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1. PROJECT OVERVIEW 
 

Underground Greens was founded in 2015, as a small, sustainable, organic, year-round, 

specialty-produce farm. Within the last decade, Underground Greens (UGG) has morphed from a 

start-up business to an established local brand in New York State, and back to a hobby farm, due 

to the COVID-19 shut-downs (Meyer, 2020). UGG faces a challenge in diversifying its revenue 

streams and reconnecting the community with the brand, while recuperating from lost revenue 

due to the COVID-19 pandemic. The lost revenue and disconnect from customers are due to the 

shut-down of many restaurants, institutions, and community gatherings, which temporarily 

closed or never recovered due to the COVID-19 pandemic. (Meyer, 2020). 

Prior to COVID-19, UGG’s revenue streams consisted of direct-to-institution, restaurant, 

road-side-stand sales, and workshops. UGG immediately ceased production during the covid 

lockdown to avoid financial losses, however plans are in place to re-open for business this 

spring, in May of 2024. 

In light of the goal to re-open this spring by May of 2024, UGG has commenced 

communications with Project Manager Inc., and entered into a contract to complete the proposed 

project, “Underground Greens: Value-Added Product Development and Workshop Series” (the 

project). The customer (UGG) submitted a project proposal for “Underground Greens: Value- 

Added Product Development and Workshop Series” (the project) for analysis by Project 

Manager Inc. Project Manager Inc. will create a project management document to address the 

project proposal, including an exploration of additional revenue streams and an increase in 

community re-connections, through hands-on workshops, which could increase brand awareness 

(Meyer, 2020). 

By implementing the proposed project, “Underground Greens: Value-Added Product 

Development and Workshop Series” (the project), through Project Manager Inc., UGG’s 

intentions are to develop new revenue streams by researching and developing a potential new 

line of value-added products: salsa, hot sauce, and microgreen salads. Also, in order to promote 

the value-added products (VAP), UGG will utilize Project Manager Inc. to research and create a 

new series of in-person, hands-on, workshops tentatively called: "Underground Greens: You Can 
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Make: Salsa," "Underground Greens: You Can Make: Hot Sauce," and "Underground Greens: 

You Can Make: Microgreen Salad." 

The primary goals and objectives of the project include: 
 

1. Community Engagement and feedback: Through hands-on workshops, the project will 

provide opportunities for the community to connect with UGG brand, learn how to make 

and grow their own organic, nutritious, food from fresh, local produce, and share food 

knowledge, while gaining valuable feedback through an analysis of workshop 

participant’s attendance and feedback (Indeed, 2022) (Marketing Strategy: Best Practices 

for Workshops, n.d.) 

2. Generate Additional Revenue: The research and development of value-added products 

(VAPs), like salsa, sauce, and microgreen salads, provides new revenue streams for 

UGG, which strengthens its competitive advantage, brand, and financial stability (Cornell 

Cooperative Extension, 2019). 

The project’s success will be measured by the following criteria: 
 

1. Workshop attendance: The number of participants who express interest in attending, 

actually attend, and publicly support the workshops (AI & the Linkedin community, 

2024). 

2. Workshop Feedback: The amount of positive, neutral, or negative feedback through 

surveys, testimonials, or social media will be collected and analyzed (AI & the Linkedin 

community, 2024). 

3. Product sales or samples: Sales and/or promotional samples will be inventoried and 

analyzed, which would be an indicator of brand awareness, market demand, and the 

success of an additional revenue stream (AI & the Linkedin community, 2024). 

The project’s deliverables include: 
 

1. Workshop curriculums 

2. Workshop marketing materials 

3. Community feedback 

4. Value-added product sales and/or sample data 
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The major milestone is offering one workshop to the public prior to or on April 26th, 2024. 
 
1.1 Purpose, Scope, and Objectives, and Business Case 

 
1.1.1 Scope 

 
The purpose of this project is to research and develop new VAPs to diversify revenue streams, 

and develop and execute new workshops on making salsa, sauce, and microgreen salads using 

UGGs produce to reconnect with the community, while increasing brand awareness and gather 

valuable data from participant feedback. 

 
To gather requirements, the Project Manager Inc. team (PMIT) consulted with the owner of 

UGG and reviewed documents provided by the owner. The primary document reviewed was the 

business plan for Underground Greens, which included the mission, vision, and culture of UGG, 

as well as a market analysis (Carambia, 2019). Meetings were held over a period of two weeks to 

gather input on workshop content, logistical requirements, target audience preferences, and 

desired outcomes. 

 
To gather information, PMIT consulted with various stakeholders, including the farm owner, 

local residents, potential workshop participants, and local business and agricultural experts, 

including Cornell Cooperative Extension in Oneida County, Mohawk Vally Small Business 

Development Center, and Mohawk Valley Community College’s Thincubator (Small Harvest, 

Big Impact: Nurturing the Sucess of your Agribusiness, 2024). Through discussions with 

stakeholders and research into similar initiatives, critical features for the workshops were 

uncovered, which included hands-on activities for participants, educational components 

highlighting sustainable agriculture practices, recipe development using farm-fresh ingredients 

from UGG, packaging design for value-added products, and marketing strategies to promote 

workshop participation and product sales (Cornell Cooperative Extension, 2019) (Marketing 

Strategy: Best Practices for Workshops, n.d.). 

 
Constraints for the project include budget limitations for workshop materials and marketing 

efforts, time constraints for organizing and executing workshops, and logistical challenges such 

as venue availability and participant scheduling. Additionally, rules and regulations set forth by 
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the health department, Department of Agriculture and Markets, license requirements, and 

insurance costs to produce the value-added products are constraints which may eliminate the 

possibility of introducing VAPs by the project deadline on April 26th, 2024 (Food Saftey, n.d.). 

 
The project scope includes researching, developing, and marketing a new line of VAPs, 

creating workshop curriculums to promote the value-added products and create community 

connections, coordinating the hands-on workshop session, and designing educational, 

promotional, and survey materials. The project's success will be evaluated through measurable 

deliverables like workshop attendance, product sales or samples, and participant feedback. This 

project's scope will be limited to creating one workshop, offering it to the public, and the 

research and potential development of one VAP, due to the constraints of the rules and 

regulations of the Department of Agriculture and Markets, the Oneida County Health 

Department requirements, and limited time per the deadline of April 26th, 2024 (Food Saftey, 

n.d.). However, it may be determined that a feasibility study would be necessary for the added- 

value products, after initial research is concluded. Key objectives include: 

 
1. Develop workshop curriculums, including hands-on activities, educational materials, 

pamphlets, and surveys. 

2. Coordinate workshops, including venue selection, marketing, and date(s). 

3. Research and develop value-added products (VAPs), including marketing designs and 

strategies (Cornell Cooperative Extension, 2019) (Food Saftey, n.d.) (Small Harvest, Big 

Impact: Nurturing the Sucess of your Agribusiness, 2024). 

4. Analyze project results by measuring the success of the project through metrics like 

workshop attendance, feedback, product sales and/or samples, and community response 

(Marketing Strategy: Best Practices for Workshops, n.d.) (AI & the Linkedin community, 

2024). 

 
The major deliverables of this project include: 

 
1. Workshop curriculums 

2. Value-added products research and development 

3. Marketing Materials for promotion 
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4. Data from participants and community 
 
1.1.2 Statement of Work (SOW) 

 
The project’s statement of work (SOW) includes researching, developing, and marketing a new 

line of value-added product(s), creating workshop curriculums to promote the value-added 

products and develop community connections by sharing knowledge (including surveys and 

information pamphlets). The project encompasses various tasks including workshop planning, 

logistics coordination, marketing efforts, and evaluation of outcomes. 

 
Key Milestones: 

 
1. Product Research and Development: Create recipes for value-added products, design 

packaging, and commence product sales. 

2. Workshop Planning Phase: Develop workshop curriculums, source supplies, and finalize 

arrangements to offer one workshop. 

3. Workshop Execution: Conduct the first workshop and gather feedback data. 

4. Evaluation and Feedback: Gather feedback from workshop participants and customers, 

evaluate project outcomes, and make recommendations for future workshops. 

 
The major milestone is the successful completion of the first workshop session before April 

26th, 2024. By engaging the community and offering hands-on experiences, UGG can strengthen 

its brand presence, promote its new value-added products, and cultivate loyal customers, which 

provides a new revenue stream. With low upfront costs and the potential for high returns, this 

project aligns with the UGG's goals of sustainability, community connection, and financial 

viability, making it a strategic investment for long-term growth and success. However, it may be 

determined that a feasibility study would be necessary for the added-value products, after initial 

research is concluded. 

 
Resource Requirements: 

 
1. Human Resources: Project Manager, Regulatory Compliance Specialist, Business 

Analyst, Marketing Manager, and an Assistant. 

2. Physical Resources: Workshop venues, supplies, and materials. 
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3. Financial Resources: Budget for materials and supplies, venue sources, marketing 

materials, and miscellaneous expenses. 

 
Risks and Concerns: 

 
1. Weather-related disruptions impacting travel and workshop logistics. 

2. Low participation rates due to competing community events or lack of interest. 

3. VAP limitations due to rules and regulations. 

4. Technical difficulties during workshop sessions, such as equipment malfunctions or 

communication issues. 

 
Acceptance Criteria: 

 
1. Successful Product Research and Development culminates at least one new value-added 

product (VAP), which may be put into production immediately or within the next six 
months. 

2. Successful Workshop Execution: Conduct the first workshop prior to April 26, 2024, and 

gather feedback data. 

3. Successful Evaluation from Feedback: Feedback from workshop participants and 

customers provides valuable data for future workshops. 

 
 
 
1.1.3 Business Case 

 
Implementing workshops on making salsa, sauce, and microgreen salads is an opportunity for 

the UGG. By engaging the community and offering hands-on experiences, the farm can 

strengthen its brand presence and cultivate loyal customers. Additionally, the creation of value- 

added products from UGG’s farm-fresh ingredients provides a new revenue stream, tapping into 

consumer demand for locally sourced, organic, fresh, artisanal products. With relatively low 

upfront costs (Figure 1) and the potential for high returns, both monetary and non-monetary, this 

initiative aligns with the farm's goals of sustainability, community involvement, and financial 

viability, making it a strategic investment for long-term growth and success (Carambia, 2019). 
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For example, the low upfront costs per 

person are $4.30. Printed materials per person 

include pamphlets related to the workshop. 

Plant materials for each participant include a 3" 

pot, soil, and seeds to grow microgreens. 

Microgreens growing in flats will be provided 

for participants to harvest and make their own 

salad. Several varieties with different colors and 

flavors will be available. Supplies include a 

fork, napkin, to-go container, and a paper bag. 
 

Figure 1 Sample Cost Analysis 
 
 

Other alternatives like business expansion or hiring more employees were discussed with the 

owner of UGG, but these suggestions were dismissed due to cost. Due to the low cost of the 

owner’s suggested project, it has been determined by PMIT that moving forward with the current 

project would provide superior results, as opposed to the alternative of no action. 

 
The value proposition for undertaking the project, Underground Greens: Value-Added 

Product Development and Workshop Series, includes financial and non-financial benefits. The 

project will add a new revenue stream through the production and sales of value-added products 

and increase brand awareness by directly interacting with the public by providing hand-on 

workshops, which share knowledge about the new, value-added products. The low cost of the 

workshop portion of this project is expected to reap valuable deliverables, while the value-added 

product portion will provide a new revenue stream, if it is found feasible. 

 
1.2 Project Deliverables 

 
Overall, the deliverables of a free or purchased workshop offered by Underground Greens 

will provide participants with valuable knowledge, practical skills, and meaningful experiences 

related to farming, food, and sustainability. 
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In this project management plan for a free or purchased workshop offered by Underground 

Greens, the deliverables could be measured using various metrics and key performance 

indicators (KPIs). Here's how some of the deliverables could be measured: 

 
1.2.1 UGG Educational Materials: Handouts, pamphlets, or digital resources providing 

information on various topics related to farming, agriculture, or sustainable practices. 

 
• Number of printed materials, like handouts or pamphlets, distributed. 

• Feedback from participants regarding the educational materials, including surveys and 

testimonials. 

• Social media engagement with educational materials (number of likes, comments, video 

plays, etc.) 

 
1.2.2 UGG Workshop: Hands-on Activities: The number of participants willing to engage in 

practical, hands-on activities such as preparing soil, sowing seeds, growing plants/produce, 

harvesting plants/produce, or making food out of plants/produce. 

 
• Number of participants actively engaged in hands-on activities. 

• Participant satisfaction with the hands-on activities, measured through surveys, 

testimonials, or social media comments/interactions/reactions. 

 
1.2.5 UGG Samples or Products: 

 
• Number of samples or products distributed to or purchased by participants. 

• Participant feedback on the quality of the samples or products. 
 
1.2.6 UGG Community Engagement: 

 
• Participant engagement with follow-up resources, measured through website or social 

media visits, comments, reactions, interactions, downloads, or other interactions. 

• Participant feedback through surveys on the impact of the workshop on their sense 

confidence regarding the new knowledge gained. 

• These metrics can be tracked and evaluated during and after the workshop to assess the 

success of the workshop and identify areas for improvement in future workshops. 
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Additionally, qualitative feedback from participants can provide valuable insights into 

their experiences and help inform future decisions regarding workshop development and 

future VAPs. 

 
1.3 Project Organization 

The hierarchical reporting relationships in Project Manager Inc. Team (PMIT) for the 

Underground Greens project: The Project Manager (PM) reports directly to the customer 

(the Underground Greens owner). The Regulatory Compliance Specialist, Business Analyst, 

Marketing Manager, and Assistant report to the Project Manager (PM) (Pinto, 2016). 

 

Figure 2 The hierarchical reporting relationships in Project Manager Inc. 
 

1. Project Manager (PM): 

• Responsible for overall project planning, execution, and delivery. 

• Coordinates with all team members, stakeholders, and resources. 

• Reports directly to the owner of UGG. 

2. Regulatory Compliance Specialist: 

• Investigates rules and regulations pertaining to the development of the new, 

value-added product (VAP) lines: salsa, sauce, and microgreen salads. 

• Provides a guidance document to detail necessary steps to achieve new, value- 

added product lines. 

• Collaborates closely with the project manager to ensure workshop objectives are 

met. 

3. Business Analyst: 

• Creates infographics to communicate the cost and profit of workshops and 

value- added products. 

• Research cost/ benefits of workshops and new, value-added products. 

• Works closely with the project manager to align business strategies with project 

goals. 

Project Manager 

 
Assistant Marketing 

Manager 

 
Business Analyst 

Regulatory 
Compliance 
Specialist 



UNDERGROUNDGREENS VAP DEVELOPMENT AND WORKSHOP SERIES 

13 

 

 

 
Assistant Marketing 

Manager 

 
Business Analyst 

Regulatory 
Compliance 
Specialist 

 
Project Manager 

4. Marketing Manager: 

• Develops marketing strategies and materials to promote workshops and product 

sales. 

• Manages social media campaigns, print newspaper and other promotional efforts. 

• Reports to the project manager on ingredient sourcing and inventory management. 

5. Assistant: Assists team members and reports to project manager. 
 
 
 
Project Team Reporting Structure: 

 
The hierarchical reporting relationships in Project Manager Inc. Team (PMIT) for the 

Underground Greens project: The Project Manager (PM) reports directly to the customer (the 

Underground Greens owner). The owner of UGG is provided a sign-off on project deliverables 

and milestones by the PM. The Regulatory Compliance Specialist, Business Analyst, Marketing 

Manager, and Assistant report to the Project Manager (PM) (Pinto, 2016). 
 

 

Figure 2 The hierarchical reporting relationships in Project Manager Inc. 
 

This project team structure ensures clear lines of communication and accountability, with the 

project manager overseeing all aspects of the project and collaborating closely with team 

members and the owner of UGG to achieve project objectives. 

 

1.4 Work Breakdown Structure (WBS) 

 Team (PMIT) has created a Work Breakdown Structure (WBS) for the Underground 

Greens: Value-Added Product Development and Workshop Series Project, which has provided to 

the owner of UGG, along with sign-off documentation, to confirm the UGG owner is properly 

informed of the work PMIT is committed to perform. Work Breakdown Structure (WBS) is pivotal 

in project planning for its role in organizing, communicating, and managing project deliverables 
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precisely by assigning tasks to the team (Pinto, 2016). It provides a structured framework for 

breaking down the project scope and desired deliverables into manageable pieces, so every 

stakeholder has an understanding of the work required  to successfully complete project objectives 

on time and within budget (Pinto, 2016). By decomposing deliverables (workshop activities, 

educational materials, samples or products, engagement, and the delivering the final to UGG) into 

smaller work packages, numbered 001-017, the WBS helps to track progress throughout the project 

lifecycle (Pinto, 2016). Refer to the charts provided in Appendices D-F for examples of WBS 

(Work Breakdown Structure), OBS (Organization Breakdown Structure) and RAM (Responsibility 

Assignment Matrix). 

Our project team followed a collaborative process to develop the WBS for the UGG 

Project, involving steps such as identifying deliverables, decomposing them into work packages, 

organizing tasks hierarchically, and assigning responsibilities to the appropriate team members 

(Pinto, 2016). Assumptions and considerations were made regarding deliverables, team member 

availability, task dependencies, and the client’s deadline. These informed the development of the 

WBS, ensuring it accurately represented the project's scope and requirements. 

The WBS will be instrumental in executing the Underground Greens Project by serving as a 

reference for task assignment by WBS code, scheduling, task monitoring, and communication. 

Overall, the WBS will play a vital role in guiding project execution, ensuring alignment with 

client’s project goals, and facilitating successful project delivery. 

 

1.4.1 Task description documentation 

 Deliverables were broken down into five categories: workshop activities, educational 

materials, samples or products, engagement, and the delivering the final to UGG. Each of the 

deliverables were then broken down into smaller work packages called tasks and assigned a WBS 

code, which are numbered 001-017. For example, if the reader refers to WBS table in Appendix D, 

he could very easily find the second table line which reads: Work Package 1, Investigate Rules & 

Regulations, with the code 001, under Workshop Activities, which is deliverable one. For each of 

the five deliverables, there are four work packages, with task descriptions and a code.  

 

1.4.2 Organization Breakdown Structure (OBS) 

 As can be seen in the OBS diagram in Appendix G, The Project Manager (PM) reports 

directly to the customer (the Underground Greens owner). The Regulatory Compliance 
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Specialist (RCS), Business Analyst (BA), Marketing Manager (MM), and Assistant (TA) report 

to the Project Manager (PM) (Pinto, 2016). PMIT also included an OBS Cost and Personnel 

Assignments table in Appendix E, which includes WBS codes for work packets and/or tasks, 

which personnel is assigned to those tasks, and the estimated cost of labor per task.  

 

1.5 Responsibility Assignment Matrix (RAM) 

 The RAM chart, as seen in Appendix F, also helps the team to stay on task. It illustrates 

which team member is responsible for which deliverable and its associated tasks, which are 

identified by the WBS code. Along with the responsible team member, support team members, 

members who have the ability to approve completed tasks, and members who need to be notified 

that their assignments are able to be worked on are all identified on the chart with symbols found in 

the legend (Pinto, 2016). As stated earlier, the RAM, WBS and OBS all act as a reference for task 

assignment by WBS code, scheduling, task monitoring, and communication. 

 

1.6 Work Authorization 

          The service agreement found in Appendix H, is a signed contract which allows Project 

Manager Inc. to begin work on the UGG Project, with terms, conditions, a description of the 

project, and project goals all clearly defined. This work authorization protects the rights of both 

parties and helps to ensure legal compliance (Pinto, 2016). 

 

1.7 Project Charter 

          As seen in Appendix I, a project charter is crucial as it formally authorizes a project with the 

signatures of the project manager from PMI and the owner of UGG. It clearly defines its 

objectives, scope, conditions, restraints, organization structure, team members and their 

responsibilities, along with providing a clear roadmap and foundation for successful project 

execution while aligning team members towards common goals (Pinto, 2016). Like the work 

authorization, this document helps to ensure legal compliance and protects the rights of UGG and 

PMI.  
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2. RISK ASSESSMENT 

          As stated in the Project Scope (1.1.1), this project includes 4 different deliverables: workshop 

curriculums, marketing materials for promotion, community feedback and value-added products 

sales and/or sample data. This section will review the risks associated with each deliverable and 

provide a risk analysis for each. Financial, commercial, technical, execution and legal risks are all 

project risks (Pinto, 2016). They are identified in this section and further explained below. The 

project team from PMIT met and brainstormed associated risks to this project. Budget limitations, 

time constraints for the workshops, logistics of the workshops, mandatory requirements of the 

value-added products and reassignment of staff resources are all potential risks that will have an 

impact on the success of this project. These risks pose different probabilities and consequences of 

the project. 

 

2.1 Risk Identification  

Below is a list of potential risks associated with this project with a brief explanation of each 

identified risk.  

1. Weather-related delays in the travel and logistics of the workshops. Given the environment 

UGG is in, the climate is unpredictable. The weather could impact participant’s ability to 

attend the workshops. There is limited public transportation also so this could impact 

participation. 

2. Staff Resources - Key staff from UGG may be reassigned. For example, the CEO may need 

to be reassigned to the farm or greenhouse instead of working at a workshop, developing a 

VAP, working on marketing materials or community outreach. 

3. There may be a lack of participation in the workshops due to other community events or 

lack of interest. In the spring, the Rome area tends to have many activities involving the 

public.  

4. Technical difficulties during workshops, equipment malfunctions or communication issues.  

5. As indicated in 1.1.3 Business Case, the workshops will include supplies for the 

participants. There may be supplier issues or printing issues for the flyers which will impact 

the success of the workshop project. 

6. Meeting the requirements of offering value-added products to UGG. Local and state 

regulations will need to be reviewed and compliance must be met. 
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7. Budget limitations for workshop and marketing materials may impact UGG’s ability to 

reach their target market or be able to provide participants with the supplies they need for 

the workshop. There are also start up costs for the value-added product. 

8. Meeting the deadline of April 26 for the introduction of a new VAP. 

9. Meeting the deadline of April 26 for the workshop. 

 

2.2 Assessment of Probability and Consequence (Qualitative) 

Below is Figure 3, demonstrating the qualitative probability and consequence of the risks listed 

above. 

 

Figure 3                                                Probability 
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Source: C. Carambia, UGG Qualitative Analysis 

 

2.3 Assessment of Probability and Consequence (Quantitative) 

Below is a quantitative assessment of probability and consequences. PMIT met with UGG to 

discuss the risks associated with the deliverables in this project. From the meeting, we concluded 

that time (Pt = .5) budget (Pb = .5) and resources (Pr = .2) were potential causes of failure. The 

consequences of failure were determined as cost (Cc = .3), schedule (Cs = .5) and performance (Cp 

=.2). In addition to the meeting, PMIT reviewed Born and Bachmann’s article on Adding Value to 

Farm Products. They discuss the keys to success is to “start small, make decisions based on good 

records, evaluate continuously and persevere (Bachmann & Born, 2006). 
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Pf  = (Pt + Pb + Pr)/3 

Cf  = Cc + Cs + Cp /3 

RF = Pf + Pc – (Pf)(Pc)   = .4 + .3 - .12 = .58 

.58 is at medium risk. This includes the value-added product. Since the VAP is high risk and PMIT 

is recommending to remove it from this project, the RF will decrease dramatically and put UGG at 

a less risk for the success of this project. 

 

2.4 Mitigation Strategies 

Appendix J illustrates mitigation strategies PMIT identified throughout the risk analysis. Below is 

the mitigation strategies PMIT is recommending to UGG. Referenced in Appendix K is the 

correspondence sent to UGG listing the recommendations and sign-off. 

In review of the risk analysis, PMIT is recommending the following: 

• Suspending the value-added product by transferring the risk to another project. Though this 

is a great idea for company growth and diversification, the timeline that is being proposed 

poses too much risk for the company. We recommend a separate project for this as there 

may be delays in the mandated paperwork, legal and financial, required for this project. If 

the company moves forward without a comprehensive plan involving a risk analysis, they 

may be susceptible to more financial stress than originally planned for. 

• Accepting the risk of unpredicted weather for the workshops. Plan accordingly based on 

your schedule of growing crops. We would not recommend organizing the workshops in the 

summer months when there is highly-laborious activity occurring. Having a better 

understanding of your staff’s qualities will also minimize your risk of allocating resources 

in the wrong area. 

• Montior staff resources carefully. With a small business and limited staffing, UGG should 

minimize risk by continuously reviewing allocation of staff resources using the calendar 

year. Prioritize staff responsibilities for each season. For example, plan workshops and 

community awareness events during the winter months.  

• For the workshops, having a workshop by April 26 is attainable. Minimize risk by securing 

the venue first so you will be able to determine postponement of the event. Ensure all 
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products have been ordered and account for extra supplies. Advertise through any media 

outlet available, specific to digital advertising. According to PubLift, digital advertising is 

the number one way to advertise (Publift, 11 2023). You reach so many people advertising 

through social media platforms, so participation may not be lacking. 

 

          In order of importance and risk mitigation, PMIT is suggesting UGG implement the 

recommendations for the upcoming workshops to ensure there is enough time to plan and attain the 

goal of community involvement through workshops. The second suggestion for implementation is 

a review of staff resources and putting together a plan for utilization of resources.  

3. Project Schedule 

          A project schedule is a detailed plan that outlines the sequence of activities, milestones, 

timelines, and resources that are required to complete a project. It provides a roadmap for the 

project team, stakeholders, and other involved parties to understand the project’s timeline and 

deadlines. When creating a project schedule, the project manager has to be realistic and account for 

many problems that may arise during the project (Campbell, 2024). There should also be plans 

created in the event that things run off schedule due to unforeseen circumstances. When developing 

a schedule, the project scope and task dependencies should be the primary focus. Once there is a 

complete understanding of both, you can begin to assign tasks and create a realistic timeline of 

completion. 

 

3.1 Activity Duration Estimates 

          The duration estimates are days which include weekend days since this project will be 

worked on seven days a week. Our team decided the estimates deterministically and task 

complexity determined the length of time that each part of the project would be worked on. Please 

see Appendix L for table. Our group member Christina has relevant expertise with this project and 

schedule estimating because this project is a real-life business that she handles every day. 

 

3.2 Gantt Chart 

          A Gantt chart is used to visualize and track the schedule of tasks and activities within a 

project. It provides a graphical representation of the project timeline, shows the start and end dates 

of each task, their dependencies, and progress overtime. It has a list of all the tasks and activities 

that need to be completed accompanied by a horizontal bar drawn on the timeline. Task 
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dependencies can be managed on a Gantt chart which ensures that tasks are completed in the 

correct order. Gantt charts can be edited to include team members that have been added to specific 

tasks after the start of a project. It is helpful to track the progress of the project, which makes it 

important to ensure it is always updated. Gantt charts encourage efficiency, coordination, and 

accountability. On the Gantt Chart you will see on Appendix M, the task dates are clear and the 

bars that accompany it to the right shows the spread of dates that the task will be done on (Pinto, 

2016).  

 

3.3 Activity Network 

           AON diagrams, Appendix N, are used because they are clearer to understand visually, and it 

tells us what each task is dependent upon. It complements the Gantt chart by providing a visual of 

the project workflow. In addition to Gantt Charts, AON’s also help us understand the sequence in 

which tasks should be completed. Our team’s AON was simple to interpret, as you can just flow 

from one circle to the other to understand the overall task section that needs to be completed (Pinto, 

2016). 

 
Figure 4 Activity Network 
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Christina Carambia Christina Carambia       3/3/2024 

Appendix A 

Underground Greens Sign-Off 

 

Underground Greens Project Sign-Off (Cohen, 2019) March 3, 2024. 

Project identification: Underground Greens Project 
 
Underground Greens Owner: Christina Carambia 

Project Manager Inc. 

Duration details: Start Date March 3, 2024, End Date April 29, 2024 
 
Project goals: The purpose of this project is to research and develop new value-added products 

(VAPs) to diversify revenue streams, and develop and execute new workshops on making salsa, 

sauce, and microgreen salads using UGGs produce to reconnect with the community, while 

increasing brand awareness and gather valuable data from participant feedback. 

Project deliverables: Workshop curriculums, value-added products research and development, 

marketing materials for promotion, and data from participants and community 

Underground Greens Owner Name Signature Date 

 
Project Manager Inc.’s Project Manager Name Signature Date 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Project Manager Project Manager 3/3/2024 
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Appendix B 
 

Figure 1 Sample Cost Analysis 
 
 

 
 
 
 
 
 
 
 
 
 
 
 



UNDERGROUNDGREENS VAP DEVELOPMENT AND WORKSHOP SERIES 

25 

 

 

 

Assistant Marketing 
Manager 

 

Business Analyst 
Regulatory 

Compliance 
Specialist 

 

Project Manager 

 
 

Appendix C 
 

Figure 2 The hierarchical reporting relationships in Project Manager Inc. 
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Appendix D 
 

Work Breakdown Structure 
 

 
 
 
 
 
 
 

Appendix E 
 

OSB Cost and Personnel Assignments 
 
 
 

Project Sign-Off: I, Christina Carambia, owner of Underground Greens, hereby acknowledge 

my understanding and acceptance of the Underground Greens: Value-Added Product 

Development and Workshop Series Project’s Work Breakdown Structure (Pinto, 2016). 

Signatures: Christina Carambia March 17, 2024 

Project Manager Name                  Date 

Project Manager                            March 17, 2024 
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Appendix E 

OBS Cost and Personnel Assignments 

 
Project Sign-Off: I, Christina Carambia, owner of Underground Greens, hereby acknowledge my 

understanding and acceptance of the Underground Greens: Value-Added Product Development and 

Workshop Series Project’s OBS Cost and Personnel Assignments (Pinto, 2016). 

Signatures: Christina Carambia March 17, 2024 

Project Manager Name                  Date 

Project Manager                            March 17, 2024 
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Appendix F 

Responsibility Assignment Matrix 

 
 
 
Project Sign-Off: I, Christina Carambia, owner of Underground Greens, hereby acknowledge my 

understanding and acceptance of the Underground Greens: Value-Added Product Development and 

Workshop Series Project’s Responsibility Assignment Matrix (Pinto, 2016). 

Signatures: Christina Carambia March 17, 2024 

Project Manager Name                  Date 

Project Manager                            March 17, 2024 

This Project Charter is effective as of March 17, 2024. 
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Appendix G 

Organization Breakdown Structure (OBS) 
 

 
 
Project Sign-Off: I, Christina Carambia, owner of Underground Greens, hereby acknowledge my 

understanding and acceptance of the Underground Greens: Value-Added Product Development and 

Workshop Series Project’s Organization Breakdown Structure (OBS) (Pinto, 2016). 

Signatures: Christina Carambia March 17, 2024 

Project Manager Name                  Date 

Project Manager                            March 17, 2024 

This Project Charter is effective as of March 17, 2024. 



UNDERGROUNDGREENS VAP DEVELOPMENT AND WORKSHOP SERIES 

30 

 

 

Appendix H 

Project Manager Inc. Services Agreement  

 

Project Manager Inc. Services Agreement  

This Agreement ("Agreement") is made and entered into on March 17, 2024, between Project 

Manager Inc., with its principal place of business at 123 Anywhere Street, Any City, New York 

86753 ("Project Management Company"), and Underground Greens, a small farm company, 

located at 123, Anywhere Street, Any City, NY 12345 ("Client") (Free Service Agreement, 2024). 

1. Engagement of Services 

The client hereby engages Project Manager Inc. to provide project management services 

("Services") in connection with Underground Greens: Value-Added Product Development and 

Workshop Series Project, as further described in Exhibit A attached hereto and incorporated herein 

by reference. Project Manager Inc. agrees to provide the Services in a timely and professional 

manner (Free Service Agreement, 2024). 

2. Scope of Services 

The scope of Services shall include but not be limited to (Free Service Agreement, 2024): 

• Project planning and scheduling 

• Budget management 

• Resource allocation 

• Risk management 

• Communication and reporting 

• Quality assurance 

3. Responsibilities of Project Manager Inc (Free Service Agreement, 2024). 

Project Management Company shall: 

• Devote adequate resources to perform the Services 

• Assign qualified personnel to the project 

• Communicate regularly with the Client regarding project status 

• Ensure compliance with all applicable laws and regulations 

• Exercise reasonable care and skill in the performance of Services 

4. Responsibilities of Client (Free Service Agreement, 2024). 

Client shall: 

• Provide Project Manager Inc. with access to necessary resources and information 
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• Make timely decisions and approvals as may be required 

• Cooperate with Project Management Company in the performance of Services 

• Pay all fees and expenses as agreed upon in this Agreement 

5. Compensation 

In consideration for the Services provided by Project Management Company, Client shall pay 

Project Management Company a fee of $12,480.00 ("Fee"). The Fee shall be payable in accordance 

with the payment schedule set forth in Exhibit B attached hereto (Free Service Agreement, 2024). 

6. Term and Termination 

This Agreement shall commence on March 17, 2024, and shall continue until the completion of the 

project or until terminated by either party upon seven days' written notice to the other party. Either 

party may terminate this Agreement immediately upon the other party's material breach of any 

provision of this Agreement (Free Service Agreement, 2024). 

7. Confidentiality 

Both parties agree to maintain the confidentiality of any proprietary or confidential information 

disclosed by the other party during the term of this Agreement and thereafter (Free Service 

Agreement, 2024). 

8. Governing Law 

This Agreement shall be governed by and construed in accordance with the laws of [Jurisdiction]. 

Any disputes arising out of or in connection with this Agreement shall be resolved through 

arbitration in [Jurisdiction] in accordance with the rules of the [Arbitration Institution] (Free 

Service Agreement, 2024). 

IN WITNESS WHEREOF, the parties hereto have executed this Agreement as of the date first 

above written. 

Project Manager Inc. 

By: __Project Manager_____ [Authorized Signatory] 

Title: __Project Manager___ 

Date: _March 17, 2024__________________________ 

Underground Greens 

By: __Christina Carambia_______ [Authorized Signatory] 

Title: ___Owner________________________ 

Date: ___March 17, 2024________________________ 

Exhibit A: Description of Project 
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Project goals: The purpose of this project is to research and possible develop new value-added 

products (VAPs) to diversify revenue streams, and develop and execute new workshops on making 

salsa, sauce, and microgreen salads using UGGs produce to reconnect with the community, while 

increasing brand awareness and gather valuable data from participant feedback. 

Project deliverables: Workshop curriculums, value-added products research and development, 

marketing materials for promotion, and data from participants and community 

Exhibit B: Payment Schedule 

Our client has agreed to pay 10% of the full $12,480 fee in the amount of $1,248 today, March 17, 

2024, and the remaining $11,232 upon completion. 
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Appendix I 

Project Charter 

Project Charter: Underground Greens: Value-Added Product Development and Workshop Series 
(Pinto, 2016) 

Versions History 

Version 1 Implemented By   Revision Date   Approved By      Approval Date           Reason 

   0.1        Project Manager      3/17/2024       Project Manager     3/17/2024    Initial Charter Draft 

 

Project Title: Underground Greens: Value-Added Product Development and Workshop Series 

• Project Manager Inc.: Project Manager 

• Project Owner: Christina Carambia 

• Duration: March 3, 2024, to April 29, 2024 

 

Scope and Objectives: By implementing the proposed project, “Underground Greens: Value-

Added Product Development and Workshop Series” (the project), through Project Manager Inc., 

UGG’s intentions are to develop new revenue streams by researching and developing a potential 

new line of value-added products: salsa, hot sauce, and microgreen salads. Also, in order to 

promote the value-added products (VAP), UGG will utilize Project Manager Inc. to research and 

create a new series of in-person, hands-on, workshops tentatively called: "Underground Greens: 

You: "Underground Greens: You Can Make: Salsa," "Underground Greens: You Can Make: Hot 

Sauce," and "Underground Greens: You Can Make: Microgreen Salad." 

Overview: Underground Greens was founded in 2015, as a small, sustainable, organic, year-round, 

specialty-produce farm. Within the last decade, Underground Greens (UGG) has morphed from a 

start-up business to an established local brand in New York State, and back to a hobby farm, due to 

the COVID-19 shut-downs (Meyer, 2020). UGG faces a challenge in diversifying its revenue 

streams and reconnecting the community with the brand, while recuperating from lost revenue due 

to the COVID-19 pandemic. The lost revenue and disconnect from customers are due to the shut-

down of many restaurants, institutions, and community gatherings, which temporarily closed or 

never recovered due to the COVID-19 pandemic. (Meyer, 2020).  
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Project Objectives: The primary goal of the Underground Greens Project is to research and 

develop new value-added products (VAPs) to diversify revenue streams. Additionally, the project 

aims to create and execute workshops on making salsa, sauce, and microgreen salads using 

Underground Greens produce. These objectives are designed to: 

• Reconnect with the community. 

• Increase brand awareness. 

• Gather valuable data from participant feedback. 

Specific Objectives: The specific objectives of the Underground Greens Project include: 

• Workshop curriculums. 

• Research and development of value-added products. 

• Marketing materials for promotion. 

• Data from participant feedback and community engagement. 

Key Performance Indicators (KPIs): The success of the project will be measured using the 

following KPIs: 

• Number of distributed educational materials. 

• Participant engagement in hands-on activities. 

• Feedback on the quality of samples or products. 

• Participant engagement with follow-up resources. 

• Participant feedback on the impact of the workshop. 

Defining Conditions and Constraints: This project will be limited to creating one workshop, 

offering it to the public, and the research and potential development of one VAP, due to the 

constraints for the project, which include budget limitations for workshop materials and 

marketing efforts, time constraints for organizing and executing workshops, and logistical 

challenges such as venue availability and participant scheduling. Additionally, rules and 

regulations set forth by the health department, Department of Agriculture and Markets, license 

requirements, and insurance costs to produce the value-added products are constraints which 
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may eliminate the possibility of introducing VAPs by the project deadline on April 26th, 2024 

(Food Saftey, n.d.). 

Project Organization: The project team structure is as follows: 

1. Project Manager (PM): 

• Responsible for overall project planning, execution, and delivery. 

• Reports directly to Christina Carambia, the owner of Underground Greens. 

2. Regulatory Compliance Specialist (RCS): 

• Investigates rules and regulations related to new VAPs. 

• Collaborates closely with the PM to ensure workshop objectives are met. 

3. Business Analyst (BA): 

• Analyzes feasibility and cost/benefits of workshops and new VAPs. 

• Works closely with the PM to align business strategies with project goals. 

4. Marketing Manager (MM): 

• Develops marketing strategies and materials. 

• Reports to the PM on ingredient sourcing and inventory management. 

5. Assistant (AT): 

• Provides support to team members. 

• Reports to the PM. 

Project Manager Responsibilities: The project will follow a structured approach, including 

regular meetings, progress reports, and communication channels will be established to ensure 

effective collaboration among team members and the owner of Underground Greens. 

The hierarchical reporting relationships in Project Manager Inc. Team (PMIT) for the Underground 

Greens project: The Project Manager (PM) reports directly to the customer (the Underground 

Greens owner). The Regulatory Compliance Specialist, Business Analyst, Marketing Manager, and 

Assistant report to the Project Manager (PM) (Pinto, 2016). 
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Project Sign-Off: I, Christina Carambia, owner of Underground Greens, hereby acknowledge my 

understanding and acceptance of the Underground Greens: Value-Added Product Development and 

Workshop Series Project Charter (Pinto, 2016). 

Signatures: Christina Carambia March 17, 2024 

Project Manager Name                  Date 

Project Manager                            March 17, 2024 

This Project Charter is effective as of March 17, 2024. 
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Appendix J 

Qualitative Risk Analysis 

 

Figure _3_                                                    Probability 
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Source: C. Carambia, UGG Qualitative Analysis 

 

Project Sign-Off: I, Christina Carambia, owner of Underground Greens, hereby acknowledge my 

understanding and acceptance of the Underground Greens: Value-Added Product Development and 

Workshop Series Project Qualitative Risk Analysis Matrix (Pinto, 2016). 

Signatures: Christina Carambia March 17, 2024 

Project Manager Name                  Date 

Project Manager                            March 17, 2024 

This Project Charter is effective as of March 17, 2024. 
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Appendix K 

Qualitative Risk Analysis 
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Appendix L 

Activity Duration Table 
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Appendix M 

Gantt Chart 
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Appendix N 

Activity Network 

 

 


