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Abbreviations

Standard Operating Procedures (SOPs)

Statistical Process Control (SPC)

Hazard Analysis and Critical Control Points (HACCP)
Strengths, Weaknesses, Opportunities, Threats (SWOT)
Political, Economic, Social, Technological, Legal, Environmental (PESTLE)
Chief Executive Officer (CEO)

Human Resources (HR)

Safety, Health, Environment (SHE)

Supply Chain Management (SCM)

Artificial Intelligence (Al)

Provision and Use of Work Equipment Regulation (PUWER)
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Introduction

The essay aims to explore the essential aspects of project management in the context of a
small fruit smoothie firm planning to transition to new premises and expand its product
range. Strategic analyses such as SWOT and PESTLE will be examined in detail as well as
key principles such as stakeholder engagement, project scope definition, robust project
planning, risk mitigation, communication strategies, change management, quality control, and
cost management. The company's organisational structure will be analysed, a number of
different structure types will be discussed, exposing their benefits, and a new structure will be
proposed. Additionally, the essay delves into the challenges and strategies associated with the
premises move, emphasising the role of leadership styles in influencing the success of such a
significant project. Several leadership styles will be dissected to interpret which of the styles
might yield optimal results in the specific context of the company's move.
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Question 1

There are several key principles of project management that need to be considered in the case
of this small fruit smoothie firm and their plans to move to a new premises and expand their
product range.

During the initiation of the project, clear project objective goals and outcomes must
be clearly defined (Ceskovi¢ & Anigié, 2020), such as expanding the product range by
developing and launching new product lines. This can be achieved by undertaking market
research, creating, and testing prototypes, conducting taste tests, and gathering feedback from
focus groups. The supply chain and distribution channels will also need to be assessed and
negotiated to ensure they’re reliable and sustainable as several deliveries have already been
missed.

Stakeholders will need to be identified and engaged, including the three directors, the
suppliers, customers, employees, distribution companies, and potential new supermarket
partners. By engaging stakeholders, it ensures all involved in the project are informed about
the objectives, progress, and potential impacts. All stakeholders must have defined and
agreed roles and responsibilities (Bert Hedeman, 2009). Open communication, collaboration
and commitment will be promoted by doing so. Proactive risk mitigation will be allowed by
involving the stakeholders at an early stage as well as smoother transitions to new processes
and systems. Engaging with the customer will also enhance the customers trust and loyalty as
they will be able to see that their opinions are being considered and valued.

The scope of the project will need to be carefully outlined and documented (Fageha &
Aibinu, 2016), which includes specifying the new products such as the coconut water,
childrens juice, healthy soups, and yogurt-based drinks. It also includes specifying the
capacity of the new premises by assessing the current production needs, including the volume
of fruit smoothies and the new products mentioned. The production process will need to be
analysed to identify space for the equipment, including storage, processing, packaging, and
distribution. Growth will need to be considered as more supermarkets may like to collaborate
in the future. Utilities such as gas, water, electricity should be considered.

A detailed project plan should be developed which includes each task, timelines,
resource allocation, and risk management. Ensure some ‘slack time’ has been built in to allow
for small slippage in the plan due to unforeseen delays (Deac & Vrincut, 2012). Resources
should be allocated alongside the plan, resources can be identified and allocated. The firm
will require expert assistance such as designers, legal advisors, or consultants as they likely
do not have the expertise in-house.

Risk assessments and mitigation should be undertaken to identify potential risk and
challenges such as market changes (Cagliano, et al., 2015), supply chain disruptions due to a
bad harvest or vehicle breakdowns, and construction delays. Strategies would then need
developing to mitigate and manage these risks such as diversifying suppliers, establishing
alternative transportation routes, and developing a comprehensive communication plan.

Robust communication plans need to be established that ensures stakeholders are kept
informed on progress (Samékova, et al., 2017). However, messages may need to be tailored
to each stakeholder groups as each will have specific needs and interests. What’s important to
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employees will differ from what matters to the customer or other groups. Feedback
mechanisms will need establishing such as dedicated email addresses question and answer
sessions, or phone lines. Crisis communications plan need to be put in place to outline the
steps for informing stakeholders and how to address their concerns during a crisis. The
communication plans will need to be evaluated regularly and improvements made where
necessary.

A change management strategy is a key strategy that is recommended as there is
evidence of poor management of change within the firm. The change management strategy
will address the resistance to change from within the firm. By engaging employees in the
transitions, it will assist them with adapting.

Quality has been reported to have slipped so quality standards, or Standard Operating
Procedures (SOPs) need to be defined for the current processes, policies and ultimately the
products but also the new proposed product lines. Quality control measures will ensure
standards are kept. Regular inspection and testing of ingredients, process materials, and
finished products should be tested through sensory evaluation, physical measurements, and
chemical analysis (Cirtind & Cirtina, 2022). Specifications for each product should be
established which cover factors like taste, texture, colour, shelf-life, etc. Investment is quality
control equipment will assist is accurately measuring and monitoring the quality
characteristics of the products. Batch records need to be kept for traceability, which helps in
identifying and addressing quality defects in the event of a recall. Statistical Process Control
(SPC) techniques should be used to monitor and control processes in production to identify
variations that could impact the quality of the products. Regular testing for contaminants such
as pathogens like E. coli and Salmonella will ensure the safety and shelf-like of the products.
Furthermore, rigorous allergen management practices would be implemented to prevent
cross-contamination.

Cost management needs to be practiced by developing budgets for tasks and should
be monitored. An analysis should be undertaken to check whether it is cost-effective to
purchase new equipment or de-commission and transport existing equipment and machines.
They will need to ensure that any machinery that is moved is re-certified to ensure they are
compliant as the machinery directive states. Multiple quotations will need to be retrieved to
ensure the firm is receiving appropriate and like for like quotations.

New suppliers and equipment are likely to be needed, the firm will need to manage
the procurement process effectively. Supplier selection, contract negotiation, and ongoing
supplier performance evaluation is required. Specifications will need to be given out when
purchasing new equipment, suppliers much consider relevant standards for each machine.

The environmental impact of the expansion will need to be considered through cost-
benefit analysis of the project such as increased energy consumption, water usage, waste
generation, transportation emissions, and land use (Knowler, 2005). They should incorporate
sustainable practices wherever possible by implementing LED lighting, renewable energy
sources, water recycling systems, composting food scraps from the waste of the fruits,
recycling. Suppliers who follow sustainable practices should be prioritised. Optimised
transportation logistics would reduce emissions or alternative transportation methods such as
electric or hybrid delivery vehicles.
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Question 2

The SWOT analysis shown in figure 1 evaluates the Strengths, Weaknesses, Opportunities,
and Threats related to the fruit smoothie firm in the given case study.

STRENGTHS
Strong sales performance. Indicates high demand for their producs in the market
Strong relationships with suppliers which can lead to do preferential pricing or favourable terms
with mureal trust and flexibility.
experienced leaders, three directors, with a university background. This typically proves a diverse
skill set, eupertise in fields, with analytical thinking.
Market presence with products sold in two major UK supermarkets. This boosts product wisibility,
enhances the credibility of the brand, and increases sales and expansion opportunities.
Healthy product branding aligns with a growing oustomer trend towards healthier food options
(YouGow, 2021).

WEAKNESSES
& Dbwvious oparation issues resulting in missed delneries and drop in guality due to 3 lack of an

effective company structure, and poor manzgement of change.
Limited ourrent product rAnge.
The company is ourrently operating in 3 small basiness unit with [imited facilities.
Commumicaion challenges among stakeholders which could be due to rapid growth, kack of
formal structure, oF inadedquate systems.
Overreliance an limited suppliers puts the comparny 3k nisk of supply chain disruptions, quality
concerns and a weakened negotidtion posibon.

OPPORTUNITIES
Expansion of the product range through relocting to a new larger premises which c@nin term
lead to higher market share and greater brand swareness.
New supermarket parinership interest presents an opportunity to expand distribution channels to
reach a greater audience and increase sales.
The growing trend toward health and wellness presant an opportunity which an be apitalised
on the demand for healthier food and drink options.
Sustainable practices cam be incorporated, such as eco-friendly packaging using bio-degradabile
materials, enargy efficient technologies can be adopted such as solar panels and installing smart
ENETEY Management systems.

THREATS
Increased competition in the market for healthier food and drink options could mpact sales and
market share
increased challenges related to logistcs, transportation and distribution could present themsehmas
due to exgpamsion
The company are dependant of 3 Emited number of suppliers which poses a risk of disruptions to
the supply chain.
Possible changes im regulation due to perodical review or consumer preference influences related
to feod safety, labeling, or other aspects pose challenges. For instance, new allergen information
or nutritional labelfing guidelines.
Three directors from university may not have the practical experience in running a large business
or managing operations. By calling in 3 consultant to help it demonstrates their lack of experience
inthe area.

Figure 1 - SWOT Analysis
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The PESTLE analysis presented in figure 2 is another strategical tool used to assess and analyse external factors that can impact the company.
The acronym PESTLE stands for Political, Economic, Social, Technological, Legal, and Environmental.

Political

Repulations: Compliance
with food safety regulations
such as hygiene practices
during production, storage,
transportation, and
handling to prevent
contamination. This
invalves following (HACCP)
Hazard Analysis and Critical
Control Points principles,
proper sanitation, and
regular inspections.
Labelling regulations dictate
the information to be
included on labels such as
nutritional information,
ingredient lists, allergen
declarations, expirations
dates, etc. Import/export
regulations.

Trade Policies: Trade
agreements or tariffs on
importing or exporting
fruits from Europe or other
regions post-Brexit.

Figure 2 - PESTLE Analysis

Economic

Market Growth: Economic
conditions influence
consumer spending on
healthy foods such as
smoothies, High disposable
income allows consumers to
spend on healthier food
options such as smoothies.
However, inflation can
impact sales as consumers
limit spending on healthy
foods.

Exchange Rate: Exchange
rate fluctuation affects
imported fruit prices from
Eurcpe. Stronger currency
may reduce the cost of
fruits, but weaker currency
can increase costs,
impacting profit margins.
Interest Rate: Interest rate
changes impacts investment
decisions, the company may
opt to delay expansion.
Consumers may reduce
spend on premium products
like smoothies:

Culture: Cultural attitudes
towards healthy eating and
preferences for locally
sourced organic products.
Demographics: Population
demographic changes and
consumer preferences,
younger groups may cpt for
drinks with added health
benefits such as vitamins
and antioxidants. They are
also more socially and
environmentally conscious.
Health and Weliness Trend:
More consumer's
preference is towards
heslthier food options, this
could be a reason for driving
the companies demand for
the current products and
potential new products.

Technological

j regu ; ns in the
workplace. Compliance with
hiring practices, diversity,
inclusion, and contracts.

transpa

‘advertising practices must

be complied with. Product
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Environmental

Sustainable Practices:
Sustainable sourcing for
fruits by prioritising local and
organic, reducing carbon
footprint, and supporting
environmentally friendly
farming methods.

Waste Management-
Biodegradable or recyclable
materials. Premote
responsible waste
management. Minimalist
packaging designs or
possible refillable options.
Energy Efficiency: Reduce
energy consumption and
greenhouse gas emissions.
Explore renewable energy
such as solar or wind power
to partially power operations
to lower carbon emissions.
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Question 3

Structuring the company effectively involves designing an organisational framework that
optimises efficiency, facilitates, and promotes communication, and aligns with the company's
goals (Dekkers, 2018). The fruit smoothie company, aiming to expand its product range and
improve operations, will benefit from a well-thought-out new structure. Exploring various
structure types will assist in determining the most suitable one.

A functional structure organises employees based on specialised functions such as
production, marketing, finance, etc. It provides expertise in specific areas, but this might lead
to silos, which hinders cross-functional collaboration. This structure may limit the company's
agility as it expands its product range (Verle, et al., 2014).

A divisional structure groups employees based on products, markets, or geographic
locations. Each division operates independently, allowing a customer-focused approach and
quicker decision-making. However, it may result in redundant resources and lack of
coordination across divisions which is currently an issue the company is facing.

A matrix structure combines aspects of functional and divisional structures.
Employees report to both functional managers and project or product managers (R, et al.,
2020). This structure enables collaboration, flexibility, and specialisation, making it suitable
for a company aiming to diversify its product range.

In the context of the fruit smoothie company, a matrix structure seems to be the most
suitable option, a new company structure has been proposed which is shown in figure 3. As
the company expands into new products such as coconut water and healthy soups, a matrix
structure will allow for dedicated teams for each product line, ensuring focused attention and
specialised strategies. With cross-functional collaboration under each product division,
departments such as production, marketing, supply chain, and quality assurance work
cohesively with projects. This integration fosters efficient communication and coordinated
efforts. The matrix structure's flexibility enables resource allocation based on evolving
product needs and market demands. It facilitates quick adaptations to changing conditions,
which is crucial in the dynamic food and drinks industry. The dual reporting lines in a matrix
structure facilitate effective communication vertically and horizontally, ensuring information
flows seamlessly across departments and product divisions.

Operéfions

Business
Development Division

Legal Procurement SHE Production
Department | Department | Department Teamn

Division

Projects

R&D Finance Sales &
Department | Department Marketing

Figure 3 - Proposed Company Structure (Organogram)

Agriculture
Department
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The board of directors are the company’s top-level governance and will oversee
strategic decisions and policies. The Chief Executive Officer (CEO) is responsible for the
overall leadership and operational management. The business development division focuses
on exploring new markets that the company can exploit, as well as product diversification,
and strategic growth initiatives. The operations division oversees all day-to-day functioning
of the company, they will ensure smooth operations and efficiency. The Research &
Development (R&D) collaborates with other departments such as production or sales &
marketing for innovative product development and new product strategies. The finance
department manages financial operations, including budgets, accounting, and financial
reporting. The Human Resources (HR) department is responsible for recruitment, employee
relations, training, and development. The legal department manages legal compliance,
contracts, and regulatory matters. The procurement team deals with all purchasing and
acquiring necessary resources. Safety, Health, Environment (SHE) focuses on workplace
safety, health compliance, and environmental concerns. The production team handle
manufacturing and packaging of the fruit smoothies and any other related products. The
logistics department ensures efficient transportation and distribution of all products. The
agriculture department will handle relationships with fruit suppliers, ensuring the company
have a consistent and reliable supply of fresh produce. The project/product managers oversee
specific projects or products within the respective divisions or departments. For example,
within R&D, there may be Project Managers leading specific research initiatives or product
improvement projects.

Integrating new technologies in the company can significantly enhance the
communication between stakeholders and streamline operations between growers, transport
providers, and the company. Implementing Supply Chain Management (SCM) software such
as Blockchain technology would allow the company to cut out the middleman by having real-
time visibility into their inventory, orders, and shipments (Kopyto, et al., 2020). It enables all
stakeholders to access a centralised system for tracking their orders, managing inventory
levels, and coordinating deliveries. Communication could also be improved by utilising
platforms that facilitate collaborative communication, document sharing, and real-time
updates such as Microsoft Teams, or Slack. These platforms foster effective communication
and collaboration among stakeholders as video meetings can also be held at any time
regardless of geographic locations. Supplier relationship management tools, such as SAP
Ariba, can be implemented to strengthen the relationship with growers and suppliers. These
tools can automate communication, manage contracts, and track performance, which in turn
will foster better collaboration and trust (Jiang, et al., 2017). Artificial Intelligence (AI) can
be utilised for many different aspects such as Al powered chatbots on the company’s website
which can address common queries from stakeholders quickly as they provide instant
responses, enhancing customer service and stakeholder engagement (Ridha & Maharani,
2022). Finally, feedback and survey tools can be utilised to gather feedback from
stakeholders. The company can then analyse feedback as it helps in understanding each of the
stakeholders needs and preferences. If the stakeholder is listened to, they will feel more
engaged which promotes communication and collaboration.
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Question 4

Moving to a new premises can be challenging for most companies, however for a company
like the fruit smoothie company it can especially difficult as this could involve moving large
machinery. Physical relocation of machinery, equipment, inventory, and operations to a new
site could be time-consuming and complex. The company needs to consider whether they will
halt production and move existing machinery and equipment or whether it is more beneficial
to install new machinery and equipment. Both options will require meticulous planning to
minimise disruptions in production and supply chain activities. Machinery that has been
moved to a new location will need to be taken through the CE marking conformity process
again (the European Parliament and of the Council, 2006). The company will also need to
consider Provision and Use of Work Equipment Regulation (PUWER) assessing the
machinery again in the new premises.

The company will need to assess the suitability of the new premises, ensuring the new
location has adequate space, and that they can accommodate expanding production lines and
storage for the additional products they are considering such as the healthy soups and coconut
water, and yogurt-based drinks. Another consideration that must be considered to assess the
suitability of the move is how it can affect employee morale and productivity. Relocating
existing employees will affect their commutes to work which can be increased potentially
disrupting their work-life balance, increase travel costs, and can negatively impact them as
they adjustment to new work environments (Hassink & Fernandez, 2018). Transparent
communication and involving employees in the planning process or seeking their input can
keep employees engaged and motivated for the move. Flexible working hours can also
potentially be offered to staff. Furthermore, other stakeholders can be affected, it can impact
relationships with suppliers and customers due to potential disruptions in deliveries.
Stakeholders can be notified well in advance about the upcoming relocation, communication
for clear timelines, potential impacts, and the company plans should be shared with regular
updates given. Close collaboration is advised with stakeholders to discuss alternative delivery
or production schedules, temporary storage options, or contingency plans.

Transitioning to a new location can temporarily disrupt daily operations. The
company might face downtime, affecting production schedules delivery commitments. Plans
can be made around preventing the downtime such as implementing a phased relocation plan
which prioritises moving critical departments or equipment gradually to maintain operations
(Christersson & Rothe, 2012). The company can also try to schedule the bulk of the move
during weekends, or non-peak production times to minimise the impact. A relocation team
and project manager should be assembled to oversee and manage the move to ensure
communication is clear, timelines are managed, and any challenges are addressed promptly.
The new premises utilities and infrastructure should also be set-up in advance.

Significant costs are incurred by moving to new premises, this can be lease or
purchase costs, renovation, relocation of machinery and equipment, and the potential of
additional staff due to the expansion which may be needed for additional production lines.
These costs will need to be managed whilst maintaining profitability. This can be done
through assigned a project manager or team to oversee budget planning and vendor
negotiation to secure competitive pricing through receiving multiple quotations. Spending
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should be prioritised and reviewed whilst reviewing existing contracts, leases, or service
agreements to identify opportunities for cost reductions.

The success of the project could be influenced by the different leadership styles of a manager.
An autocratic leadership style for example involves centralising decision making with the
manager who tends to have minimal input from the rest of the team. However, an autocratic
leader will make quick decisions as they are not consulting the team extensively
(Dyczkowska & Dyczkowski, 2018). This could be crucial during the move to a new
premises as there will be tight deadlines to minimise downtime. They will tend to provide
clear instruction and direction when in a complex project such as the relocation, this clarity
would be beneficial to maintain timelines and objectives. The team will have defined roles
and responsibilities which will minimise ambiguity. However, this leadership style could
result in a lack of employee involvement. The team may feel disengaged and undervalued
which will impact morale and can lead to resistance and lack of commitment.

On the other end of the scale is a democratic style, where leaders actively involve
team members in the decision making, they seek the input and perspectives of their team
(Crosby, 2021). By involving the team, it encourages participation, allowing ideas,
suggestions, and solutions to be contributed. The team will feel a sense of ownership and
empowerment as well as commitment which will lead to higher morale and job satisfaction.
By empowering and valuing the diverse views and encouraging open communication, the
leader can tap into the collective creativity and innovation of the team which can lead to
alternative solutions for the move and result in a smoother transition. However, by seeking
various inputs, the decision-making process can be slow, when in situations where quick
decisions need to be made like during the move it can lead to progress being hindered and
comprise driven decisions being made.

A differing leadership style is transformational, where leaders look to inspire and
motivate their teams to achieve extraordinary results. It fosters a shared vision and empowers
individuals. In the context of the move, leaders using this style articulate a compelling vision
for the future. A clear vision is communicated which discusses the benefits, opportunities,
and outcomes of the new premises to try to inspire and motivate the team (Milhem, et al.,
2019). This leader also involves the team in decision making and delegates responsibilities.
They focus on high morale and enthusiasm through motivation. They provide support and
celebrate milestones. The project of the move would be committed to by the team and the
leader as the leader will lead by example, displaying integrity, passion, and commitment to
the project. This builds trust among the team, creating a supportive and collaborative work
environment (Goswami, et al., 2016). During the move there will be a lot of change, but these
leaders excel in managing change, they guide employees through transitions by addressing
concerns, communicating openly, and ensuring everyone understands the significance
benefits of the move. Individual development is focused on, providing mentorship, and
opportunities for skill enhancement which aims for long-term impact setting the stage for
continued growth and success that extend beyond the immediate move.

A servant leadership style prioritises the needs of the team, focusing of supporting
their growth and development. During the move these leaders prioritise the well-being of the
employees, promptly addressing concerns, challenges, and needs of the employees and will
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actively remove obstacles. Strong relationships based on trust and respect are built, creating a
supportive environment where employees can express their concerns associated with the
move (Zargar, et al., 2019). These leaders maintain transparency, promote collaboration but
also facilitate discussions and conflict resolution. They encourage continuous improvement
and focus on assisting employees on adapting to changes, providing learning opportunities,
and support professional development during the move. Actively participating by working
alongside the team during a project like the move demonstrates their commitment to serving
others.

It is thought that not only one leadership style might be most effective during the
move to a new premises, but a blend also where leaders adapt their approach based on the
situation may be most effective. The needs of the team will need to be balanced between
involvement, motivation, and support throughout the process. Furthermore, a leader may
adjust their leadership style depending on the employee as some employees may respond
better to a specific style of leadership.
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