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[bookmark: _Toc44669024]Executive Summary 

Project management involves balancing of project objectives against restraints of time, budget, and quality. Achieving this balance requires skills, tools and techniques, which are the focus of this report. The amount of theory discussed is minimised as the primary focus is on practical methods used by the organisation. The report critically analyses project management at Tesco during the Coronavirus outbreak. The report is divided into sections, along with a support content appendices. The text is organised and designed around a project lifecycle and begin with an introduction to project management. Project management (Charvat, 2003) provides a structured technique to:
· Recognise project objectives and risk,
· Organise and plan project.
· Effectively monitor and control project. 
The planning, control-orientated techniques and decisions related support tools are described through the project lifecycle. Tools and techniques are essential for managing and running projects effectively and helps project teams to be more successful. Tools for evaluating are also reviewed in this report. The last section closes the discussion with recommendations for future Tesco’s projects. 
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[bookmark: _Toc44669025]1.0 Introduction

Wunker (2020) stated that the Coronavirus, a highly contagious disease, is an enormous challenge, even bigger than the 2008 financial crisis. The nature of the Coronavirus outbreak has brought uncertainty to all sectors (APM, 2020), the retail industry is no exception. To survive through unpredictable events requires resilience and ability to create rapid responses and adjust to the situation as working. Tesco, as the biggest UK retailer (Eley, 2020), faced the greatest challenge to feed the nation, therefore they created and executed a plan to continue operating during the pandemic. Whether Tesco’s successfully managed the crisis has been critically analysed.
[image: ]Project management is essential to run a project successfully. The Project Management Association (PMA) defines it as: 








2.0 [bookmark: _Toc44669026]Project life cycle

[image: ]The project moves through sequenced phases during its lifecycle (Invensis, 2018), that demonstrates Image 1. 
[bookmark: _Toc44669027]2.1. The Initiation Phase 
[image: ]
[bookmark: _Toc44669028]2.1.1 The project definition and objectives

It is difficult to execute a project if the definition of its objectives is not clear. The Quad Chart (Appendix 1) visually and descriptively defines the project. 
It includes (Carstens, et al, 2013):
· project scoping, 
· stakeholder’s analysis,
· critical success factors, 
· and measures of success. 
The desired outcomes include both- measurable primary benefits (products availability, undisrupted supply chains, delivery time slots available for all customers, enough employees available for work), and immeasurable secondary benefits (company’s values, ethics, passion). Supporting interest of others in a time of adversity results in improvement of the company’s reputation. To deal with economic and social stress is to live according to the organisation’s values (Reeves, et al, 2020). Therefore, those secondary benefits are very important for the retailer. For example, Tesco excessed the budget to handle the crisis to meet the stakeholders demands.
Once the objectives and critical factors have been identified the next step of the initiation phase is to establish how the success will be measured. 
[bookmark: _Toc44669029]2.1.2 Success criteria 

The Iron Triangle is a helpful tool in measuring project management success (Atkinson, 1999, p.337). According to Caccamese and Bragantini (2012), to deliver a successful project three factors should be considered: time, cost, and quality. The research suggested that is difficult to achieve success in all three points of the Iron Triangle. Charvat (2013) argued, that when an organisation adopts project management best practices, estimates are more accurate. Therefore all three points of the Iron Triangle can be achieved, and next projects will be delivered closer to their plan for cost, schedule, and quality (PMI, 2013a, p. 3). The product availability (the quality) is the predominant criteria, and Tesco focuses on it the most (Atkinson, 1999, p 339), while time and costs become secondary. Initially for Tesco, to meet the quality the time and resources had to be stretched. As management learnt to manage the crisis, they began to balance the three triangulation points.
The criteria of The Iron Triangle (Atkinson 1999) are a necessary criterion, that the project management process is measured. Researchers argued (Atkinson, 1999), that cost, time, and quality, are not enough to measure project success. A project is not a failure because it cost more, took longer, or consumed more resources than planned (Sopko, 2015). Project success should be measured by how efficiently the project team delivered the plan. Additionally, writers included other criteria such as stakeholder’s satisfaction and benefits to an organisation.
[bookmark: _Toc44669030]2.1.3 Stakeholders analysis 

An essential element of project success is stakeholder’s satisfaction. Tesco considered the most important stakeholders and their requirements. The image below illustrates a Tesco Stakeholders Matrix and Appendix 2 provides further analysis. 
Image 2 A stakeholder analysis – The Power/ Interest Matrix[image: ]
Project management needs to balance the demands of different stakeholders in their decision-making process (Aaltonen and Kujala, 2010). For example, customers need product availability, The Government expects safety for employees and customers, and shareholders require profits.  
Stakeholders’ influence a company’s behaviour during the project lifecycle (Aaltonen and Kujala, 2010). For instance (Wells, 2020), the panic buying caused changes in Tesco’s operations: products restrictions, closing fresh counters, changing opening time, recruit additional employees. Customer behaviour also had a negative impact on employees. Aggressive panic buying, demotivated employees, as they were verbally and physically abused by shoppers.
Secondary stakeholders’ requirements are often neglected by project management (Hoad, 2017). However, Tesco motivated by its ethics and values continues to support the environment and communities by reducing waste in its stores and donating food to local charities. 
[bookmark: _Toc44669031]2.1.4 Risk analysis 

Murphy’s pessimist law states ‘Whatever can go wrong, will go wrong’. Lewis (2008) transferred this dictum to project management. Therefore is very important to identify all possible risks, finding ways to manage, mitigate or avoid them. The author also noted that there are events which company cannot control or influence, for example, legal factors from the government or employee’s absence caused by illness. Situations, the company cannot control but can influence, for example, customer behaviour. Tesco mitigated panic buying by introducing product restrictions. Finally, processes that can be controlled by the retailer, for example, internal operations enabling the project to run. 
Project management involves identifying, assessing, and responding to potential risk (APM, 2020). A highly effective technique in risk identification is Crawford slip method (Verma, 2020), which will be described in section 2.2.2. More detailed risk evaluation has been covered in Blog 2 (Appendix 3).  
Each phase of the project lifecycle presents different environmental and social risks, and opportunities (Wunker, 2020). Risks and uncertainty are at their peak at the beginning of the project lifecycle. Risks decline towards the end of the project as decisions are reached, and deliverables are accepted. During the final phase, the company return to normality.
To create a strategy and a crisis management plan, uncertainties around the business need to be considered (Wunker, 2020). Further analysis is introduced in Appendix 4.
By conducting risk analysis and considering project lifecycle phases and uncertainty types would help Tesco to develop a plan, navigate disruptions caused by the Coronavirus and respond to major strategic challenges. 
Further tools that aid risk assessment are ‘The Project Familiarity Gird, Boston Chart however they are not as suitable for crisis management.
[bookmark: _Toc44669032]2.2 The planning phase
[image: ]
[bookmark: _Toc44669033]2.2.1 The project team

The second phase of the project lifecycle (Invesis, 2018) is to create an achievable plan that organisation can fulfil, and employees can follow. Tesco tackled the COVID-19 crisis using only its internal resources. Management had to ensure there were enough personnel to deal with demands, therefore recruited an additional 50.000 employees. The ability to manage projects during the crisis is a great challenge for the project manager and the entire team (Goździewska-Nowicka et al, 2016, p. 144). Companies rely on talented project professionals who can quickly adapt to new circumstances (APM, 2020). Experienced crisis co-ordinator Davis Lewis (Eley, 2020) is working with Tesco during the pandemic, he puts emphasis on investigating and understanding customer’s needs (Hammett, 2019). Additionally, his success is based on the ability to listen to employees and respect their viewpoints. He focusses on improvements in metrics including quality, value and NPS score (Net Promoter Score). It is due to Lewis that trust in the brand has improved over the five years.
[bookmark: _Toc44669034]2.2.2 Tools and Technics useful in project management.

Tesco adopts a common process and toolset to manage a project, to ensure those project goals are achieved (Charvat 2003). 
Meeting schedules are a key success for project management. However, if the schedule sets unrealistic expectations and inadequate resources are assigned, deadlines could be missed. This could induce frustration (Lewis, 2008). 
There are many useful tools for project management. One of the best known is a Gantt Chart, a visual view of tasks displayed against time. This tool enables businesses to keep deadlines and set priorities. Appendix 8 introduces the Gantt Chart for the Tesco project.
For scheduling tasks in any project, a Network Diagram is very useful (Appendix 9). This tool helps to define the dependencies between tasks and the Critical Path. This tool identifies which tasks are vital to finish the project on time (Critical Tools, 2020). 
Another technique for project management is a Work Breakdown Structure (WBS, Appendix 7). The deliverables-orientated tool (Lewis, 2008), which enables the creation of a project schedule to match objectives identified in the initial phase of the project lifecycle. The pandemic crisis is unfamiliar for any project manager, therefore ‘Bottom – Up’ approach will be the appropriate method for dealing with the pandemic (Saini, 2016). A characteristic feature for this approach is utilising brainstorming technique. The Crawford Slip Method (CSM) is a simple type of brainstorming, that gives ideas of all team members’ equal weight (Verma, 2020). Not only does this help generate a variety of solutions, but it also helps employees get involved and feel that their contributions are valued. 
Although no evidence to whether CSM has been used during the Coronavirus crisis, assumptions based on Davis Lewis’s past behaviour (Eley, 2020), where he invited all employees to share their thoughts and ideas about the company, indicates that brainstorming method perhaps was utilised to manage the pandemic.  
All those above methods are very useful in any project. However, the research has established that Tesco uses one tool to organise projects. Asana (Watts, 2015), project management software, enables management to meet deadlines, makes the whole process easier and faster. Growing Asana base includes customers like Spotify, Tesco, Santander Norway, and Vodafone, with many more European companies. 
[image: ]Image 6 Asana, project management software

Asana (2020) improves collaboration, enables all important files to be find easily. Tools, which has been described in this section, are not flexible enough to manage complicated projects. Growing teams need more than a tool that just organises work like a Gant Chart. Asana grows with project needs, providing a living system where everyone can see, discuss, and manage priorities. Asana improves communication, enables conversation between team members, clients, and suppliers in one place. This is especially helpful during highly contagious disease like Covid-19.

[bookmark: _Toc44669035]2.3 The implementation phase

In this phase project manager has an important role, such as: 
[bookmark: _Toc44669036][bookmark: _Hlk44321814][image: ]2.3.1 Project execution and dissemination of plans.

This stage is about implementing project deliverables as defined in Quad Chart and WBS. The coronavirus reshaped standard operations in supermarkets, therefore Tesco made three keys movement to fight with COVID-19 (Farrell, 2020).
· Product availability 
· Employees and customers safety
· Available delivery slots 
Customers started to stock up on household essentials, long-life food items. To prevent panic buying the retailer made changes in operations by cutting promotions and restricting products. Government regulations have put pressure on the retailer; therefore, Tesco adjusted its policies and strategies to overcome the impact of COVID-19 and keep the customers and employees safe. For example floor markings, protective screens at checkouts. To increase delivery capacity Tesco recruited additional staff and purchased new deliveries vehicles. 
Very important for this phase is to keep stakeholders informed of the project’s merits. Tesco’s (2020) executive communicated its strategic plans and new procedures to customers through different types of channels such as: social media, letter-writing campaigns, e-mails (Appendix 5) and the company’s website. Moreover, store markings and employees are used as a form of communication with customers, to inform clients of new rules at the store. The retailer communicates expectations to the staff, for what must be performed during COVID-19. Tesco provides training of best practices for avoiding the spread of infection.
A ‘living project’ is essential to adapt to a rapidly changing situation. The successful project leader should quickly adapt to new situations and communicate those changes to the audience, as the work progressing. Mistakenly, project managers often hesitate to disseminate plans until they are completely certain. Moreover, they are afraid to change them to avoid confusion in the project team.
[bookmark: _Toc44669037]2.3.2 Monitoring and controlling the project

Project management is not about deadlines is about tracking, controlling, and improving the process, and ensuring that everything happening aligns with the project management plan. To keep a project on schedule, within budget, scope and quality requirements, the organisation utilises key performance indicators (KPIs) (Lewis, 2008).
Tesco (2020) has six indicators to measure project performance. These are:
· Sales
· Profit
· Cash flow
· Customers recommendations (Net Promoter Score)
· Employees recommendations  
· Trusted partnerships (supplier satisfaction)
Employees and customers satisfaction are an excellent metric to measure project success (Lewis, 2008). Soft evaluation helps to capture changes in people behaviour. For example, working conditions during the crisis are very stressful, but on the other hand, it allows the development of staff by taking challenges and action in unusual and difficult situations. 
McKinsey 7s model is another tool that can be used to help with evaluation, but it will be missed in this report, as the post-implementation review is a more appropriate tool for analysing Tesco’s example. Blog 4 (Appendix 6) further expands the view of this topic.

[bookmark: _Toc44669038]2.3.3 Motivation 

The absence of commitment is often cause of project failure (Charvat, 2003). Therefore the role of a project manager is to keep staff satisfied and motivated. Increasing stress at work, managing aggressive shopping behaviour during panic buying, decreased employees’ motivation. Lewis recognised the hard work of its employees, therefore utilised reward-based motivation (cash bonus - internal motivation) and influenced customers to appreciate key workers efforts (external motivation). As indicated in section 2.2.2, involving employees in the decision process, is another form of increasing motivation. According to Verma (2020), brainstorming has many advantages, such as:
· Builds commitment and enthusiasm, 
· Creates an environment for cooperation and teamwork, 
· Encourages communication.
The most important advantage is that employees come up with great ideas, that change the direction of the business and projects. 
[bookmark: _Toc44669039][image: ]2.4 The termination phase
When the urgent part of the crisis has been navigated, the company should consider what this crisis changed and what they have learned (Reeves, et al, 2020). The analysis of the project’s strength and weaknesses enables further improvement in the context of new opportunities, problems, or knowledge (Table 5).
[image: ]Table 5 The project’s strength and weaknesses. 

All those above aspects have been discussed in previous sections of this report except the complexity of the supply chain. The key goal in managing dynamic and unpredictable challenges is resilience – adapting to the fast-changing environment. Large organisations are rarely so flexible. While Supermarket shelves were stripped bare due to panic-buying, the local shops managed well (Hetherington, 2020). Local shops supply fresher products, from the farm to customers table bypassing huge supermarket warehouses and avoiding products long journey, from the producer to big buyer, to distributors, to supermarkets and finally to the customer. 
For recommendations on how weaknesses are minimised or turned into strengths see section 4.0.


[bookmark: _Toc44669040]3.0 Conclusion 

According to Lewis (2008), many individuals mistakenly assume, that project management is about scheduling tasks, and if a company uses a good scheduling package will be successful in managing projects. The software is just a tool and without an understanding of project management processes, all it will do is document failures. 
Producing a successful project takes numerous degrees of planning (Little, 2011). Besides, how the project manager confronts the crisis depends on the knowledge and competences possessed by the project manager and the entire team. Tesco’s project managers are familiar with dealing with risks; however, COVID-19 is outside the experience of any of them. This crisis caused instability in many businesses and brought many unexpected events (Reeves, et al, 2020). To reduce uncertainty caused by pandemic, the company should increase awareness of potential risks to minimise future threats and grow business opportunities. This would help to achieve more predictable results and gain balance in the Iron Triangle (Berkun, 2008). The literature identified many helpful tools in measuring project management success; however the Iron Triangle appears to be the preference of many executives.
Project management to achieve desired project objectives, are usually applied to ‘hard aspects’ of a project, such as time, costs, and quality. Project management in the context of ‘soft aspects’ - the human (project team members, suppliers and stakeholders), is often neglected (Goździewska-Nowicka, et al., 2017). The Iron Triangle tool enabled the observation, that ‘quality’ as a predominant criterion of Tesco’s project success, this has not been achieved in a short time, despite the extra workforce. Tesco at the beginning of the pandemic failed to deliver quality, as products were not available to everyone. Moreover, operations to continue to feed the nation, increased costs.
This report gives an overview of the technics and tools useful in successful projects planning. However, the list is not exhaustive. The researcher evaluated those tools in blog 3. Image 7 introduce this evaluation. 
[image: ]Image 7 Evaluation of the project planning tools.
Detailed research uncovered the information that Tesco uses Asana software, which combines those techniques in one product. Another tool is brainstorming method, used in many aspects of the project (the risk and essential project tasks identification; employee’s motivation).
At the beginning of the crisis, Tesco failed to handle the crisis efficiently, as they have not achieved the expected results and success objectives from Quad Chart. 
[bookmark: _Toc44669041]4.0 Researcher’s skills and recommendations. 

[bookmark: _Toc44669042]4.1 Author’s skills and preferences to run the project.

Understanding which tools to use is essential to become a successful project manager. It is reasonable to use one tool, that all employees are familiar with. There is a direct relationship between tasks included in WBS and project objectives introduced in the Quad Chart. Instead of utilising both of them, the researcher would choose WBS tool for defining the project. WBS can be used in all stages of the project lifecycle. The biggest advantage over other tools is that WBS engage employees with defining tasks (Carstens, et al, 2013).
Despite the researcher’s optimistic nature, she is a proponent of pessimistic Murphy’s Theory. The author’s strategy to successfully run projects is the expectation of disturbance in the project and plan preparation to mitigate the crisis. Some individuals criticise this approach. According to them it is a waste of time and energy, as most problems would not happen. Similarly, Tesco’s ‘Doomsday’ exercise met with critique, however, the activity helped Tesco to react much faster for Coronavirus outbreak than competitors. 
[bookmark: _Toc44669043]4.2 Recommendations 

Based on the discussion in this report and an author’s professional experience, following recommendations can be offered. 
[image: ]Early warnings of the oncoming crisis were neglected, and Tesco procrastinated with implementing strategies to overcome disruption associated with the pandemic. Risks could have been identified earlier; product restrictions implemented sooner, hence mitigating the need for additional staff.
When the crisis subsides, efforts should be made to collect valuable learning outcomes. Project management at Tesco delayed response to the crisis. This erroneous decision weakened the company and accelerated the escalation of the crisis. According to Petroski, knowledge from failure is a powerful source of improvement progress (Berkun, 2008). For example, airline safety is one of the most effective learning systems. Each time when there is an accident, root causes are thoroughly investigated, and recommendations are made. Flying has become one of the safest forms of travel due to cumulative learnings and adaptations from previous misfortunes. Tesco should obtain and analyse data from countries affected by coronavirus before pandemic reached the UK. Moreover, the retailer could take the lesson from its stores in China to be better prepared for an oncoming crisis.
[image: ]
[image: ]The researcher has identified additional risks due to the pandemic. Forecasts indicate that the UK will be in a recession by the end of this year. With the pandemic contributing to a rapid rise in unemployment, retail perhaps hit with a reduction in customers spending. The research (Reeves, et al, 2020) suggested, that effective responses to a dynamic crisis require long-time planning and good preparation. Tesco should refine crisis planning, shift the focus to optimisation and recovery and begin preparing for the next crisis to be ready when the crisis hits. 
[image: ]The good lesson can be taken from local shops, they managed the crisis much better than giant supermarkets. The pandemic showed that retailers should rethink and reconfigure their supply chains and reinforce dependence on large distributors.
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Table 1 Quad Chart, Tesco project.

		Feed the nation during Coronavirus crisis

	Objectives 

1. Essential products availability

2. Supply chain stabilisation

3. Delivery time slots availability 

4. Customers and employee’s safety (Aull et al, 2020)


5. Reduce the panic buying 
	Audience 

1. Customers, Management, Shareholders 
2. Suppliers 

3. Customers, Community, Employees

4. Customers, Employees, NHS, Community, Government, Management
  
5. Customers, Employees, Suppliers, Community, Environment

	Desired results
(critical success factors)

1. Products availability 


2. Undisrupted deliveries, all orders on time, all groceries available 

3. Delivery time slots available for all customers

4. Enough employees available for work to provide a high standard of customer service.

5. Customers buying only products they need

	The success measures


1. Satisfied customers, able to purchase products they came for

2. Satisfied suppliers 

3. Customers stay safe at home to ‘protect NHS’

4. Healthy and safe employees happy to work and serve customers who shop in a safe environment

5. All customers have access to products they want
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Table 2 Stakeholder Analysis
	Priority            
	Stakeholders/ Audience
	Stakeholder’s perspective 
	Action  

	High
	Customers (external, supporter, observer)
	Customers demand to be served convenient and safe. Moreover, product availability is most important for them.
	Tesco implemented operational strategies to supply all those customers’ demands. This topic will be expanded in section 2.3

	High
	Employees (internal, supporter) make this project works.
	Demotivated, exhausted, dissatisfied employees require management’s support, recognition, and appreciation in this stressful and insecure time. 
	Tesco recognised employees hard work in the letter to customers. (Appendix 4). Moreover, Tesco paid 10% bonus for this challenging period.

	Medium
	Suppliers (internal, supporter)
	Cooperation and support are expected from the retailer.

	Tesco attempts to stabilise supply chains by reducing variety, develop plans, put in place interim solutions (Reeves, et al, 2020).

	Medium
	Government (external, supporter, observer) supported supermarkets in this thought time. Changed restrictions according to operations (deliveries to Tesco can be in the nighttime, extend drivers working hours, to enable them to serve more customers)
	The government care about Tesco’s success as the retailer has a huge impact on the economy. Tesco has more than 743K employees worldwide and has been announced as the largest opportunity builder in Europe (Hoad, 2017).
	Tesco recruited additional 50.000 employees, while still paying salary to regular staff. That is an enormous help to the economy.


	High
	Shareholders (internal, observer)

	Are interested primarily in the profit and cash flow aspects.
	Tesco failed to satisfy shareholders, as operations during coronavirus cost 
much more to keep customers and staff safe. That resulted in lower profit margins for the organisation. 

	Low
	Competitors (external, observer) motivate Tesco to improve the services and develop new solutions to successfully overcome the crisis. 
	Collaborate to feed the nation. 
	Work together to fight with the Coronavirus outbreak (panic buying, product availability)


	Medium
	Communities (external, observer)
	Expecting from retailer continues support in Feed the nation plan, with emphasis on environment and support for most vulnerable. 
	Uninterrupted support of communities, especially people in need. Reducing food waste and negative impact on the environment.

	Low
	Media (external, observer) could destroy or improve Tesco’s image and public trust.

	Media does not have any expectations from the retailer. Media just observe how supermarkets dealing with new challenges.
	Tesco utilises media to boost advertising activities to gain more consumers than its rivals. Tesco has developed a media strategy, placing clients at the centre of the business (Hoad, 2017).
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Blog 2
There are a series of steps that need to be taken for the effective risk management and the first of them is identifying the risk (Wilson, 2018). The risk is higher when the situation is unexplored. Know & Unknown Risk approach (finding out from others), is a useful method of handling the unfamiliar situation. To identify potential risk associated with the project ‘Feeding the nation during coronavirus’ and successfully manage the crisis from the beginning, Tesco should obtain and analyse data from countries affected by coronavirus before pandemic reached the UK. This would enable British supermarkets to prepare on time for the crisis. Considering customers behaviour from Italy (Image 4), would help Tesco successfully prevent panic buying and products shortage (Aull et al, 2020). 
[image: ]Image 3 Italian customers purchasing habits one day before lockdown.

Tesco approached the Coronavirus crisis with the risk management strategies that did not work. The retailer ignored the risk and warnings at the beginning of the pandemic crisis, that resulted in a lack of essential products availability (Farell, 2020). This behaviour is called the ‘Ostrich approach’ strategy.
The risk for the project ‘Feeding the nation’ during the coronavirus crisis is introduced in Table 1. 
Table 3. Risk Assessment Grid for Tesco’s project.
	Risk

	Warning Mechanism
	Mitigating Action

	Risk 1 Panic buying
	Data from other countries (Appendix). Increased popularity in long-life food and cleaning products.
	Ration the sale of essential products.
CEOs and governments advising consumers to avoid panic buying and hoarding.


	Risk 2 A decrease in essential products availability. 
	Supplier chains disrupted (Hegarty and Cambridge, 2020).
	The strategy in place to ensure uninterrupted food supplies. For example, less variety of products, to enable suppliers to focus on producing essential ones (Jolly and Smithers, 2020).
Utilising technology in forecasting, so abnormalities can be fast recognised (Aull et al, 2020).


	Risk 3 Reduced online time slots availability 

	300% increased popularity for online shopping. 
	Expand delivery network. Increase delivery time slots. Keep the IT system running. 

	Risk 4 Sudden reduction of staff. 

	Increasing numbers of British citizens illness or need for self-quarantine (Knowledge and Wharton, 2020). Poundland had to close its stores because of a staff shortage.

	Recruit additional workforce,
close fresh food counters to have more staff to stock up shelves with essential products.

	Risk 5 Suspend operations because of government restriction.
(this type of risk is less likely to happen Image 1)

	Government restrictions and requests to close down many businesses in the UK. 
	Prepare for adapting to new rules and restrictions to continuing services. 



When the potential risks are identified the next step is to evaluate them. The Risk Matrix (Image 4) is an effective tool that assists in risk evaluation by considering the likelihood against severity associated with the risks of a project (Wilson, 2018) There is a colour combination of risks, according to their priority status. Red denotes extreme risks, where green colour means low risks and no need to worry (Wilson, 2018).
[image: ]Image 4 Risk Assessment Matrix
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There are four types of uncertainties (Image 5).
[image: ]Image 5 Uncertainty Matrix (Wunker, 2020).

· Known Knowns –Company should determine commonly accepts “truths” and find which ones should be questioned and changed.
· Unknown Knowns – Employees at the front lines may know more about facts in the organisation than management. The company need to find a solution that employees could effectively share information.
· Known Unknowns – While it is tempting to cut all additional expenses not involved with mitigating the Coronavirus crisis, market research could be critical to the organisation success. Moreover, Tesco monitors and analyses how customers behaviour has changed. For example, customers do shopping on the weekly basis instead of daily.
· Unknown Unknowns – Management cannot predict events or their impacts. The visibility into the future can be gained through the development of contingency plans or worst-case scenarios and test resilience. Similar to Murphy’s Law, this enables to create theoretical preparedness for unexpected situations. However, intellectual preparedness alone is not enough. Scenarios should be backed up by wargaming to simulate and learn from behaviours under pressure (Reeves, et al, 2020).  For example, four years ago Tesco, ran a “doomsday” management exercise in which the head office would have to close down completely (Butler, 2020). This exercise was criticised by many individuals, as impractical activity. This exercise gave the company formula for remote working during the pandemic

[image: Image][bookmark: _Toc44669050]Appendix 5 Message to customers from Tesco’s CEO
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Blog 4 Project evaluation process 
The best method of evaluating Tesco’s ‘Feed the Nation’ plan is POST IMPLEMENTATION REVIEW – useful for large-scale projects. 
During the post-evaluation review, some points need to be cover (table 4).
Table 4. Post Implementation Review. 
	[bookmark: _Hlk42766722]
	Questions to ask when evaluating project
	An evaluation of ‘Feed the Nation’ project at Tesco

	Basis of project
	Was the project purpose clearly defined? 


Did the project have a business objective? 
	The project purpose was clearly defined and aligned with the company’s objectives. 
· Product availability
· Safety for employees and customers
· Supplier support and collaboration 
· Continuing supporting the nation

	Control mechanisms
	Were the appropriate levels of control in place?









Were controls procedures established and followed?





Was the expenditure controlled?
	Tesco reviews and controls employee’s performance regularly. 
Tesco emphases on quality in product and services and utilises two methods to control quality: testing and inspecting products/ services (Goetsch and Davis 2014).
Health control. The Government extended the COVID-19 testing process to frontline workers, including those in Tesco PLC (2020b).
Expenditures control. 
There are significant extra operating costs in ‘Feeding the Nation’ project, particularly in payroll as Tesco recruited additional workforce to meet demand and cover the work of employees who were absent and been paid (Tesco PLC, 2020a).
Tesco expenditure report flagged other expenses, such as plastic shields installed at checkouts to protect staff, as well as large quantities of other safety kits, including gloves and hand sanitiser. Taken together, running costs increased from £650m to £925m (Wood, 2020).

	Personnel Management – project management
	Was the project manager experienced enough?

Were they given enough time to manage? 
	Supermarkets have contingency plans in case unexpected events. Tesco every few years are simulating labour shortages, operational disruption, and food riots. (Janiaud and Powell, 2020), therefore project management should have appropriate knowledge of how to deal with the pandemic crisis. 
Tesco had enough time to prepare for a crisis, as it was certain that COVID - 19 hit Britain when the pandemic started to spread in the world (approximately three months). 

	Personnel – Project team
	Was the team size, right? 

Were they available when needed? 

Was their productivity OK?

Did they get any job satisfaction from the project?

	Tesco experienced a significant absence of team members at the beginning of the pandemic.  
Therefore, recruited additional staff to meet the customer expectation (Tesco PLC, 2020).
Employees stated that they start to feel physically and mentally exhausted (Cunningham, 2020). 
Despite verbal and sometimes physical abuse (especially during panic buying period), they are doing their best to feed the nation (Lazell, 2020). 

	Personnel – Conduct
	Did the manager and team behave professionally?
Did their conduct enhance their reputation?
	The researcher did not find any evidence for inappropriate staff and management behaviour that could damage the company reputation.

	Plans
	Were plans produced?



Were they used?



Were deadlines/budgets met?
	The spreading of a pandemic (for example flu) was always considered a matter of ‘when’ rather than ‘if’, and the retailer had plans in place and has started to activate them in the present situation. 
The project did not reach company objectives (deadlines, budget, customer satisfaction) at the beginning of the crisis. 
Clive Black (Wood, 2020), an analyst at Shore Capital (an independent investment group), said Tesco facing huge extra costs associated with carrying out a ‘Feed the Nation’ project. Tesco has gone out of its way to ensure people have been fed. 

	Working Method
	Were useful techniques employed?

Were facilities (accommodation, systems) adequate?

Was the level of support (training) satisfactory?
	Tesco trained its employees about new rules and procedures in place during the crisis. The company has been criticised, that when an employee was absent at the time of training, an additional one has not been provided. Moreover, according to employees, for the first few weeks of the pandemic, it was no hand sanitisers or gloves provided. At many occasions, social distancing was not maintained (Cunningham, 2020). 

	End product
	Will it fulfil its business and functional objectives?

Will it be reliable, flexible, maintainable?

Will it be cost-effective?
	Despite that Tesco had already plans and strategies in place to deal with a time of the pandemic, did not reach set objectives. This ‘Feed the Nation project’ during Coronavirus will enable to evaluate and improve those strategic plans. In the future, Tesco will react faster, better, and cost-effective to challenges of unexpected events.  
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THE PLANNING PHASE

Team and strategy establishment
Activities planning (Gantt Chart, Network Diagram, WBS)




THE INITIATION PHASE
The project definition   (The Quad Chart)
Measurable objectives and success criteria      (The Iron Triangle)
Risk factors and stakeholder’s analysis
  
THE EVALUATION 
Ongoing –cost, time, and quality monitoring
Midterm –the actual performance versus plan controlling 
Final – project results evaluation


THE IMPLEMENTATION PHASE
Project plans execution 
Developing and motivating team
Keeping stakeholders informed
The project monitoring and controlling           


THE TERMINATION PHASE

The project strength and weaknesses analysis
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ONLINE 
DELIVERIES
EMPLOYEES AND CUSTOMERS SAFETY
 PRODUCT 
AVAIABILITY




Revised Stock
 Management

Prevent panic 
buying


Double capacity for delivery and click and collect

Implement safety 
procedures

Additional 
workforce



Inventory tracking  


Additional
delivery staff 

Communicate changes to employees and provide health and safety trainings

Message to customers   (Appendix 5)

Interviews



Finding alternative
 suppliers 


Products restriction

Order and implement protective kit for staff and customers

Handling and training
 new joiners



Reduce product 
variety 


Limit promotions


Close fresh counters to increase storage space for essential products

Floor markings to help with social distancing

Installing protective 
screens at checkouts 



                 
(BBC NEWS, 2020; Wells, 2020; Rudd, 2020) 



Hand sanitisers placed around stores for customers and staff

Cleaning products to wipe down trollies and baskets 

Adjust opening hours to allow stock to be replenished 
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‘The planning, organising, monitoring, and controlling all aspects of a project and
motivating all involved to achieve the project objectives safely and within the agreed
time, cost and performance criteria. The project manager is responsible for achieving
project goals.

Atkinson, 1999, p.338
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Image 1 Project Lifecycle (Thayer School of Engineering, 2014)
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THE INITIATION PHASE
The project definition (The Quad Chart)
Measurable objectives and success criteria (The Iron Triangle)

Risk factors (The Uncertainty Matrix) and stakeholder’s analysis
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THE PLANING PHASE
Team and resources establishment
Activities planning (Gantt Chart, Network Diagram, WBS)
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THE IMPLEMENTATION PHASE
Executing project plans
Ensuring that project activities are being implemented according to a plan
Keeping stakeholders informed
Motivating and rewarding teams

Monitoring and controlling the project




image8.png
THE TERMINATION PHASE
The project strength and weaknesses analysis

The lesson learned!
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‘Quad Chart provides a visual description of the project. Differently from other tools
considers stakeholders. Humans think visually, therefore Gantt Charts, Network
Diagram and WBS are easy to interpret. Gantt Chart and WBS (Saini, 2016) identify
task relationships. However only Gantt Chart illustrates the beginning and ending
times of project tasks. WBS can be used for the complex project. This would be
difficult with a Gantt Chart.’

(Kolowrocka, 2020, blog3)




image11.png
Recommendation 1 - Future project managers at Tesco must learn how to plan and
execute their initiatives faster and more effectively. To find a quicker path to results
Network Diagram (critical path) could be utilised.
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Recommendation 2 — Tesco should take lessons from others, previous
experiences, or failures.
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Recommendation 3 — Tesco should start preparing a plan for the next crisis to have
competitive advantage.




image14.png
Recommendation 4 — Tesco should simplify the supple chain to be more flexible to
manage the crisis
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Together,
we can do this.

It is fair to say that we find ourselves in uncharted waters. COVID-19 is bringing a change to the UK and
it’s clear that lots of things are going to have to shift around in order to help us cope.

At Tesco, we have been doing everything we can to keep business as usual, but we now have to accept it is
not business as usual. In the last two weeks, we have seen significant and prolonged increases in demand
across all of our stores and this is leading to shortages in some products for some customers.

Reacting to the latest government announcements, we have to plan on this situation being the new
normal and we will do all that we can to make the food you want available, but we need your help.

In order to protect the core shopping essentials, we are going to implement some changes in our stores.
The changes are designed to simplify what we do so that we can provide more of what people need in a
clean and safe environment. We ask for your understanding and your support.

From today we will start to implement the following changes:

« To ensure more people have access to everyday essentials, we are introducing a storewide
restriction of only 3 items per customer on every product line, and removing multi-buy
promotions.

+ Inorder to allow Tesco colleagues to focus on stocking shelves, helping to provide the essential
groceries you are looking for and to avoid waste, we will close all meat, fish, deli counters and
salad bars.

« To be able to ensure our stores are clean, that we can replenish stock, and allow our colleagues
to rest, we will change our trading hours with all stores closing at 10pm.

+ Toensure we are doing everything possible to reduce the risk of infection for both our
customers and colleagues, we will be introducing some distancing measures at the checkout
and, to make it swifter, invite customers who can, to pay by card.

« To help free up slots for the more vulnerable, such as our elderly customers and those who are
self-isolating, we are encouraging customers who shop online or choose Click+Collect for their
grocery home shopping, to prioritise shopping in-store where possible.

+ To ensure our more vulnerable and elderly customers can shop in-store, we will prioritise one
hour every Monday, Wednesday and Friday morning between 9-10am (except in our Express
stores) and ask that you respect this.

+ Tesco store colleagues can't work from home and a good number of them will need to respond
to personal or family challenges connected with dealing with COVID-19. So we would please
ask that you understand the challenging environment in which we are all working. If you do go
in-store and want to say thank you, then I'm sure they'd appreciate it.

So, if you could help us by limiting demand of essential items and allowing us to focus on the core needs
of our customers - we are confident that we can continue to feed the nation. We are delivering food daily
to our stores, but this is a very challenging time and we will only get through this if we work together.

Thank you for your support.

TESCO
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