so they are not aware of what we must have, want to have, could have and would be nice to have. They may not understand what we want to do nor why we may want to do it, meaning we would have to create the user story all over again while involving them, which isn’t very efficient. 
Planning 
Planning may not be done in enough detail or haphazardly so problems may arise e.g. suppliers not being able to meet the demand for resources or not being able to deliver goods on time. These obstacles are unforeseen and can have a detrimental effect on the overall quality of the outcome of the project. 

[bookmark: _Toc36546002]Tools and techniques

Iron Triangle
The Iron Triangle is a model of the factors that can affect a project in project management. The three factors are scope, schedule and cost and the ability to control and adjust these has been linked to being successful in project management. Scope is the number of and complexity of tasks in the project. Cost it the funding and resources that are needed to complete the project. Schedule is the time given to complete and deliver the project. This project management tool highlights that the project manager should be able to reach a reasonable conclusion based on these three factors.
Project managers have the tough task of trying to find a balance between the project delivery and the overall quality of the project as well as the key factors that limit the project. A project’s quality is, therefore, restricted by the amount of funding it receives, as well as the resources it can access, any deadlines and dates that tasks need to be completed by and the amount and complexity of tasks the project consists of. 

[image: The iron triangle]
Figure:1 Iron Triangle

User story
User stories are short natural sentences and informal language descriptions of the attributes of software systems that are often noted down on post it notes, index cards or in project management software. They may be written and annotated by a variety of stakeholders such as users, managers, clients and development team members, depending on the project. 
The format of a user story should be:
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

In the diagram above:
Role = person/system that may collaborate with the system that is in place to reach a specific goal. 
Action = a user's expectation that can be reached through collaborating with the system.
Benefit = value that is astern the collaboration with the system.

Chevron (Moscow)
When it comes to managing a project, having a deep understanding of what the customer requires and their priorities is critical. The chevron approach attempts to work out what must be done and what would be nice to have. Many projects begin with basic criteria of what the customer requires, but later realise that the customer’s needs haven’t been fully understood. 
Once a clear criteria has been set, ranking and ordering them is essential. This is helpful to all as it aids in understanding what parts of the criteria are of high importance and what carry less importance, what order they should be developed in and what is oaky not to be delivered if there is a shortage of resources.

A good method for creating a prioritised and ordered list of requirements is the MoSCoW method.
MoSCoW stands for:
M = must = these must be included to meet the needs of the business
S = should = if possible, these should be included 
C = could = these could be included if other aspects of the project are not affected 
W = would = these would be nice to include 
The Must criteria is the most important as failing to meet even one of them will lead to the failure of the whole project.
To be able to deliver a successful project, it is necessary to have a list of requirements that are clear and have been discussed with and agreed to by the customer, along with a timescale, criteria and overall objective. 
[image: MoSCoW written on a blackboard]
Figure:3 Moscow Method
Delphi technique
The Delphi method is a framework that is built on the answers from questions that are sent to a body of experts. This method is helpful at coming to collective decision or conclusion, based on the questions that the body had answered earlier. The body of experts go through multiple rounds of questioning, and through each round, the answers are shown to the group, while being kept anonymous. As each round passes, if a member of the body finds their interpretation of the ‘collective response’ has changed, they are given the opportunity to change their answers. Through consensus, the Delphi method looks to reach a response that is correct, due to the several rounds of questioning and the body being exposed to what the group thinks collectively.
 Firstly, the group coordinator gathers a body of experts who specialise in the topic that is being discussed. After those that are participating have been confirmed, members of the body are given the questions, and are instructed to note down their thoughts on each topic, taking into account their personal opinions, experiences, and any prior research they may have done. The questionnaires are then given back to the group coordinator who gathers the notes and makes printouts of them. These copies are sent to each participant, along with the opportunity to comment further.
At the end of each session of discussion, all the notes are returned to the group coordinator who makes the decision of whether another round is necessary or if the results from these discussions are ready to be published. The rounds of questions and discussions can be repeated as many times as needed to achieve a sense of consensus. The final result should be an accurate consensus of the group’s thoughts. 
[image: ]

Figure:4 Delphi Technique

Gantt chart
The Gantt chart is a highly effective and useful way of showing activities and tasks and the amount of time they need to be completed. On the left, a list of activities can be seen. Along the top, a time scale can be seen Here, a bar represents each task, with the length and positioning of the bar reflecting the duration, start and end date of the according activity. This allows you to see:
The many tasks and what they are
The date that each task starts and ends
Overlapping activities and how much they overlap 
The dates that the whole project starts and ends
In summary, a Gantt chart displays what must be done and in what time period it must be done in.
[image: ]

Figure:5 Gantt chart
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A steering group is a collection of experts who look over and observe a project to make sure that everyone is following protocol, and provide advice and help where deemed necessary. Below are the members of Vintner’s steering group:
Doreen is the sponsor of this project. She is the accountant of the company and has got a clear idea about the financial side of the company. 
Deniss is the antique expert and displays a lot of passion towards it. She is the specialist so will know how to handle the antiques, e.g. how to pack the antiques, how to store them, how to move them and how to deal with problems such as restore damages. 
Suha is the office manager. She is liked by most people so they will be willing to carry out any instructions given by her.



[bookmark: _Toc36546004]Stakeholders communication/engagement

Stakeholder engagement is the process used by a business or organization to communicate and engage with stakeholders, which usually outlines a clear purpose of achieving outcomes that have been agreed to by all stakeholders. 
It helps to improve the relationship between companies and their stakeholders.
Stand ups with team
The project management team briefly meet up every morning to review and discuss key points and tasks of the day. This ensures that any misunderstandings and problems can be dealt with and ensures that all members are aware of their tasks for the day. 
Gantt chart with steering group and sponsor
The project management team uses a ‘live’ online version of the Gantt chart that is shared with the Vintner family so that they can track the progress of the project whenever they want to. This means the Vintner family are aware of all the tasks that are and will be carried out and over what time period. 
Informal chat with everyone
An informal chat is had with each member of the project management team often. This is an effective way to communicate as people may raise concerns and discuss issues that they wouldn’t have been comfortable with doing in front of the other members of the group. 
Email 
The project management team communicate via email to share documents and work that need to be seen by other members. The members of the team also use emails to discuss any misunderstandings or problems that arise during the development of the project. 
[bookmark: _Toc36546005]Personal reflection, recommendation

Self reflection is the act of taking a look and reviewing the things that you think about and do, and analyzing your motive for these thoughts and actions. Self reflection is something that is beneficial for everyone. One of the main benefits of self reflection is that it can help you identify and come to terms with who you are and set up goals to aid in self-improvement.

Team work
A lack of good team work and communication between members of the group made working efficiently a difficult task. Members of the team weren’t clear with what their roles were and what tasks they were assigned to carry out, meaning some tasks were repeated and some were not even done. To improve, the group members need to communicate thoroughly and make sure that everyone is aware and understanding of their roles and tasks before actually starting the project.
Lack of resources
A lack of resources made it difficult for members of the project management team to carry out tasks and complete them by the deadlines set in place. This was detrimental to the overall quality of the outcome of the project as members were not able to work as efficiently as they could have, if they were to have the appropriate resources. To improve, the team needs to make sure that all resources that are needed are available, and need to have reserves in place if those resources aren’t accessible. 
Sufficient planning
The project management team had started the project without a proper plan or structure, leading to a lot of confusion with what tasks were meant to be carried out, by who and when. To improve, a detailed plan needs to be created and discussed with all members of the team before starting the project, to ensure that things run as smoothly and efficiently as possible. 

[bookmark: _Toc36546006] Self-development plan

A self-development plan is a penned account of self-reflection and goals to improve, which can also act as a personalised action plan used to help us reach personal, academic or career based goals.
In the future, I would like to continue working on my role as a project manager and excel in my workplace. Enrolling myself into a course that teaches the Prince 2 project will aid in my knowledge of project management and will help me in the future, as any firm will recognise that I have a certificate in advanced project management. 
Furthermore, I would like to enrol for the Agile Project Management. The concept of this project is Vision, Broad, Direction, Adapt, and home in on a target. Enrolling for this course would improve my performance in an abstract way. 

[bookmark: _Toc36546007]Conclusion

By participating as a project manager in the Vintner’s move from Shirley to Sparkhill, I have come to learn that managing a project efficiently requires a series of carefully reviewed steps. I have realised that communication is a vital component in completing the project to a high standard. 
Overall, being a project manager has allowed me to gain knowledge of all the pro tools and how crucial they are to project management and the success of a project. 
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