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Introduction
In this report I will develop a Project Management Plan that adheres to the MoreYoga company business structure. For the purpose of this paper, I will use project management tools and theories to develop a clear scope plan, identify stakeholders, evaluate and analyse the Work Business Structure (WBS) while breaking down objectives and tasks that should be undertaken. Furthermore, I will create a detailed draft of costs and an outline project schedule (Gantt chart), identifying all available resources. At the end of the project, after delivering the retreat, we will evaluate the outcome, the reviews and the profit of this project to fallout to the next project.
After the pandemic the market changed, and we had to adopt quickly to new ways to deliver products or/and services. In this report I will try to analyse the risk of potential Covid and show a way that MoreYoga as a company not only can but should develop new opportunities and benefits from the current business environment.
More Yoga launched the first studio in London in 2016 and has today 33 studios across London, with 10.000 members in 2020. During the pandemic all the studios were closed, and M-Y management created an online platform where all members had access to yoga training. Nowadays, online participation is always an option and has created a great opportunity for the business to explore more areas and benefits (‘ABOUT’, no date).
Project Management Outline
Before I present my new project, let’s give a look at project management definition:

‘Business leaders and experts have proclaimed that project management is a strategic imperative. Project Management provides people with a powerful set of tools that improves their ability to plan, implement, and manage activities to accomplish specific organisation objectives. But project management is more than just a set of tools; It is a results-oriented management style that places a premium on building collaborative relationships among a diverse cast of characters. Exciting opportunities await people skilled in project management’ (Larson & Gray, 2011, p.3).
However, project management must be continually improved in terms of time delivery, budget, performance, outcome and so on. In this specific project will use all available tools and theories to avoid any scope creep and get the best results out of it.
a. MoreYoga retreat scope 
MoreYoga opened the first studio in 2016 and during the pandemic offered online classes. It is indeed one of the most successful businesses in the wellbeing industry today with more than 10.000 members. During the pandemic people faced mental health issues, depression, anxiety, stress and so on and since then they are looking for new ways to increase health and wellbeing investing time, effort and money to make this happen. 
Taking into consideration this fact we can engage even more customers next year and we can expand the business in the UK and internationally with yoga retreats. Pandemic creates new opportunities for development because customers are more and more focused on healthy living and wellbeing. 
MoreYoga already has a small group of people working to develop the organisation, the Project Manager, the Sales and the Management team, the Marketing, the IT, the Finance, Human Recourses and of course a great team of yoga Instructors. The risk of failure for this project is very low and in the potential profit is endless. Finally, minimise Covid risk with online retreats saving costs at the same time.
b. Scope and key points analysis
The project is a one-week yoga retreat in a venue in Cornwall, UK. We will accommodate 30 participants for a fee of £1.500 per person. The project date is the 4tt of October 2022 and the finish date is 10th of January 2023 with delivery dates set from 2nd to 8th of January 2023. This retreat includes: 
· Six nights’ accommodation
· Transport from the centre of Cornwall to the venue, which is only 5km 
· Meals (light breakfast, lunch and light dinner)
This is something we haven’t done before as an organisation and therefore everyone on teams needs to be well informed about specific task and responsibilities we need to take. Furthermore, we are going to use The Project Life Cycle to identify and clarify different phases of the project to the very end, the termination of this project. 
Project Life Cycle 
In this very first, defining phase (top-left in Image 1, see below) I am going to present my project to MoreYoga project manager asking for approval. As I mention above, the main goals are to expand the business, increase profit, increase the reputation of MoreYoga online and become competitive in the market. 

Covid risk can be faced by delivering all the classes online. The project has a start time and finish time, and the delivery dates are set. We propose the cost of £29.400 for a one-week yoga retreat and expect a top-quality delivery to our customers. 

To achieve all the goals we should now, on second Planning phase (top-right in Image 1) develop and plan accordingly every task we should complete:
1. Search and secure the venue (Management team)
2. Advertising the retreat in More Yoga website, social media, studios in London (Marketing Team)
3. Advertising and secure two yoga instructors through our internal communication system (Marketing team)
4. Search and secure mini-bus driver (Management team)
5. Communicate with venue and agree to food menu enquires (Management team)
6. Search and secure photographer in local community websites (Management team)
7. Equipment we need from London studios to be transferred to Cornwall venue (Marketing Team)
8. We booked and secure 30 participants for this first retreat (Marketing and Management team)
Each of these tasks must be follow-up by the Finance and Human Resources teams to ensure all the legal procedures are respected. Last, taking into consideration the risk of Covid we agree and prepared to go online if we need to. After the completion of these tasks, we hold a meeting in two weeks’ time to check the status and report any changes we must amend. 



Image 1. Project Life Cycle

Executing stage (bottom-right in Table 1), the last stage before the retreat. We are on budget; we have all complete the tasks and secure stakeholders. The cost is confirmed, the fees have been paid and we have received all the payments from participants. Few small changes are necessary, for example, we have few vegan customers so we need few changes in the food menu, or, a couple of participants will arrive next morning and we need to pick them up. We agree that the IT team can do that as they are in Cornwall that time to set the equipment for the video recording. Any other issues so far? All seems to be going well.
Closing stage (bottom-left in Image 1). The time is here, we deliver the retreat for a week. Everything goes well, we have a great team looking after the retreat from all different aspects. The yoga instructors are highly qualified and the quality of the retreat, the venue, the classes, the food, the accommodation is very high. We are expecting great reviews in the end of the retreat. 
The outcome of this first retreat was that we could increase satisfaction if we had two yoga instructors to each class for this number of participants. In that case we could increase the number of participants, find a bigger venue as well for a better price. However, we hope to have great feedback regarding the venue location, and that customers will love the natural environment. Last and most important we must be on budget, to achieve the profit we expect and receive positive reviews, great pictures to upload in social media and new services to provide to our customers.
Stakeholders Analysis 
‘Stakeholders are those affected by the project. All those involved in the project are, therefore, stakeholders. However, there are also those who take no direct part in the project as team members, but whose activities will in some way be changed as a result. These could be users of new systems, people in new departments resulting from reorganisations (or those made redundant), those taking roles in new processes as managers, supervisors and workers. Often the project is of little importance to them, but they are of great consequence to the project if their consent is critical to success. It is essential to identify them because it is critical to enrol them at an early stage in the project to ensure their power does not cause the project to fail later’. (Buttrick, p.317)
Instead of losing sight of the stakeholders’ role to my project I have defined them from the beginning (internal and external), with a scope to rate the influence they have to my project. Some of them are important and they are actively involved and effective by the project. Therefore, it is crucial to build trust and respect with them and communicate effectively to avoid any negative effect to the project.
Sharing the information below with the team could be great guidance to understand the consistency of communication we should build with stakeholders. 
Table 1: Internal vs. External Stakeholders rated from 1 (not important) to 5 (very important)

	Internal Stakeholders 
	Rating 1 -5 
(5 = very important)
	External Stakeholders 
	Rating 1-5 
(5= very important)

	Owner 
	5
	Cornwall local community 
	1

	Project Manager 
	5
	Local Suppliers 
	2

	Employees
	5
	Food suppliers 
	2

	Marketing Team
	5
	Bus Mini driver 
	3

	Finance Team
	5
	Venue 
	3

	Management Team
	5
	The public community in Cornwall
	1

	Human Resources 
	5
	Yoga Allowance 
	2

	IT team
	5
	Legal consumer contracts regulation 
	2

	Yoga Instructors 
	5
	UK Government Covid regulation
	3

	
	
	Customers 
	5


Work Breakdown Structure 
The Information presented in Table 2 is a map of my MoreYoga retreat project, defining all the elements and breaking down all tasks to establish to control the project on each level. 
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Draft of Costs 
Estimating time and cost is critical for this project as we are trying to grow the business, achieve the goals, complete the project deliverables on time. All these estimates can be found on the WBS Table above. However, an accurate costs draft is listed in Table 3:
Table 3: Fixed and Customer Cost by Time.
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Resources 
The main resources of this project are the owners and the employees involved, their time and their knowledge:
· Project Manager: the project will be led by the co-owner of MoreYoga. Their personal time is fully dedicated to the project in following up every step of organising and executing the retreat. Most importantly, they will oversee the finances: budget, payments, and invoicing. 
· Marketing manager: the marketing personnel will oversee of the promotion of the retreat using advertising tools and a social media campaign.
· IT/website manager: a web design expert will manage updating information on the company’s website with live content, videos and links to social media, in collaboration with a hired photographer.
· Booking & customer service: a dedicated employee who will also be overseeing communication with catering, transport and the venue.
· Owners (Management Team): both owners will dedicate their time to managing the preparation (select venue, catering, transportation; hire and book transport, instructors, photographer) and execution of the retreats. 
· Training team (2 yoga teachers, Yoga Alliance certified): the knowledge and the client relations of these instructors is the central value of our project 
Finally, all yoga practice material and equipment (ex. mats, blocks etc.) will be brought from London in order to economize on costs. 


Gantt Chart
The Gantt Chart below describes the main milestones in the life of the project. %ilestones define that the activity is either starting or is concluded so for example “venue” means that the venue has been booked, “stakeholders” means that all the stakeholders have been identified. 
The Gantt Chart does not include contingencies such as late bookings which we will be flexible to do after the bookings close on 30 November. 
[image: ]
Risk Assessment 
Two types of risks, internal and external are analysed. Internal risks include anything that can go wrong during the preparation and the execution of the project from our team (e.g., human mistakes in the IT or marketing team, bookings or management). These problems may also come from outside the team (e.g., the venue, the catering or the transportation employees). 
The project manager must be able to oversee and prevent these risks via careful organisation and monitoring of all activities and communicating effectively with all employees. Finally, the most important internal risk has to do with our trainers not being able to show up for any reason including health and the participants cancelling their booking because of personal reasons.
External risks are mainly the global pandemic which may come back, the continuing cost of living crisis, the transport strikes and cancellations and severe weather warnings. All these environmental risks directly affect people’s decisions to go to a yoga retreat. These risks cannot be controlled but we can find ways to respond, as is shown in the following risk analysis (Table 4), for example Covid risk can be faced with more PCR testing and discount plans can counter the high cost of living crisis.
Table 4
	Risk
	Probability (1-5)
	Gravity (1-5)
	Total risk
	Response

	Participants cancelation 
	3
	5
	15
	Offer alternative dates

	Yoga instructors' absence
	4
	1
	4
	Replace instructor even myself

	Public transport strike 
	2
	1
	2
	Alternative dates option

	Venue Issues
	1
	1
	1
	Online retreat

	COVID
	2
	2
	4
	PCR – Online record

	Drivers’ issues
	1
	1
	1
	Drive myself with my car

	Severe weather conditions 
	1
	1
	1
	Stay indoors – go online

	High cost of living
	1
	1
	1
	Discount for the next retreat

	Photographer cancellation
	1
	1
	1
	Using IT from London 
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‘Table 2: Work Breakdown Structure for the More Yoga Retreat: Task, Time, Cost, Who Communication Methods.

wes Task Week | Cost/Fee | Who Communication
n Method
wes1 Search for the venue T Negotiate | Management Officer-Helen E-mail and hardcopy
wel Secure the venue 2% Negotiate | Management Officer-Helen Meeting and hardcopy
WPLL | Createa contract 2% £25.200 | HR officer- Alina E-mail and hardeopy
WPz | Create invoicerecord 2% £25.200 | Finance officer-Nick E-mail and meeting,
report
wes2 ‘Advertise the retreat Ed Zero cost | Marketing officer - Alex More Yoga website,
social media, E-mail
we2 Sign in 30 yoga members | 3¢ £45.000 | Sales officer- Marina E-mail and hardcopy
WP21 | Create agreement 39 £45.000 | HR officer- Alina E-mail and meeting,
documents report
W22 | Create invoicesrecord | 3% £45.000 | Finance officer-Nick E-mail and hardcopy
wes3 Search for 2 yoga @ £2000 | Marketing officer - Alex More Yoga Instructors,
instructors Email
wes Secure 2 yoga instructors | 4% £2000 | Finance officer-Nick E-mail and meeting,
report
WBsé | Search Minibus driver | 5% Negotiate | Management Officer-Helen E-mail, Local community
Cornwall
wea Secure the driver 5 £500 HR officer- Alina E-mail and hardcopy
Wess Search for photographer | 67 Negotiate | Management Officer-Helen E-mail, Local community
Cornwall
wes Secure photographer- | 67 £500 Finance officer-Nick E-mail and meeting,
create invoice report
Wess Ust of equipment we 7 Zero cost | Yoga Instructors and E-mail and hardeopy
need Management
wrs Postequipmenttothe | 107 | £100 Management Officer-Helen E-mail and hardeopy
wes7 Book venue for 0% | £500 Sales officer- Marina Email
management mesting
we7 Create invoice for the 0% | £500 Finance officer-Nick E-mail and hardeopy
wess Final meeting 0% | €500 ‘All departments management | E-mail and meeting.
report
wrs Last changes —report— | 107 | All ‘All departments management | E-mail report outcome
risk Issues. inclusive
wess Delivery Yoga retreat 12% | Allset | Stakeholders E-mail, report, record
the retreat
WBS10 | Outcome and feedback | 13% | Zerocost | Marketing Officer- Helen E-mail and meeting,
report
Wr10 Profit submit — on budget | 13" | Zero cost | Finance officer-Nick E-mail and hardcopy
WP101 | Reviews 147 | Zerocost | Marketing Officer- Helen E-mail and meeting,

report
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Fixed costs Price Time
Venue in Cornwall £25.200 2" week
Marketing and social media advertising £500 3 week
Yoga Instructors £2.000 4t week
Mini bus driver £600 5t week
Photographer £500 6™ week
Post equipment £100 10" week
Venue, refreshments and sandwiches meeting £500 10" week
Total cost £29.400 10" week
Customer costs Price Time
Retreat in Cornwall £45.000 12 week
Total Profit £15.600 12" week
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PROJECT TIMELINE

PROJECT DETAILS

DATE MILESTONE POSITION BASELINE

4 Oct Project Start 25 0

10 Oct Budget 10 0

18/10/20222 Venue  -10 0

20 Oct Advertising Campain Start 15 0

25 Oct Stakeholders  -15 0

30 Oct Instructors  15 0

5 Nov Photographer  -15 0

30 Nov Client Bookings Closed 15 0

5 Dec Catering -20 0

15 Dec Transport  20 0

2 Jan Start of 1-Week Retreat -15 0

8 Jan Project End 15 0
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