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Project Title: Delivering new product for Tesco (British Unsalted Butter 250gm)
[bookmark: _Toc36387671]Introduction
Project management is the process of planning a new project, organizing it effectively and managing the project to be a successful one (Managementhelp.org, 2016). Producing butter from raw milk needs series of steps to follow. This project will be all about butter production under Tesco. Project deliverables will be unsalted butter weighed 250gm. The project is about the manufacturing of unsalted butter under brand Tesco. I will go through project management techniques to deliver the product into the market. It will be delivered to the stores within 2 days from manufacturing day. I will be the Project manager. Procurement team, Quality team, Production team and Supply team will be in my project team.
                                         [image: ]
Figure: 01
Tesco
Source: (Google.com)



[bookmark: _Toc36387672]Project Sponsors
The project sponsor can be a person or an organization that aims to run the project as a successful one by ensuring all the expected benefits from it (MyManagementGuide.com, 2012). Project sponsors are not the same as project managers. Rather they are senior from project managers. Project Sponsors share their real-life business experience to guide the managers along with other team members. They also enable better communication within the team members, customers, and other stakeholders and acted as a link between all the levels of the organizations' management in this project.
In this project, project sponsor will be upper management of Tesco. They will observe the project, fund the project and review the project.
[bookmark: _Toc36387673]Project Stakeholder
Project Stakeholders can be an individual, a group of people or a whole organization that is likely to be affected by the outcome of the project (Invensislearning.com, 2018). In project management, stakeholders are either directly involved or their interests are affected by the outcome of the project. Two types of project stakeholders are present. 
In this project, internal stakeholders are the project sponsors, the project team and the management of Tesco. On the other hand, external stakeholders are mainly customers in this project. Apart from this, suppliers of raw materials, local communities, media, and government are external stakeholders.  
            
Figure: 02
Project Stakeholders of Tesco British Unsalted Butter 250mg.
Source: geeksforgeeks.com
[bookmark: _Toc36387674]Project scope
Project scope states the necessary works which needed to be done to create or produce project deliverables and achieve the project objective (A Khan, 2006). 
In this project, I will try to use the best tools to describe project scopes like Work Breakdown Structure (WBS), Project Organisation and Resources Breakdown Structure (OBS), Project Costings Breakdown Structure (CBS), etc. 



[bookmark: _Toc36387675]Tools and Techniques of Project Management
Project management techniques enable every project manager to manage the project in an easier way and effectively handle it (Projectmanager.com, 2019). There are several project management techniques used across the world. These techniques can be applied to any industry. Among them, I will use the Work breakdown structure (WBS), Gann Chart, etc. in my project. 
Work breakdown structure- WBS works best for smaller projects which is more manageable by the project manager. I, as the project manager, will break down the tasks that will be conducted by my project team members. 
WBS for this project will be as follows- 

Figure 03
WBS for Production of Unsalted butter
Source: (Google.com)
There will be working four teams under my command in this project. Procurement team will be responsible for collection of raw milk and necessary equipment. Quality team will ensure the raw milk quality on collection period and production process. Production team a group will make cream from the raw milk at first. Then other group will go for making butter. After finishing another group will pack those fresh butter. Supply team will be responsible for managing in-house inventory and supply of products across the country.

Gantt chart- Gantt chart shows the overall project schedule. It allows the project team to evaluate their standings after a period of time. Gantt chart for this project is prepared as follows:
[image: ]
Figure 04
Work breakdown structure (Initial Phase)
Source: (smartsheet.com)
In the initial phase, the tasks are divided for each groups. Team members will follow the guideline given by the line manager. As the process is on planning stage, the Gantt chart view will be like this for a while. After successful implementation of the project, the chart will be more effective way to measure each team members’ performance. 
[image: ]
Figure 05
Gantt Chart View of the project
Source: (smartsheet.com)

Tools for managing this project will be discussed later on in this report.



[bookmark: _Toc36387676]Project Communication Methods
Planning of the communication method is important for every project. Project communication management involves defining communication methods, tool and techniques for successful installation and receiving feedback from it (Jana, 2018). In this project, communication methods will be interactive communication, push communication and pull communication. These methods are explained below:
Interactive communication: Interactive communication is the most effective communication system for the project team. Video conferencing, Live Chat, and phone calls will be used as a medium while conducting indoors. As raw milk is the main ingredient of butter manufacturing, so quality control executives will go for collecting raw milk. Here face-to-face communication is used as it is the best practice method to ensure product quality.
Push communication: Project managers will use this method for indoor communication where feedback is not required immediately. It is used for sending meeting notes, memos, status reports, etc. to every level of management. They can also use this for sending messages to the external stakeholders. 
Pull communication: This method is used for large scale audience which is the project team. Here team members can access all the relevant information about the project anytime. So it needs to be stored in a server of Tesco (Greycampus.com, 2015). Other information should be shown on the website of Tesco and project bulletin board.


Figure: 06
Project Communication Method
Source: (Greycampus.com)

[bookmark: _Toc36387677]Benefits of Project Management
Tesco is now considered as the UK’s biggest supermarket. Now it owns 3,961 stores across the UK. It is now operating in seven other countries apart from the UK. So Tesco needs a good project management to ensure its durability and growth rate. For manufacturing of Tesco British Unsalted Butter 250gm project, benefits of good project management can be as follows:
1.     Well defined goal to keep my team focused
In this context, the goal of this project is to deliver the best quality Tesco British unsalted butter to the customers. This goal gives the project team clarity on the purpose of their work and what results they should aim for. As the project team leader, I will share all the goals with my team members. There will be a process for monitoring progress and regular reporting practices.
2.     Clear and Organized plans save time and resources
In this project, raw milk is collected from the rural dairy farms. Milk will be used for further processing in Tesco’s factory located at Croydon. So clear and organized plans can save time to deliver raw milk from the farmhouse to the factory and create less amount of losses of milk. As this is a repeatable process, so there will be a template about the process to save more time.
3.     Removing confusion about everyone’s role
Everyone’s primary and secondary role will be clearly defined in this project. As a result, there will be less confusion about every team members' role. As a team leader, I will regularly share the status update. This will keep everyone up to date about their participation and encourage and motivate the company’s stakeholders.
4.     Project management tools will increase efficiency
Different project management tools can be used in this project to increase efficiency. Project management tools like Gantt chart, PERT chart, WBS diagram, calendar, timeline, status table, HOQ, and mind map, etc. can be used in this project. These tools will help to get status updates regularly and increase the efficiency of every team members (Asana.com, 2016)


[bookmark: _Toc36387678]Characteristics of Project Manager
Project managers are those people who lead the project team, make plans, execute the plans, monitor and control the project until the project ends (Cio.com, 2019). In every project there will a project leader who runs the project from the front. A good project manager bears some qualities that allow him/her to be different from other project team members. Several good qualities of a project manager is given below:
a. Leadership: I, as a project manager will set the goal of the project and states proper objectives that need to be achieved by the project team. A positive mindset will allow me to be an effective leader and encourages the team to reach their goals. 
b. Communication: I need to be good at communication skills. This will not only allow me to transmit the vision of the project to the team but also increase the efficiency of meetings to make decisions and solve problems. I must be a good listener too. As a result, relation between the team gets stronger day by day. 
c. Competence: I do not need to acquire a huge amount of knowledge but i need to be effective in taking decisions. As a project manager, I need to ensure that I am perceived by my team and get motivations to complete the tasks.
d. Problem Solving: As the project manager, I will always try to solve the problem arising during the project. I must be able to utilize the knowledge of the project team to solve the problems.
e. Collaboration: In every project there exists internal and external stakeholders and there is less possibility that there will be fewer conflicts. As the project manager, I need to collaborate with my team and others to achieve the goal.
f. Team development: Every member of the project team is not equal. On the other side, a project must be completed within the timeframe and budget. I will develop the team according to the project, lead the team effectively and efficiently to solve all the problems faced during the project and finish it within time (Projectmanager.com.au, 2014).
[bookmark: _Toc36387679]Organisational Structures to support project
In every project, there will be an organisation structure that enables the collaboration among team members and helps to carry out project activities (Pm4dev.com, 2016). It helps the project to be finished within timeframe and remove conflicts among the team members. It also increases efficiency of team members to perform their responsibilities. 



In this project, as a project leader I will be at the top of the team. The organization breakdown structure (OBS) for this project will be as follows:

Figure: 07
Organization Breakdown Structure (OBS) for Tesco British Unsalted Butter 250gm project
Source: (Google.com) 
As I am the project manager, I need to finish the project within time. So I need an effective and efficient Organization Breakdown Structure (OBS) for Tesco British Unsalted Butter 250gm project. There will be four managers will be working on my team. They are quality manager, procurement manager, supply manager and production manager. Procurement manager will try find the best raw milk from the farmers through field supervisor. Quality manager will try to ensure the quality of the raw milk is best matched for the production of unsalted butter through field supervisor. On arrival of raw milk in the factory, factory quality supervisor will examine to ensure the raw milk is in good condition for production. After that production manager will lead the production team for producing unsalted butter from that batch of raw milk. Quality team will monitor the product quality through the whole process. After finishing the product, supply manager with his/her team will deliver those products across all the Tesco Stores. As a project manager, I will be monitoring and controlling the whole process and take decisions based on necessary throughout the project (Wrenchsp.com, 2019).

[bookmark: _Toc36387680]Types of project, The Project Life Cycle, PRINCE2
There are several types of projects. It can be manufacturing projects, construction projects, management projects, research projects, etc. Every project is developed to achieve some objectives or goals. These goals can increase the performance of an organisation from the previous ones. There are usually three goals or objectives that need to be achieved in every project. They are- performance according to standards or expectations, delivering the outcome of the project within budget and finally finish the project within the expected timeframe (Businessmanagementideas.com, 2016).
In this project, it is a manufacturing project which is Tesco British Unsalted Butter 250gm. The objectives of this project are as follows:
Produce unsalted butter according to standard- the unsalted butter of Tesco is famous for its great taste. People buy this butter for their daily purposes. So, the quality of the product should be according to the standards.
Delivering the butter within the current market price: There are other few competitors in the market who are producing unsalted butter. As the project leader, I need to ensure that the price of unsalted butter produced by Tesco should be within the price range of competitors and offered with better quality than competitors.
Finish the product with expected time: As butter is produced from raw milk, so it needs to go for production while the milk is in good quality. As a result, the quality of the product increases. Again, it needs to be stored for preserving and selling as soon as possible the production process is completed. As a project leader, I need to monitor and control the minimization of time loss during the project.
The project life cycle is the series of steps or processes that need to be carried out by project managers before project completion time (Mavenlink.com, 2018). Usually, there are four steps in every project. They are the initiation phase, planning phase, execution phase, and termination phase. 
For this project, the project life cycle can be described as follows:
Initiation phase- Tesco is the largest supermarket brand in the UK. A few companies are producing readymade fresh unsalted butter.  For this project, the opportunity is to produce the best quality unsalted butter for Tesco.
Planning phase- As per the project, our mission is to produce the best quality unsalted butter for customers. For this, we need fresh quality raw milk from farmers and move it into our factory without losing quality. We also need butter manufacturing machines with the latest technology, skilled workers, and managers to control and supervise the process.

 
Figure: 08
Life cycle of Project Tesco Unsalted Butter 250gm
Source: (Google.com)
Execution Phase- After determining all the necessary resources and accumulation of those resources, I along with my team will execute the butter making process. We will need to finish the project within timeframe to ensure the best quality of butter. 
Termination phase- After successful completion of the project, I will go through the project and check whether project criteria are met or not. If it passed successfully then I will hand over the project for regular production purpose. If there is some scope of improvement or somehow the project does not meet the criteria, then I will start the project again.
Prince 2 is a project management technique can be used in this project. It will help to get benefitted by determining inventory stock levels and control thereafter. Again it can be used to evaluate approaches of suppliers and procurement practices by cutting on-hand stock of butter and free up resources (Prince2training.co.uk, 2017). 
According to Prince 2, six aspects of performance for this project is given below:
	Performance Type
	Maintained in the project level
	Performance achieved

	Scope
	Project plan
	Prepare unsalted butter under brand Tesco

	Timescale
	Project plan
	Finish within project timeframe (4 months)

	Risk
	Risk management technique
	Apply techniques to avoid risks 

	Quality
	Project Objective
	Product quality must be same as project deliverables

	Benefit
	Project Completion
	Product price need to be equal or less than market price

	Cost
	Project Plan
	Production cost does not exceed £20K



The production process must comply with seven principles in order to accomplish Prince 2 certification. Those principles are to be maintained by project team. Those principles are as follows:
Continuous business plan review: We will continuously monitor and update our business plan after the project is completed successfully. This will help the business to sustain for long term.
Learn From Experience: As it is our new project, so we need to keep this learning to lead the business. This will help us for new project launching in future.
Roles and Responsibilities for team members: In our project, every team member has separate roles and responsibilities to perform. As a result, there is less possibility of conflict about responsibilities between two persons.
Maintain stage by stage: As the project manager, I designed the project step by step. This steps will lead the team to ultimate goal of the project. 
Manage by Exception: Those defined performances in the above is for each of the project objective. This will ensure the duties to be performed by the members. If it is not met, then that individual member will discuss it with his/her team.
Focus on Deliverables: To comply with Prince 2 standards, our project will also focus on the project deliverables. We will try to monitor closely from the collection of milk to supply of butter to the stores.
Tailor to Suit Project Environment: According to Prince 2 standards, I, as the project manager, will arrange proper training for team members, effective communication channel to maintain communication, use risk management techniques to reduce risks, monitor supply chain to reduce delay etc. as this is the first activity in the project initiating process. It will be regularly reviewed in every stage.

[bookmark: _Toc36387681]Risk Management Techniques
Risk management techniques are used to identify, measure and mitigate the risks those are associated with the project (Apm.org.uk, 2018). Risk identification helps an organization to reduce the impact of risks at minimum level. Risk identification tools for this project are as follows:
Brainstorming- I along with my team need to identify all the possible risk for this project by reviewing overall project, past experience, lessons from related projects and reading published articles at the planning stage (Projectmanager.com, 2019). This group discussion will help us to get clear insight of the project. 
Delphi technique- this technique is like brainstorming technique. But in this technique opinions are collected from experts through some questionnaires (Businessjargons.com, 2017). In our project, I will use this method to gather opinions from experts in same industry. This will help me and my team to review the risk management techniques.
Root Cause Analysis- it is the process of methods, tools and techniques that are used to identify fundamental risks of a project (Asq.org, 2016). Through this technique, I along with my team will analysis the event factors of this project, change and barrier analysis of this project and tree diagram analysis to find out what we are doing and what may happen during the project. 
SWOT analysis- SWOT analysis for this project will be as follows:
Strength- Tesco is a famous supermarket brand in the UK. It has many loyal customers across UK. It also has enough capital and skilled human power to set up a new project like butter production.
Weakness- Tesco has never entered to processed milk food business. As a new entrant, I along with my team may foresee some risks and underestimate or overestimate the capabilities of my team.

Figure: 09
SWOT analysis for this project
Source: (Wordstream.com)
Opportunity- as Tesco has a long term relationship with many suppliers, it can use this experience to gather resources for this new project. Again, it can use all of its skilled human resources and capital to develop better equipment to produce at lower cost with higher quality and offer it to the customer lower than its competitor’s price.
Threat- Technology and skilled resources can be acquired by any company at any time. So there is a possible threat that Tesco unsalted butter may not hold the cost leadership. In that case, Tesco needs to move on to product differentiation. Again, rival companies may come with better ideas to compete with this (Bplans.com, 2016).
[bookmark: _Toc36387682]Appreciation of Soft Skills
As a project leader, I need to possess some soft skills. For example leadership, integrity and honesty, communication with good listening, maintain a strong relationship, building trust, and respect, etc. Those skills are essential for every project team leader (Capterra.com, 2018). These qualities were discussed in the characteristics of project manager.

[bookmark: _Toc36387683]Stakeholder Analysis
Stakeholder analysis helps the team members to assess the wishes and expectations of project stakeholders both from inside or outside of the project (Smith, 2000). In this project, internal stakeholders are project sponsors, project managers, management of the company. On the other hand, external stakeholders are customers, government, etc.
Fairtrade is the process of trading between two parties without harming the weaker party (Metro.co.uk, 2017). Usually, it is measured between two countries, one is a developed country and another is a developing country. For this project, all of the resources will be collected from the UK. But there will be two parties in this trade. The developed party will be Tesco itself and the developing party will be the farmers providing raw milk, suppliers who are supplying the necessary equipment. Fair trademark will be sealed in this product if both the parties have met the fair trade social, economic and environmental standards. Customers who are purchasing this product will be the end-user of this trade.
In this century, people are trying to find environment safe products to reduce pollution. This awareness is increasing day by day with the help of media and public interest (Climatelinks.org, 2017). As a project manager, I need to be aware of my whole project so that any part of the production process will not harm the environment. Packaging for the unsalted butter will be made of paper.


[bookmark: _Toc36387684]Critique about this project
This project will be carried out with the latest tools and technologies. So there are less possibilities that it will face problems for a certain period. Later, the new project management tools and techniques will be used to avoid problems. Hence there are always some positive and negative sides of the project. They are as follows-
Positive sides about the project- As Tesco is recognized largest supermarket brand in the UK, this project will increase the brand value of Tesco if all the objectives are met. If this project carried out expected results, then Tesco may go for new projects. 
Negative sides about the project- If this project cannot met the objectives, then some of the employees may lose their job. Again, if it does not fulfill the demand of the customers then the product as well as brand value may decrease. 

[bookmark: _Toc36387685]Evaluation
After successful execution of the project plan, we need to evaluate the project. A project evaluation plan will be undertaken. Project evaluation plan is the series of process that examine the outcome of the project, project completion time against all the objectives of the project to measure the performance (Mymanagementguide.com, 2012). 
After 6 months of this project, I will conduct a survey for the customers and for my project team to check whether the objectives of the project is met or not. The survey will be based on some questionnaires. Probable questionnaire is as follows:
Review questionnaire after successful completion of the project
	Question
	Yes / No / NA
	Comments

	For Customers
	
	

	Have you tasted Tesco unsalted butter which is carried out by this project?
	
	

	Before this project of Unsalted butter were you satisfied with the existing unsalted butter brands?
	
	

	Does this project add value to your daily nutrition?
	
	

	Are you likely to suggest your family members, friends about this product? If not, please comment.
	
	

	For my team members
	
	

	[bookmark: _GoBack]Are you properly trained for the project?
	
	

	Do you think that your appropriate opinion were accepted?
	
	

	Did this project cause you extra work load?
	
	

	Did you think your team members supported you in this project?
	
	

	Do you think that you have learned something valuable from this project?
	
	

	Would you be interested in again to work in such projects in future?
	
	

	
	
	

	Comments or suggestions:







[bookmark: _Toc36387686]Reflection of PPD Plan
Performance and Professional Development (PDP) plan is a structured framework to assess the areas for improvement, reviewing goals, strategies and objectives periodically (Managers.org.uk, 2016).  PPD plan for this project will be as follows:

	What were my project objectives?
	Priority
	What activities do I need to undertake to achieve project objectives?
	What support/resources do I need to achieve project objectives
	Target date for achieving project objectives
	Actual date of achieving project objectives

	Collect good quality raw milk

	Collect milk from physically well and healthy cow
	a. Select farmers who maintain all safety standards
b. Physically monitor the firms regularly
	Procurement and Quality team
	05.06.2020
	

	Process it for making butter

	Maintain the quality of milk from collection to production period
	a. sufficient amount of vehicle to carry raw milk to the factory
b. equipment with latest technology
	Quality and Production team
	06.06.2020
	

	Supply butter to the stores within 3 days

	Reduce unwanted time loss at supply system
	Build a strong supply chain network across the UK
	Supply team
	08.06.2020
	

	Review Date: 

	06.12.2020







[bookmark: _Toc36387687]SWOT
Strengths for myself will be a dynamic project team to complete this project. This will help me to get various opinions about the project.
Weaknesses for this project will be my first attempt in manufacturing of milk products from raw milk. It may arise some problems that I did not face earlier. 
Opportunity from this project is I will learn to operate manufacturing milk products by leading the project as project manager. I will also learn about insights and outsights of the manufacturing process.
Threats that I may face in leading the project is underestimating or overestimating the risks and the outcomes of this project that will not help me to achieve the objectives. I may also overlook the rival company’s strategies with similar production line.
[bookmark: _Toc36387688]Conclusion
In this project, I along with my team tried to follow some latest tools and techniques for carrying out the new product for Tesco. I also used work breakdown structure, organisation breakdown structure and proper communication techniques to communicate with my team. Although I have no experience in managing these kind of project before but I tried to carry out the project with my experience and gathered knowledge. The key things that I need to monitor on regular basis is as follows:
· If the project deliverables satisfy customers’ needs or not
· The product is delivered to the stores timely or not
· If I am facing loss by selling the product at previous price
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