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Virtual Restaurant SMART GOALS -3

:Business Goals 1

Establish a new Virtual Restaurant business by the end of
the year. This is a key enabler for the organization to
break through and lead the Saudi Food market within
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next 2 years and to increase the organization market
.share by 30%

:Customer Experience (CX) Goals 2

Enhance the customer satisfaction in the Saudi food
market by 15% within 6 months thru conducting
customer surveys campaign. At least 30,000 customers
.should participate on this campaign

:Social Commitment (Non-profit) Goals 3

To provide 50 hours/monthly training for 4 fresh
graduated students Yearly and to hire 2 persons form
.them based on the performance evaluation

:Leadership Goals 4
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To develop management and leadership skills for the C
level through mentorship, with at least two mentees from
.the Institute of public Administration in Riyadh

:Technical Goals S

The company will partner with 3 Apps developer in
KSA to provide ranked foods application for ordering
.and tracking within Q3 of 2022
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ID Initiative Title Initiative Type | Owner
1 Virtual Restaurant Project Ahmed /

Start Date End Datejative StdApproved Budget Busine:
1/10/2021 L/12/20] Active 400,000 Implement

Project Description (Scope: What d Project Justification (Why'
In Scope: "Our Team is looking forward

Implementation of Virtual implementing a high quality L
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Shaimaa
Almansoor

Mohammed
Alqahtani

Technical
Manager

Delivery
Manager

Project
ELE

Customer Care

Technical Analyst

Waleed
Alrashidi

Manager

Raed Shamari

Sultan Alharbi
Almaidani
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8- Directive PMO:
The best project management office type for this
project is the Directive PMO. The project is
“Implemented Virtual Restaurant” which needs a
high level of consistency across the project. This
project requires PMO to directly managing the
project with high professionalism. The project
manager has to write periodic reports for the office
while the PMO providing the project manager with
the required experience, consultations, and
resources.
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| PROJECT CHARTER | EPMO-1
ID Initiative Title Initiative Type | Owner
1 Virtual Restaurant Project Ahmed /
Start Date [End Datejative StdApproved Budget| Busine:
1/10/2021 L/12/20] Active 400,000 Implement

Project Description (Scope: What d

Project Justification (Why'

In Scope:
Implementation of Virtual
Restaurant

Trfeactkmirkiiva Tranlamankakian
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"Our Team is looking forward
implementing a high quality L
Retail System to facilitate it
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10- Deliverables Check List
(2) piy dsa
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Project Deliverables

Description (Deliverables,{ Start Date | End Date Fmated C| SME / A

Phasel
Project Initiation - Handowver of Inf 01-Oct-21 [ 16-Oct-21
Hardware & Software readiness | 16-Oct-21 |16-Nov-21
Dewelopment - Vertual Restauran 17-Nov-21 20-Nov
Yakeen Connectivity 01-Nov-21 11-Nov
Core System Integration 20-Oct-21 15-Nov
CITC Approval 01-Oct-21 10-Oct
Payment Getway Connectivity 1-Nov-21 11-Nov
UAT 1-Oct-21 20-Nov
Cyber Security Penetration Tes 20-Nov-21| 23-Nov
X-Company Acceptance Phasel| 25-Nov-21 26-Nov | 270,000
Ministry of Commerce Approval | 26-Nov-21 1-Dec
Trainig 26-Nov-21 2-Dec
Soft Launching 2-Dec-21 9-Dec
Publish Production 8-Dec-21 10-Dec
Phase2
Customer Portal 1-Dec-21 25-Dec
Apply the New Brand UI 5-Dec-21 11-Dec
UAT 3-Dec-21 19-Dec
- - 130,000

Cyber Security Penetration T 20-Dec-21 23-Dec
Tamweel Acceptance Phase] 24-Dec-21 24-Dec
GolLive 25-Dec-21 25-Dec
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Stakeholders & Expectations:

Stakeholder

Expectations

Shaimaa Almansoor

PTUJECT SPOTTSOT:

Ccrirn o boyvia on nffortihio infornond

Ahmed Alshuaibi

Raed Shamhani

. . | g
Abdulkareem Almaidani e e
. PIVITUL
Su'tan Alharbl (PMO) To faracoo that tha neraiact ic docuimag
Noor Alnua|m| CFUL. 1T ne SYSLETTT WIIT Tiaric LTIC
COU R Taw sy S tEfT Wit RATETIOE T
MOham d Alqahtanl diaitaliza tha anaratinne nracaccac
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Organization
Stakeholders

External Stakeholder:

1- Customers.

2- Suppliers.

3- Creditors/ Bank
4- Government

5- Local Resident
6- Media

7- Competitors
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14- Organization Culture
Our organization values and culture are about
business viability, customer-driven orientation &
effective employee engagement.

Business Viability:

Business Viability is about financial performance
and stability in order to:

. Have on-time billing and invoicing.
. Enough capital for Competition.
. Expand our client base.

Customer-driven orientation

All the business investment & strategic plan is
customer centric.
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Effective employee engagement

Our employee satisfaction is a priority and
supporting them for business continuity.

15- Culture & Values

The successful restaurant defines a clear values
statement by understanding the goals (Brill R.,
2019). The restaurant values reflect its personality,
standards, and principles that to be abide by the
staff (Darlington N., 2021). First, we need to
choose the core values then, we shape the business
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around them. Values work when every member of
a restaurant staff live and practice them. Values

examples:

. Community

. Family

. Charity/volunteerism
. Honesty

. Integrity

. Hospitality
. Creativity

. Quality

. Consistency
. Teamwork

. Respect

Having strong values can help in decision-making,
clarify vision, tell the story of where you would
like to go and why. They can drive new business,
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motivate the staff, and be part of something with
purpose (Longbottom H., 2021).

16- Specify “3” personal behaviors of the
stakeholders that can influence on the project
Stakeholder behavior can be classified into three
categories :
(1)Observed behavior,
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(2)Cooperative potential, and
(3) Competitive threat

17- Study such behaviors, identify their
reasons, and how they can be eliminated

The main steps involved in stakeholder
management in projects include stakeholder
identification, stakeholder analysis, stakeholder
classification and formulating/adopting
stakeholder management strategy. The
power/interest grid is one of the most important
tools in this process and helps you define your
strategies.
. The high-power and high-interest group
should be managed with the utmost care.
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. High-power and low-interest stakeholders
should be kept satisfied.

. The low-power and high-interest
stakeholders should be kept informed.
. The low-power and low-interest groups

require the least effort; they should only be
monitored.

High-power, highly interested people — manage
closely: These people have great interest in your
work and the power to help you succeed. It’s
critical to fully engage these people and make sure
they’re satisfied. Consult them before starting a
new project, pay attention to their input and
implement their ideas when possible. Keep them in
the loop when someone else’s ideas are chosen and
let them know why.
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SWOT analysis is an actionable insight to our business. It
analyzes the internal factors strengths and weaknesses and
the external factors opportunities and threats (Andrews,
R., 2019), (SCHULFER, S., 2021).

e Strengths: What is the restaurant great things? Why

do people select the restaurant?
e Weaknesses: Where does this restaurant struggle?

Why no more people select the restaurant?
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e Opportunities: What measures this restaurant can
take on to improve? How attracts more people?
e Threats: What measures can drop the restaurant

business? What causes attracts less people?

(4) 5 Js>

Strengths Weaknesses

Unique menu Small portions
Highly rated online Only delivery

Brand loyalty Delivery cost
Pricing power Existing competitors
Better local knowledge Similar cuisine types

High supplier cost
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No marketing teams
Small market share
Limited menu items

Access to funding

Opportunities Threats

Vegetarian menu No meat-heavy menu
More side dish options items

Increase reviews Rising fixed costs

Social media campaigns Bad ratings on review
Grow local brand sites

Reach wider audience
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Introduce new menus
Increase customer
experience

Run special offers

Reduce prices

Loosing VIPs and high
value customers

Loss of good suppliers
Lack of differentiation
Lack of trust from
customers
Competition taking
customers

Economic downturn
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21- Stakeholder Register
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(5) ps ds
_Ahmed Al shuaibi _Virtual Restaurant

Shaimaa Almansoor Internal sa@gmail 5558948372
viohammed AlgahtaniInternal ma@gmai 5558493728
Ahmed Alshuaibi Internal aa@gmail 5674891928
Waleed Alrashidi Internal wa@gmai 5342518672
Alaa Aldeen Mosa Internal a.a@gmai 5991897263
Afnan Alhmod Internal af.a@gma 5451697653

(SRR R, R, R N,
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22- Personal Communication & Effective
Communication

What is personal communication?

Personal Communication is between person to
person. Personal communication are sources that
doesn’t have record the reader can access.
Personal communications may be private letters,
memaos, emails, personal interviews or telephone
conversations. Personal communications are only
cited in text and are not included in the reference
list, as the information is unable to be retrieved by
others.

What are effective communications?

Communication is a vital element of a well-
managed project. There are two main groups of

43



people with whom the project manager needs to
ensure clear and effective communication, the
stakeholders and the project team.

Hence, to ensure that effective communication is
applied throughout the whole project and to
overcome the challenges, a Project Manager
should incorporate a communication plan at the
planning stage of the project. When making a
communication plan, a project manager will have
to ask the following questions:

. What kind of communication is required?
(Management Meetings, Team Meetings,
Management Reporting, Project Records)

. Who needs to be communicated with?
(stakeholders)
. How frequent is the communication

required? (how often)
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. What needs to be communicated? (reports,
meeting minutes, details or summary)

A form of standardized communication plan could
be adopted. However to be effective and efficient,
a communication plan has to be adaptable and
suitable to all stakeholders. As described in
(PMBOK®Guide) — Fifth Edition, ‘Effective
communication means that the information is
provided in the right format, at the right time, to
the right audience, and with the right impact.
Efficient communication means providing only the
information that is needed’ Hence, the project
manager has to tailor the communication plan
accordingly for each project. The plan should be
maintained and updated throughout the project life
cycle if there are any changes.
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23- Communication Channels

(6) P I
communication . ..
Definition Shape
channel
the use of words to deliver

Verbal an information to another Natural

party
. . Is a collective of internet . .

Social media Information via internet

online sharing of information
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Mails

letters and parcels sent by
post

Sending mails via post

Emails

messages distributed by
electronic means from one
computer user to one or
more recipients via a
network.

Massage via internet

Meeting

a situation when two or
more people meet, by
chance or arrangement.

Face to face

Virtual meeting

real-time interactions that
take place over the Internet
using integrated audio and
video, chat tools, and
application sharing

Virtual calls via internet

Phone calls

an instance of speaking to
someone on the phone or
attempting to contact
someone by phone

Auricular via phone
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Texting

the act or activity of sending

text messages from one cell
phone to another. How to
use texting in a sentence

massage via phone & apps

Letters

a written, typed, or printed
communication, sentin an
envelope by post or
messenger.

Massage via paper
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24- Communications Matrix
(7) &8 dsas
Communication Purpose Medium Frequency Audience
Project Project
introduction manager,
Kick off meeting o ’ In house Once sponsor, team
objectives & &
goals review stakeholders
Status review of Project
Project meeting . In house/Virtual Weekly manager &
the project
team
Discuss, review
Technical issues project issues Project
and and setting In house/Virtual | As needed manager &
development development team

plan




Reports to

. document & Project
Project status .
renort measure the Email Weekly manager &
b progress of the team
project
Quarter project Present the Project
proJ progress of the | Inhouse/Virtual | Quarterly manager &
status report .
project stakeholders
Project
Getting approvals manager,
Approvals for any new Email/Signature | As needed | sponsor, team
transactions &

stakeholders
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25- Introducing 3 wrong communication
models scenarios

1. The menu is written in Russian, the restaurant is
in Saudi Arabia, and the technical support staff
does not speak Arabic or English

2. Attempting to communicate with the company
without accessing the list of contacts such as a
phone number or an application

3. Sometimes the customer’s request is delayed,
and the employee’s response is annoying to him,
such as “the request will be delayed, do you want
it or we are working to cancel it” without
explaining that the request will be delayed from
the beginning.
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Supportive Neutral

Resistant Unaware | Position

custome customer

r name
Project :
‘ Consulta office
name
nt
Senior
manage CEO
‘ ment of name
the
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compan
y

project
team

Users

Users

Team
members

Job
seekers

Business
owners
and
governm
ent
agencies
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29- 5-ways of project team motivations:

1-  Pleasant Environment of Workplace:
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To provide pleasant working environment that is
secure, healthy, stimulating and fostering
collaboration within the team that makes them feel
good and encourage happiness to be productive
and innovative thinkers.

2-  Provide Individual Development plan
(IDP):

Each team member should be provided with an
individual development plan to determine the
necessary type of training which they need to
move forward in their career. The IDP represent an
opportunity to learn new set of skills and becoming
knowledgeable about the latest technologies for the
virtual restaurant project.

3-  Support & Encourage Creativity:
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Let each team member feel empowered by the
opportunity of suggesting new ideas, then think
bigger and make it happen. Give them a chance to
Initiate their new innovative ideas and finding
creative ways of solving issues. A monthly
recognition for the “Outbox Thinker “should be
considered.

4-  Be Rewarded:

To Establish reward & recognition system of
team’s positive praise based on the achievement &
performance to inspire the team as they can see
their progress towards the goals of the company.

5-  Define Clear Expectation:

Each team member should understand what he’s
supposed to do on the project. The expectation

57



should be based on each member individual
capabilities and their area of expertise and skills.
Also explain how the Virtual project fits into the
company’s strategic goals.

RAC.I: -30
(9) &) s>
Task/Roles Delivery | Technical | Technical CISO Project | Project PMO | cFo
Manager | Analyst | Manager Manager | Sponsor
Launching R R A R AC A Cl
new branch
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Finding IC AC RAC AC I Cl
supplier
Designing the
layout, space AC RAC AC I Cl
and the logo

el puall g cila 3
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32- provide 3 expected scenarios of the
conflict’s events

1-  Opposing Stakeholders interests

Project conflict can arise at the highest levels of
the company before the project ever gets off the
ground when stakeholders have opposing views
and interests. For instance, the production manager
may advocate for a simple, easy-to-manufacture
product, while the marketing director pushes for a
more complex product that offers extensive
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customization by customers. This type of conflict
must be resolved in order to get a unified vision of
the project before work can even commence.

2-  Conflict over costs and budget

In the world of project management, project
costs and budgets are the backbone of any project.
Without proper funding and appropriate budget
allocation for each specific task, a project is likely
to fail. Nevertheless, budget constraints and cost
cutting are common in projects during tough
economic conditions. Also, in any given
organization some projects may get more than
enough funding and others might get peanuts
depending on the priorities - but further fueling
conflicts between project teams and project
leaders.
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The key to minimizing conflicts related to
project costs and budgets is to ensure proper
project cost management before launching the
project. It is also necessary to control costs during
the execution phase.

3-  Personal differences

Oftentimes, conflict is simply born from
clashing personalities. We’ve all worked with
someone who rubbed us the wrong way, which
makes it all too easy to disagree with their point of
view or dismiss their opinions outright. This is not
necessarily a bad thing. In fact, differences can be
positive and should be celebrated for the strength
and variety they bring to a team. They only
become a source of contention if someone imposes
their way of working and doing things on others. It

64



Is also ok to have biases, but we should all be open
to a change of heart, providing there is a
convincing argument, and the situation demands it.

The key to tackling conflicts that arise due
to differences in perception is to create a culture
where project team members and stakeholders are
able to speak their mind. They should make an
effort to listen and understand each other with an
open mind.

33- The optimal strategies to deal with each
conflict and specify the reason of preference.
Collaborating - cooperating with the other party

to understand their concerns and expressing your
own concerns in an effort to find a mutually and
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completely satisfactory solution (win-win). My
preference of conflict resolution technique in the
following cases:

1. When incorporating multiple views

2. If influential stakeholders are involved
3. When a consensus is required
4, If you want to distribute responsibility

This is a real problem-solving technique that
provides a solution to the conflict. It brings
consensus, commitment, and shared responsibility
for the outcome. This technique creates a win-win
situation, builds your team’s confidence, earns
respect, and establishes your authority.

Compromising - attempting to resolve a conflict

by identifying a solution that is partially
satisfactory to both parties, but completely
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satisfactory to neither. My preference of conflict
resolution technique in the following cases:

1. All parties involved need to win

2. When you have an equal relationship with
both parties

3. Collaborative and forcing techniques have
failed

4, When you need a temporary solution

This technique brings quick results, lowers stress,
and keeps all parties placated until you can find a
permanent solution. You can cool off and revisit
the situation later.

Forcing (Use of Power) - using formal authority
or other power that you possess to satisfy your
concerns without regard to the concerns of the
party that you conflict with. My preference of
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conflict resolution technique in the following
cases:

1. When we need a quick solution

2. When we know that one party is right

3. We do not have time to investigate

4, When the conflict is not very important

5. When the relationship with stakeholders is
not essential

This technique provides a quick solution. It
requires almost no effort and it may help establish
their authority.

34- ROOT CAUSE ANALYSIS(RCA)
1. Defining and defining the problem and
identifying its symptoms.

2. Collect data about the problem.
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3. Determine the possible causal factors, the
sequence of events of the problem, and the
conditions that led to the occurrence of the
problem, using the 5 Whys method.

4. Determine the root causes of the problem.
5. Develop and implement solutions.

35- Distribute the human resources on the
functions.

The human resources need to be distributed within
the project according to needs and according to
strategic resource plan. Every activity in your
activity list needs to have human resources
assigned to it. Before you can assign human
resources to your project, you need to know their
availability. Human resource availability includes
information about what resources you can use on
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your project, when they’re available to you, and
the conditions of their availability.
Resourcefulness is a boundary-breaking behaviour
of creatively bringing resources to bear and
deploying them to create value Human resources
are people you need in order to do all of the
activities that you planned for. The individual
acquires capable resources and foster an attitude of
resourcefulness within the team to stimulate,
evacuate and act upon ideas that can benefit the
process, results or goals. Idea must be presented to
team before they are accepted. A team atmosphere
that is open to creativity and innovation is
prerequisite for acceptance. | follow below 5 steps
for human Resource Allocation

Step# 1. Map out your project timeline:
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First, depending on the project methodology,
identify project phases. Second, estimate how long
each phase will last and set clear milestones at the
end of each phase. Third, identify the major tasks
for each phase.

Step #2. Identify project resources:

With a detailed task timeline ready, it’s time to
identify the resources required to complete each
task. Past team knowledge and experience come in
handy for this.

Step #3. Find available resources:
Now that you’ve identified the tasks and resources,

it’s now time to check the resource pool.

Step #4. Allocate resources:
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Next, depending on your organization, you may
have to request a resource for the project.

Step #5. Monitor project schedule:

Any changes to your project schedule can and will
impact your resource allocation plan. That’s why
you need to keep a close eye on any changes to the
project schedule.
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37- Develop general rules for the negotiation

process

General rules for negotiations are:
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38-

Plan (1),

Never reward intimidation tactics.
Be patient

Be positive

Be prepared

Know your bottom line
Limit your authority
Know your opening offer
Gather information
Know your status

Float trial balloons
Negotiate in writing.

Negotiation Plans
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negotiating with the client the term of the contract
extension and the financial value of changes in the
scope of the project the client requested an
increase in the number of meals, and the project
manager analyzed their impact on schedule and
cost. The changes need 20 days to be implemented
at a cost of 30 thousand riyals, and he has to
increase the income by 30%, and the customer
requested a reduction in the extension period and
the cost of the changes. Negotiation strategies
planned to be used with the client:

1- Patience: Patience and not being reckless until
the goal is achieved.

2. Silence: an effective strategy. Silence expresses
confidence, discipline and calm. Talk less and
listen more.
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3. Setting boundaries: setting an insurmountable
minimum as a condition for starting negotiations.
4. Cover disclosure: At the end of the negotiation
process, identify the points to focus on and then
identify the best available alternatives to win.

Plan (2),
Negotiation strategies planned to be used with the
HR manager:
1. De facto: Persuasion of the importance of the
project for the company, because its financial
value is high as well as the desire to earn
additional income for the company.
2. Quiet retreat: to take information from the other
party about the current projects and their needs.
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3. Reincarnation: Asking many questions to the
other party to clarify matters more deeply, because
that narrows the gap with the other party.

4. Setting boundaries: Determining the minimum
number of resources to start the project.

5. Crossroads: View many aspects of the project,
such as scope, time, budget, quality, risk, and
communication, and relate the number and
sufficiency of resources to these aspects, to force
the other side to see a wide range of issues.
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