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1. [bookmark: _Toc243154478]Introduction

This report presents the initiation and planning of an app development project for GreenLeaf Café, an independent café proposing a mobile ordering and loyalty application. Customers will be able to view the menu, order and pay in advance, select collection times and earn digital loyalty points. The project aims to reduce queues, improve convenience and encourage repeat custom. Delivery also requires requirements definition, staff involvement, testing, training and formal handover.
A robust business case is required before the café commits full funding and resources. Einhorn, Meredith and Marnewick (2022) argue that an effective business case should not be treated as a one-off approval document; it should remain connected to governance and decision-making throughout the project. Similarly, Pereira et al. (2022) emphasise that projects should be justified through the benefits they are expected to create, rather than through delivery activity alone. For GreenLeaf Café, the business case must therefore demonstrate that the expected operational and customer benefits justify the estimated £25,000 investment and the risks of introducing a new digital ordering channel. Approval should depend on evidence that the app is affordable, feasible, aligned with business needs and capable of delivering measurable value.
The project will use a predominantly predictive plan because outputs, budget and launch date can be defined in advance, while short iterative reviews will support design and testing. The report translates the business case into a plan covering scope, deliverables, WBS, milestones, stakeholders, resources, monitoring and control.
[bookmark: _Toc243154479]2. Aim and Objectives of the Project and Scope of the Project
[bookmark: _Toc243154480]2.1 Aim and objectives
The aim is to design, develop, test and launch a reliable mobile ordering and loyalty application within sixteen weeks and a £25,000 budget ceiling. The objectives are measurable so progress and acceptance can be assessed against evidence. Korhonen et al. (2023) argue that performance measures should connect project delivery with organisational success.
Approve requirements, benefits, constraints and the final business case by the end of Week 2.
Approve the user-interface design and technical specification by the end of Week 5.
Complete a working application containing menu, ordering, payment and loyalty functions by the end of Week 10.
Complete functional, payment, security/data-handling and usability testing by the end of Week 13, with all critical defects closed before release.
Train relevant café staff and launch the application by the end of Week 16 without exceeding the £25,000 budget ceiling.
[bookmark: _Toc243154481]2.2 Scope

In scope are requirements gathering, business-case confirmation, interface design, app development, payment integration, loyalty functionality, basic analytics, testing, staff training, launch communications and handover. Out of scope are a full website redesign, nationwide delivery, replacement of the point-of-sale system, a bespoke payment gateway and long-term support beyond handover. Ahmed and Jawad (2022) found that scope creep is negatively associated with project success, supporting clear boundaries and formal change control.
2. [bookmark: _Toc243154482]Project Deliverables

Table 1 provides tangible evidence of completion and clear acceptance points. Shaukat et al. (2022) support a broader view of project success that considers stakeholder value as well as technical delivery.
Table1: Project deliverables
	Deliverable
	Description and importance

	D1 Approved business case and requirements
	Defines benefits, costs, risks, scope and acceptance criteria; supports authorisation.

	D2 Approved UX/UI and technical specification
	Agreed screens, branding and interfaces that reduce ambiguity before build.

	D3 Working application
	Deployable app with menu, ordering, payment, collection-time and loyalty functions.

	D4 Tested release candidate
	Evidence that required tests passed and critical defects were resolved.

	D5 Staff training and operating guide
	Enables staff to manage orders, menus, exceptions and queries.

	D6 Live service and handover pack
	Live service, access details, support contacts, issue log and lessons learned.







3. [bookmark: _Toc243154483]Project Activities and Work Breakdown Structure

A WBS decomposes scope into manageable work packages for estimation, assignment, scheduling and control. Odedairo (2024) shows that WBS structure can influence activity planning and project duration. A phase-based WBS is used because GreenLeaf Café moves through clear initiation, design, development, test and launch stages.
Table 2. Project work breakdown structure (WBS)
	WBS
	Work package
	Key activities/tasks

	1.0
	Initiation and business case
	1.1 Confirm need and benefits; 1.2 identify stakeholders; 1.3 define requirements; 1.4 estimate costs/risks; 1.5 approve business case.

	2.0
	Design
	2.1 Map customer journey; 2.2 create wireframes; 2.3 define data/payment interfaces; 2.4 review accessibility and privacy; 2.5 approve design.

	3.0
	Development
	3.1 Build menu/admin functions; 3.2 build ordering workflow; 3.3 integrate payment; 3.4 build loyalty function; 3.5 configure analytics.

	4.0
	Testing and acceptance
	4.1 Functional tests; 4.2 payment tests; 4.3 data/security checks; 4.4 usability testing; 4.5 resolve defects; 4.6 acceptance sign-off.

	5.0
	Launch and handover
	5.1 Prepare training; 5.2 train staff; 5.3 configure live environment; 5.4 launch communications; 5.5 go live; 5.6 handover and lessons learned.



Table 2 shows that key dependencies are sequential: development follows approved requirements and design; acceptance testing needs a stable build; and launch requires critical defects to be closed and staff ready. Training preparation and launch communications can run partly in parallel. García Rojas and Villa Ramírez (2023) link WBS use with improved scope, schedule and cost control.










[bookmark: _Hlk243152303]Table 3. Responsibility assignment matrix (RACI) for GreenLeaf Café project activities
	WBS / activity
	Sponsor
	PM
	Developer
	UX/UI
	Test / security
	Café staff

	1.0 Initiation / business case
	A
	R
	C
	I
	C
	C

	2.0 Design / specification
	A
	R
	C
	R
	C
	C

	3.0 Development / integration
	I
	A
	R
	C
	C
	C

	4.0 Testing / acceptance
	A
	R
	R
	C
	R
	C

	5.0 Launch / handover
	A
	R
	R
	I
	C
	R


R = Responsible (does the work); A = Accountable (final decision/approval); C = Consulted; I = Informed. PM = Project manager. Each work package has one accountable role.
Table 3 allocates ownership of the five WBS work packages. The sponsor approves the business case, design, acceptance and launch; the project manager coordinates delivery, while technical and operational roles complete the assigned work. The payment provider is consulted on payment integration and testing as required.

4. [bookmark: _Toc243154484]Project Timeline and Milestones

The baseline schedule is sixteen weeks. Table 4 shows that milestones give the sponsor objective evidence that each stage is complete enough to proceed. Ottaviani et al. (2025) emphasise that schedule control should identify deviations early enough for corrective action.




Table 4. Project timeline and key milestones
	Weeks
	Main activity
	Milestone/output

	1-2
	Initiation, stakeholder consultation, requirements and business case
	M1: Business case and requirements approved - end Week 2

	3-5
	UX/UI design and technical specification
	M2: Design approved - end Week 5

	6-10
	Development and integrations
	M3: Feature-complete build - end Week 10

	11-13
	System, payment, usability and acceptance testing
	M4: Release candidate accepted - end Week 13

	14-15
	Staff training, live configuration and launch preparation
	M5: Operational readiness confirmed - end Week 15

	16
	Go-live, early-life checks and handover
	M6: Launch and project handover - end Week 16







Figure 1. Indicative 16-week Gantt chart based on the approved milestone plan

Figure 1 and Table 1 show that a small management reserve is retained within the final three weeks rather than adding time to every activity. If development slips, non-dependent training preparation and communications can continue while the project manager assesses whether additional developer effort is justified. The launch date will not be protected by accepting unresolved critical payment or data-handling defects, because schedule performance should not be prioritised at the expense of product quality.
5. [bookmark: _Toc243154485]Stakeholder Management

Stakeholder engagement is necessary because the app changes both customer experience and internal routines. Aaltonen et al. (2024) emphasise more collaborative project engagement, so staff and representative customers will contribute to requirements and usability testing.
Figure 2. Stakeholder power–interest matrix (indicative)
	Power / influence
	Low interest
	High interest

	High power
	KEEP SATISFIED
Information Commissioner’s Office (ICO): UK data-protection regulator (high regulatory power; low routine project interest)
	MANAGE CLOSELY
Café owner / sponsor; Project manager; Developer / supplier

	Low power
	MONITOR
Payment provider (medium power / medium interest)
	KEEP INFORMED
Café staff; Customers


The matrix simplifies medium ratings into the lower-power/interest categories; the detailed table below retains the original individual assessments.
Table 5. Stakeholder management and communication plan
	Stakeholder
	Power / interest
	Main interest
	Management and communication

	Café owner / sponsor
	High power high interest
	Business value, budget, reputation and timely launch
	Weekly dashboard; fortnightly decision review; approval of major changes.

	Project manager
	High / high
	Delivery against scope, time, cost, quality and risk baselines
	Daily coordination; maintains plan, RAID log and change register.

	Developer / supplier
	High / high
	Clear requirements, access, timely decisions and payment
	Twice-weekly working meetings; defect and dependency tracking.

	Café staff
	Medium / high
	Usability, workload, training and reliable order handling
	Workshops at requirements/design stages; training and acceptance feedback.

	Customers
	Low / high
	Convenience, usability, value, privacy and dependable payments
	Short survey and usability testing with representative users.

	Payment provider
	Medium / medium
	Compliant integration and secure transactions
	Technical contact during integration and testing; escalation route for failures.



Engagement will be reviewed throughout the project because stakeholder influence and concerns may change as the application becomes more tangible. This matters particularly during testing, when staff and customers may identify requirements that were not obvious during initiation. New requests will be recorded and evaluated rather than automatically added to scope.
[bookmark: _Toc243154486]7.  Resource Planning

Resource planning links the WBS to the people, capability, equipment and money required. Uwase and Irechukwu (2023) report positive relationships between resource-management practices and time, quality and cost performance. Responsibilities are concentrated but sponsor approval remains separate from project and technical delivery.
Table 6. Project resource allocation and estimated costs
	Resource
	Planned use
	Indicative cost

	Project manager
	Planning, coordination, reporting, risks, changes and handover
	£4,500

	App developer / supplier
	Design support, development, integrations and defect resolution
	£13,000

	UX/UI support
	Wireframes, interface design and usability improvements
	£2,000

	Testing / security support
	Independent test support and data/security checks
	£1,500

	Training and launch materials
	Staff sessions, guides and customer launch communications
	£1,000

	Platforms, accounts and contingency
	Developer accounts, test devices/services and management reserve
	£3,000

	Total
	
	£25,000



The café owner acts as sponsor and provides timely decisions, access to staff and menu/process information. Café staff contribute to workshops and acceptance testing as part of normal working time. Required material resources include representative smartphones/tablets, reliable internet access, payment sandbox credentials, menu/product data, test customer accounts and training materials. The project manager will review forecast effort and expenditure weekly and will escalate any forecast breach of the £25,000 ceiling before additional commitments are made.
[bookmark: _Toc243154487]8.  Project Monitoring and Control

Monitoring and control will compare actual performance with the approved baseline and trigger corrective action when required. Maylor et al. (2023) note that project performance and expectations can evolve, while Korhonen et al. (2023) connect measurement with organisational outcomes. The project will therefore monitor time, cost, quality, risk, stakeholder readiness and the continuing validity of the business case.

Table 7. Project monitoring and control measures
	Control area
	Measure / evidence
	Trigger and response

	Schedule
	Completed WBS tasks, milestone dates, forecast completion
	>3 working days forecast slippage on a milestone: analyse dependency, resequence work or escalate resource need.

	Cost
	Committed and actual spend against £25,000 baseline
	Forecast >5% over baseline: sponsor review before further discretionary spend.

	Quality
	Test pass rate, critical defects, user acceptance evidence
	Any unresolved critical defect: block release; assign owner and retest after fix.

	Risk/issues
	RAID log with probability, impact, owner and action date
	High exposure or overdue action: escalate at weekly review.

	Benefits/readiness
	Staff readiness, test-user feedback, expected queue/order benefits
	Weak readiness or benefit case: revise training/process or reconsider launch decision.

	Change
	Approved change register and updated baselines
	Any change affecting scope, cost, launch date or acceptance criteria: sponsor approval required.



Quality assurance is built into the lifecycle rather than left until launch. Rocha, Romero and Miranda (2023) underline the importance of quality planning and quality control practices in achieving project objectives. Each deliverable will therefore have acceptance criteria, and design approval, functional testing, payment testing, privacy/data checks and user acceptance will provide documented evidence. The developer will maintain a defect log ranked by severity; critical defects must be closed before go-live, while lower-priority items may be transferred to an agreed post-launch support list.
Risk management will be continuous. Initial risks include supplier delay, payment-integration failure, inadequate staff adoption, data/privacy weaknesses and scope growth. Petronijević et al. (2023) highlight the difficulty of managing project and product risks in isolation, which is relevant here because technical defects can directly create operational and reputational consequences. Risk owners will review exposure weekly, implement agreed responses and update contingency actions when likelihood or impact changes. Dounavi et al. (2022) likewise demonstrate the practical value of integrating risk and quality tools into project delivery.



Table 8. Project risk assessment and mitigation measures
	Associated risk
	Risk level
	Mitigation

	Supplier/development delay
	High
	Agree staged deliverables and weekly progress checks; track dependencies, escalate slippage early and use contingency effort where approved.

	Payment integration failure
	High
	Confirm gateway requirements early; use sandbox testing, provider support and end-to-end payment tests before release.

	Low staff adoption or readiness
	Medium
	Involve staff in requirements and user testing; provide practical training, operating guidance and readiness checks before launch.

	Data privacy or security weakness
	High
	Apply data-minimisation and access controls; complete privacy/security checks, remediate critical defects and block go-live if unresolved.

	Scope creep / unapproved changes
	Medium
	Use the defined scope and change register; assess cost, schedule and benefit impacts and require sponsor approval for material changes.



Risk levels are initial qualitative judgements (High/Medium) for planning purposes; owners will review likelihood, impact and mitigation progress weekly in the RAID log.
Formal change control will prevent informal requests from undermining the approved business case. A change request must state the reason, expected benefit and effect on scope, schedule, cost, quality, resources and risk. The project manager may approve minor changes within agreed tolerance, but any change to the £25,000 ceiling, Week 16 launch, core functionality or acceptance criteria requires sponsor approval. At closure, performance will be reviewed against objectives and the business-case assumptions. Lessons learned and outstanding support actions will be recorded in the handover pack so that project completion is distinct from the subsequent realisation of business benefits.


[bookmark: _Toc243154488]9.  Conclusion

The GreenLeaf Café app is a realistic small-business project with clear operational and customer objectives. The business case is fundamental because funding should be committed only when expected benefits justify costs and risks. The plan converts that justification into measurable objectives, defined scope, deliverables, a phase-based WBS, milestones, stakeholder engagement, a £25,000 resource plan and clear controls. Consistent management of dependencies, change, quality and readiness will provide a structured basis for delivery through to launch and handover.
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