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Introduction: 
Project management is about knowing exactly what your goals are, how you’re going to achieve them, what resources you’ll need, and how long it will take you to reach that specific goal. In fact, project management’s goal is to make sure that everyone involved in a project knows these and is aware of the purpose of the project (Cote, 2019). Project management is pivotal in achieving a goal to a high quality, within a time limit and within a constrained budget. It helps project managers; stakeholders and the general public give a better idea of what is to be achieved and how this goal is to be reached. 

Project management is much more important when involving much larger projects where there are hundreds of communication lines and hundreds of millions of pounds needed to be spent. By managing projects like these effectively, it increases efficiency in which the project is completed, ensures the budget is satisfied as well as the project is completed according to the exact specification and potential risks can be identified subsequently minimised. Project management is used by all organizations, some more than others. The organization I have used to implement project management is Waitrose. 

In this report, I will provide critical analysis of the usefulness of project management tools, provide a plan for a project and the steps in its implementation in Waitrose with its subsequent stakeholders and then reflect on my ability to manage a project critically analysing my strengths and weaknesses.
[bookmark: _Toc49187606]Five Phases of a Project:
For any project, there are five phases in which it goes through. These phases are project initiation, project planning, project execution, project monitoring and project closure (Eby, 2018). Managing a project by closely following these five phases will successfully the project is completed to its maximum potential without comprising quality, time or the budget.

Project initiation is the initial start to any project where the actual feasibility of the project is verified and can be completed within the resources that are available. In this phase, a project initiation document (PID) is created defining the scope of the project and what is required (Eby, 2018). This is a very good management tool in successfully completing a project and will be explained in more detail further into the report. In context of the chosen organization, Waitrose, this phase is very important as there are many stakeholders. Each one must agree in order for the project to go ahead therefore required due diligence is necessary for the success of the project.

The second phase is project planning. This stage focuses on devising the plan for consequent stakeholders, managers, colleagues to follow and creating goals which are ‘S.M.A.R.T’ and ‘C.L.E.A.R’ (Eby, 2018). ‘S.M.A.R.T’ goals are goals which are specific, measurable, attainable, realistic and timely. ‘C.L.E.A.R’ goals are goals which are collaborative, limited, emotional, appreciable and refinable. Smart targets have been used in project for many years.
However, ‘C.L.E.A.R’ is a newer acronym designed to aid in projects which take into account the fast-paced, advanced technological processes in current times (Eby, 2018). This is also the phase where the project is planned, and the details are documented accordingly. This includes a Scope Statement, a Work Breakdown Schedule (WBS), milestones, a Gantt Chart, a communication plan and a risk management plan (Eby, 2018). These are all useful project management tools to use and are more necessary for larger projects to ensure all areas of the project have been detailed. These tools of project management are very useful in the chosen organization of Waitrose due to the size of the company. There are many people involved in projects and there are many objectives to complete therefore tools such as a communication plan and setting milestones are very important.  

The third phase is project execution. This is the kickstart to the project and entails the beginning of the project. This phase also works at the same time as the fourth phase, project monitoring. Project monitoring entails measuring the progress of the project and whether the timings and budgets will be met. Project managers use Key Performance Indicators (KPI) to efficiently monitor projects. Some of these indicators are project objectives, quality deliverables, effort and cost tracking and project performance (Eby, 2018). These are very useful tools which Waitrose implement in their project management in order to successfully monitor their projects. Without using these indicators, they will not know whether the project is working at a success of failure. 

The final phase of a project is its subsequent closure. This is where contractors are terminated, and final reports are made to conclude and celebrate the completion of the project. 

Following the phases of a project is a very useful tool in itself as it is made up of many tools and techniques which can be used to improve the quality of the project. I will now assess a few management tools and techniques in more detail and whether they are appropriate tools for Waitrose to use in the workplace. 
[bookmark: _Toc49187607]Project Management Tools and Techniques:
There are many tools and techniques which project managers use in order to ensure the project meets its deadlines, people are completing the correct tasks at the highest quality and everything is documented for future reference. Different techniques are used in different stages of the project, some are used when planning the project whilst others are used whilst executing and monitoring the project. Different organizations use different methods when executing projects as they may follow a certain criterion, organisational culture, fulfilling the accessibility to stakeholders and others or improving the ease of understanding to others. Tools can be used to decide the project to execute, to successfully list all itinerary for the project or manage the project effectively. Some of the management tools and techniques which can be used are Project Scope Management, Work Breakdown Structure (WBS), Programme Evaluation and Review Technique (PERT) and the Critical Path Method (CPM). All these methods are used to execute projects in their own different ways. Each technique has its own approach which suits different types of organizations. 



[bookmark: _Toc49187608]Project Scope Management:
Project scope management is not necessarily a tool used to execute a project but is used beforehand to successfully detail the project ahead, so no mistakes are made. Project Scope Management refers to the set of processes that ensure a project’s scope is accurately defined and mapped. Scope Management techniques enable project managers and supervisors to allocate the right amount of work necessary to successfully complete a project—concerned primarily with controlling what is and what is not part of the project’s scope (Monnappa, 2020). Even though this is not used when executing the project, it is pivotal in the planning of the project to ensure all needs are fulfilled and no additional activities are completed which are not needed. This ensures that the project will be completed within its deadlines and there will be no confusion in the objectives the required parties need to achieve. 

In order to create an effective project scope, the following areas should be covered: project objectives, goals, sub-phases, tasks, resources, budget and schedule (Monnappa, 2020). Once these areas have been covered in the scope, the limitations and exclusions then need to be covered. These are the aspects of the project that will not be covered in the entirety of the project. This makes it clear to all those involved in the project what is and what is not included in the end goal of the project. This is a useful addition to the scope as it maintains continuity within the project and establishes a ground level where all partiers of the project understand what and what is not needed from them. All organizations must plan a scope before any project so a ground basis is formed, and an agenda can be created. This will improve time management and organization within the project. This applies to companies such as Waitrose. They use this technique when planning big projects such as store renovations and smaller projects such as staff management projects or launching new marketing campaigns. It is a very good tool to use within the organization as there are many different workers with different roles. A project scope will ensure every individual worker will understand what to do during a certain project.
[bookmark: _Toc49187609]Work Breakdown Structure (WBS):
The WBS is a method used in project planning which is used to decompose the overall project into a hierarchical structure of smaller activities which can be completed by individuals (Landau, 2019). The WBS system helps organization simplify the overall large project into easier, less complicated tasks which can be completed by the required workers. This makes very large projects seem more realistic to complete as the steps involved have been broken down to a level in which they can be completed. A WBS system also provides a visual representation and breakdown of the necessary tasks and how these smaller tasks contribute to the larger project. 

At the top is the final product with a line that goes down the page to a box (or boxes) that represent the larger tasks which lead to that completed project. Each of these boxes are then attached with lines that go under it to smaller tasks (Landau, 2019). This is a very useful tool when it comes to project planning and execution in the workplace as it provides an easier standing to the workers involved in completing the project as they have a clearer idea of what is required for the task to be completed at a sufficient level. Furthermore, a WBS plan does not have a limit on the number of decompositions it can have. This means that a project can be broken down to a level where bigger deliverables and milestones can be broken down into smaller tasks to the individual worker. This ensures there is no confusion during the execution of the project as each worker will have a specific task to complete. This also means that no additional tasks will be completed hence completing the project within its required scope. 

This project management tool is very useful in the workplace and is a method which is used in my chosen organization, Waitrose. This tool is widely used for smaller, in-store projects such as new marketing campaigns. Every few weeks, there are new offers and deals on different products within the supermarket therefore those with an offer must be displayed on shelves which the consumer can see, and these products must be stocked in larger quantities due to the larger forthcoming demand. The overall larger project is that the old deals on products must be moved and replaced with the new ones. This includes changing labels on shelves, re-shelving old products to their original position and moving the new products to the designated shelves. By using a WBS, all these tasks can be broken down so individual workers can complete each one making sure products are moved within the deadline with optimum efficiency. This shows the usefulness of WBS in the workplace and how it is a very important tool for Waitrose when it comes to even planning smaller projects. A WBS enables a smooth execution of the project with minimum confusion and maximum efficiency. 
[bookmark: _Toc49187610]Programme Evaluation and Review Technique (PERT):
PERT is another project management tool used within the workplace. This tool is used to help devise accurate time estimates for the project. Time management is vital in project management as there are many deadlines which must be met, and certain tasks are not able to begin without finishing any necessary previous ones. This therefore means accurate estimates must be given to every task in the project to ensure an overall time estimate is given to a high degree of accuracy. Estimating times wrong mean that some tasks may be delayed leading to an overall delay in the project which is not desirable by any organization. PERT charts were first created by the U.S. Navy's Special Projects Office in 1957 to guide the Polaris nuclear submarine project (Kopp, 2019). Because of PERT, the project was completed two years ahead of schedule (Landau, 2019). 

A PERT chart works similar to that of the WBS but in this tool, timing estimates are also added. Like WBS, the project is decomposed into its simplest form. For each task, three different estimates are given. These are the optimum time estimate, most likely time estimate and pessimistic time estimate (Landau, 2019). The optimistic time estimate is the fastest time the activity can be completed. The most likely times is the time project managers believe the activity will be completed in. Finally, the pessimistic time estimate is the maximum time required to complete the activity. Project managers use all three of these in an estimate to form an accurate estimate known as the expected estimate (Landau, 2019). By using all three estimates, it means that the calculated value is a true reflection of the time it will take to complete the activity. Project managers then use this time when creating a PERT chart. 

This tool is very useful in the workplace as it allows managers to manage time effectively and work on multiple tasks at once. A PERT chart will allow them to clearly see which tasks need to be completed first so that the subsequent ones are able to start after. However, a PERT chart is also difficult to put together effectively and can be complicated to interpret effectively therefore Waitrose do not frequently this project management technique. Whilst this can be very effective for much larger projects, due to the complications of interpretation, this tool is not heavily preferred by Waitrose. The smaller projects which are carried such as marketing campaigns do not necessarily need a PERT chart either as the number of tasks required to complete the whole project are not extensive. Whilst it can benefit them using this technique, managers to not decide to use it. The PERT technique is more applicable in projects such as construction where there are many tasks which need to be completed and many tasks are dependent on each other in order to be completed.  
[bookmark: _Toc49187611]Critical Path Method (CPM):
The CPM is another tool used in project management and is used in the execution of the project. In simple terms, the CPM uses characteristics from both the WBS and PERT techniques. It uses both these tools to create a new technique where a system is formed in that some tasks are labelled as critical and must be completed as a priority. Essentially, the CPM first uses the WBS and adds the timing estimates which can be derived from the PERT charts. With this information, the critical path can be determined by identifying the longest stretch of dependent activities and measuring them from start to finish. Once the longest activities have been identified or are on the critical path, it is easier to observe the total float time, or which tasks can be delayed without making the project longer (Slate, 2018). This means it is easier to observe the tasks which should be completed straight away, and which can be started later on but will not affect the finishing time. By using the CPM, it allows managers to see the tasks which can be started later as they may not depend on anything or may take little time to do. Using the CPM will also improve the communications within the project as well as efficiency and organization. 

As the critical path shows the necessary tasks to complete first, the parties responsible for completing those tasks can be grouped together so they receive all messages simultaneously reducing any communication errors between the parties. As the. CPM initially uses the WBS, it also means it is clear to understand as it a visual representation of the project. It also helps identify any dependencies or any float time in the project aiding its completion time (Kukhnavets, 2018). This is a very good tool to use in the workplace as it can greatly help time management and organization when it comes to executing projects. However, this technique, similar to PERT charts, are useful for more complicated projects. Even though this may be helpful in an organization like Waitrose, projects carried out within the store are not complex enough in order to make use of the CPM necessary. Whilst CPM charts are not difficult to interpret, the creation of them is a more difficult process. As it is not necessary to use this method, Waitrose therefore do not use this technique as often as a tool such as the WBS system. Overall, this is a very useful tool in project management but in the context of the chosen organization, Waitrose, it is not as appropriate. 
[bookmark: _Toc49187612]The Project:
After critically analysing some of the project management tools, I will now document a project which I planned to implement in the organization I have chosen, Waitrose. Projects within supermarket stores are not usually very complicated or large projects due to the small size of supermarkets therefore not many tools are normally used other than standard techniques such as a project scope, risk assessment, stakeholder analysis etc. The project I planned to implement was the introduction of free samples of Waitrose branded products in the store such as their Waitrose Organic or Waitrose Duchy brands. The reason for this is because free samples is a way to increase customer awareness as well as interaction and lead to an upshift of sales in the future. By providing free samples, more customers are aware of products that Waitrose sell themselves increasing customer awareness. The option to have a free sample makes consumers feel more appreciated in the supermarket. 

Furthermore, free samples will also increase interaction between employees and customers providing consumers with a better quality of service also. Once consumers realise the higher quality of Waitrose branded products, they are more inclined to buying the products increasing demand, revenue therefore profits for the firm. Furthermore, Waitrose are an environmentally friendly brand and package their products in this faith also. Not as many people know this therefore implementing this scheme will help raise awareness of the small carbon footprint of Waitrose. Carbon footprints and helping the environment is becoming increasingly more important in a social aspect and people are now willing to pay more for a product which does not damage the environment. This shows the potential ripple effect this campaign can help Waitrose in further developing its customer loyalty. However, providing free samples also requires a lot of work. It includes tasks such as creating spaces for free samples, obtaining the equipment needed, the packaging for free samples and the marketing needed to advertise the campaign. This means the project should be managed carefully first trialling it one store before expanding to all branches.

I used the project scope management technique during this project creating a document defining the scope of the project, ensuring what is and what isn’t required (this can be found in Appendix A). I found the use of creating a project scope very useful as it helped me detail all parts of the project ensuring all parts are covered sufficiently as well as excluding any things which were not desired. In this scope, I have identified the stakeholders involved in this project and how they will be affected, I have given details on how the project will be implemented, an estimate for the duration of the project and more. 

In addition to this, I have used another project management tool to ensure all tasks have been detailed and appointed to the right party. I have done this by using the WBS technique (this can be found in Appendix B). Using the WBS technique was very useful as it gives a clear visual representation of what needs to be done.  Due to the lack of complexion in the project, this technique was preferred compared to the CPM and PERT methods. The CPM was not necessary as not many tasks in this project have dependencies on each other like other, more complicated projects may have. Using the WBS tool has helped planning and managing the project acting as a to-do checklist ensuring everything is done in the right steps. Overall, I have successfully used some of the project management techniques which I have previously analysed to help plan and manage my own project.
[bookmark: _Toc49187613]Self-Reflection: 
Now that I have planned and implemented a project myself, I now need to seek feedback and reflect on myself as a project manager identifying my own strengths and weaknesses. It is good to self-reflect as well as seek others’ feedback as it is good to receive an objective opinion as well as your own one. Reflecting on yourself will also help improvement in the future by identifying weaknesses and acting upon them. By reflecting myself in this way, I will then be able to create a self-development plan to improve my own performance in managing projects.
[bookmark: _Toc49187614]Strengths and Weaknesses:
After planning the project, I communicated this with my colleagues and asked for objective feedback in which I could identify my strengths and weaknesses in my project management skills. Overall, I received very good feedback ranging from high praise to competent constructive criticism. After reading my feedback and reflecting on myself, one of my main strengths lie in project planning and the skills required to plan a project effectively. The feedback I received from my colleagues was that the project scope was detailed to a very good extent and was evident what was and was not required from the project (one of the main purposes of a project scope). Furthermore, I received a few positive comments for WBS chart to help plan the project. This shows that project planning is one of my greater strengths and is a skill which I have executed to a high quality.

However, there were also criticisms towards the WBS chart in that there was a lack of detail and further management tools could have been used to monitor the project more effectively. Thus, one of my main weaknesses lies in the project monitoring and learning to implement a project more effectively. One of the main criticisms of the WBS chart was the lack of detail. Due to the potential size of the project, more detail should have been given in the talks in relation to multiple stores. Also, the general feedback was to use a more advanced technique such as the CPM or PERT charts in order to effectively set goals and deadlines for the project as the timing was quite vague. Finally, it was suggested that I created a risk assessment as well as a communications plan so when fully executing the project, it is safer and there will be no miscommunication errors ensuing the project runs smoothly. 

Now that I have identified my strengths and weaknesses, I can use these to create a self-development plan to help me improve my project management skills and my ability to use tools effectively in the future (this can be found in Appendix 3). The personal development plan I have created contains goals which satisfy the SMART acronym. Creating goals using this belief means the goals I have given myself are realistic and will be completed in an acceptable period of time.
[bookmark: _Toc49187615]
Conclusion:
To summarise, in this report I have analysed commonly used project management tools, their use in the workplace and specifically Waitrose, I have planned and implanted my own project in my desired organization, and I have finally reflected upon my skills by self-reflecting and taking upon feedback from my colleagues. There are many project management tools which managers can use to plan, execute and monitor their projects effectively. All techniques have their own benefits and costs but overall add value to any project and will help the quality of the project greatly.
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Appendices
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Waitrose
Project Scope
10/08/2020
Project Background and Description
	
	This project was initiated to increase interaction in the store between consumers and employees as well as increase awareness of Waitrose branded products. The purpose of the project is to increase sales of Waitrose branded products and increase awareness of the environmentally friendly process involved in the production and packaging of their products. This will further increase brand loyalty towards Waitrose and will justify to consumers the premium price Waitrose charge for their products. The overall purpose of this project tis to increase revenues and brand loyalty.



Project Scope
	
	This project is initiating a free sample stall of a variety of Waitrose branded products. Only products branded by Waitrose will be used to hand out free samples. Each customer receives one free sample. Each stall will serve samples of five different products and will be changed on a daily basis on a fortnightly schedule. Employees managing the stalls are to engage with customers and inform them of the quality and environmental friendliness Waitrose have over its competitors.



Deliverables
	
	The parties which will be impacted by this project are customers, employees, suppliers and managers. Customers will receive more information on the quality in production of Waitrose branded goods obtaining an overall positive effect from the project. Employees are required to know the production process and its carbon footprint for each individual good and will be required to relay this information to customers. Suppliers will be required to provide smaller sample packages for consumers to try. Managers will be required to manage stalls on a daily basis maintaining sufficient stock and rotating through products on a daily basis.



Affected Parties
	
	The supply chain will be affected due to this project. New packaging will be required for the sample products and large quantities will need to be supplied. The marketing team will also be required to create new posters, adverts etc. for the new campaign ready for marketing to the public.



Affected Business Processes or Systems
	
	Any product which is not Waitrose branded is not part of this project. Only Waitrose branded products are to have free samples.



Specific Exclusions from Scope
	
	Each part of the project will be incremental. The project can go ahead once necessary marketing ads and required stock is fulfilled. New adverts must be produced before launching the campaign. New packaging is to be produced for the samples as well as the area and equipment for a stall is to be confirmed also. Furthermore, employees will receive detailed training on all Waitrose products. All tasks stated can occur simultaneously and once all completed can the final stage of implementing the whole project can go ahead.



Implementation Plan
	
	From this project, I aim to achieve a free sample campaign within the Waitrose store specifically focusing on Waitrose branded goods. Customers are to receive information on the quality processes and environmental friendliness that is involved in the production of these goods. These goals are to be achieved by training employees, so they have the knowledge to pass onto consumers. The supply chain will also be adapted so products are to be received in smaller sample packages. In order to make the general project aware to consumers, marketing adverts will be created to promote the idea. 



High-Level Timeline/Schedule
	
	The production process of creating new packaging should take approximately six months for the first batch of products. Samples if products given will be on a seasonal basis therefore will be produced when needed. Training employees will take four weeks. Creating marketing campaigns will take 12 weeks therefore the project can finish within six months.
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	Long Term Goals

	Be able to manage very large, complex projects with large budgets effectively accompanied with minimal error and risk

	Short Term Goals

	Gain experience by managing progressively more complex projects. Improve project management skills in terms of documenting in more detail. 

	Goal
	Objective
	Resources Required
	Measurement
	Target Date 

	Become a professional project manager
	Become more experienced in managing projects and complete training ready for certification
	Training, smaller projects to manage to become more experienced in the field 
	Completion of training and successful execution of smaller projects
	6 months

	Gain experience in managing projects
	Execute several small or two large projects
	Project management role in desired projects
	Success of project and feedback from stakeholders
	9 months

	Improve detailing in project planning
	Plan smaller projects in greater detail
	Project management role in desired projects along with a mentor for added guidance
	Successful completion of projects and feedback. From mentor and stakeholders
	9 months
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