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Executive summary 


The purpose of the report is to Critically assess the usefulness of project management. The aim is to analyse the tools and techniques for managing a project within an organisation. The report also includes fundamental features of project management, including methods, skills knowledge and experience to achieve specific project objectives.
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Introduction

Project Management is the application of a collection of tools and techniques. It is a framework that enables organisations to structure and complete their operational tasks in an effective and efficient manner. The importance of Project Management emerged in the late 50’s and early 60’s due to the changing nature of the projects. Project Management Institute defined that a project is “a temporary group activity designed to produce a unique product, service or result'' and that project management is the “application of knowledge, skills, tools and techniques to project activities to meet the project requirements'' (Project Management Institue, 2013).  A  Project life cycle is a common tool that is used by organisations to deliver a product or service, this has a start and finish schedule and can be structured in four stages that is initiating, planning, executing and project closing (Aston,2016). Furthermore the report includes tools and techniques such as Quad charts, stakeholders and risk analysis, Gannt charts and  monitoring and evaluation.
Asda Stores Limited also known as Walmart was founded in 1949 as Associated Dairies & Farm Stores Limited, located in Leeds, West Yorkshire. In 1999 Asda joined the Walmart family, Walmart the American retail giant was the parent company as it took ownership for 6.7 billion. Asda continued to grow, and now is one of the biggest UK supermarket retailers. In 1989 Asda launched George clothing in over 560 stores and through its online website George.com. Asda offers a wide range of products including, fresh groceries, online shopping, George clothing, Asda mobile, petrol filling stations, Asda finance, Asda even have their own brand. The intention of choosing Asda to cover in this assignment is that Asda like many other supermarkets had put new measures in place during the pandemic crises. The Function of the report is to analyse and understand various tools and demonstrate the ability to plan and implement the project within this workplace.
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Project life cycle A project cycle management is a methodology for managing projects, it provides structuring and monitoring the process, but it also can be used to identify and analyse the project objectives. In 1992, the European Commission adopted project cycle management as its primary set of project design and management tools (Landau,2018). The project life cycle includes four stages which are initiating, planning, executing and closing. The first phase is the project initiation, this includes the stakeholders such as the managers, team leaders and the target group of the project. During the pandemic, the management team at Asda stores had to quickly adapt to the conditions to continue with their ongoing projects. This involved new training methods which staff had to comply with in order to follow the new social distancing rules and also health and safety conditions. The retailer had limited staff working in the store, and sent their vulnerable staff home. During this difficult time ASDA colleagues who were extremely vulnerable were paid full wages, in order to help staff ASDA is working with 20 other companies in sectors facing a loss of business and is to hire 5,000 new recruits (Hawthorne,2020). 
The second step is the planning phase, this consists of two parts: Strategic planning and implementation planning. During this stage the management team at Asda had to make sure all stakeholders are to follow government guidelines. According to (Cunningham, 2020) Asda has launched new rules to help vulnerable customers during this crisis. Asda like many supermarkets has put new measures in place to make sure their customers can shop safely. These included: Cleaning stations, 2 metre rule distance, Perspex screens, Floor markers, One way system, New barriers and signs Extra colleagues at front doors. As mentioned by (Vogt, 2019) the benefit of the planning phase is that it can be time efficient for the employer and the employee. The executing phase is when the project is being monitored by the management, this may involve several meetings, including emails and face to face communication. As an organisation it was vital for Asda to meet customer expectations during this crisis. The final stage is the closing phase, the upper management team had to analyse and follow when government restrictions were lifted. According to (Moodle,2020) projects can fail due to management focusing on the project management software rather than managing the actual project. 
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Quad Chart The quad chart is a very simple yet powerful tool. Quart charts are an effective tool for a variety of planning and communication purposes. It includes Project Scoping, Stakeholders and Stakeholder Analysis, Desired Outcomes (Critical Success Factors), and measures of Success (Secondary Benefits). According to (Covey, 2009) the quad chart can permit employees in problem solving, the one-page summary will allow individuals to complete the daily work task in a quick and efficient manner. 
The Project Triangle or Iron Triangle expresses the Triple Constraint of time, cost and quality that must be managed to deliver a successful project. In the mid-1980s Dr. Martin Barnes created the Triangle of objectives. The triangle demonstrates that quality cost and time are interrelated. Focusing or fixing one point of the triangle impacts the other two points (Lock, 2007, p21).  (Oilsen,1971) almost 50 years ago suggested cost, time and quality as the success criteria when managing a project. 

ASDA COVID 19 Shopping guide (Quad Chart)
	Purpose
· New rules to help vulnerable customers during the pandemic crisis.
· To make sure customers remain safe.
· To help reduce contact, and stop the virus from spreading




	Customers
· Wider community
· Customers
· Employees/Stakeholders
· Suppliers
· Welsh government/council


	              Desire and Result
· To meet Customers/Employees expectations.
· Protecting the most vulnerable. 
· Follow government guidelines.

	Measures of success
· When UK government restrictions are lifted.
· To help reduce contact in stores and to ensure shopping experiences are as quick and efficient as possible.
· Providing various options to shop for example, home delivery and contact free payment.






A quad chart is a one-page summary of a project that is visual, as well as descriptive. The purpose of the quad is to structure a concept or ideas for the project, management will then work out within the specific areas how to apply these strategies and policies.
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Stakeholder analysis & Risk analysis

Stakeholder management is the process where you need to understand your key stakeholders, you will also need to consider how you communicate with them and motivate them during the project. You can do this by conducting a Stakeholder Analysis – which is an effective three-step process for identifying, prioritizing and understanding your stakeholders. A stakeholder can both organisations and people, who is impacted by the outcome of a project (Landau, 2017). Stakeholders may include people such as shareholders, co-workers, suppliers, government, audience, ext.

Freeman (1984) defined stakeholders as being individuals or groups that affect or are affected by the achievement of an organisation’s objectives. These can be identified as internal or external stakeholders. Asda will need to follow government guidelines, and also will need to consider how to communicate and motivate the stakeholders during the pandemic.




Risk analysis 

Projects are balanced between 3 main things. This includes cost, the project's goals, and the schedule. Risk analyses can be identified in the external environment and the internal environment. (Reddy, 2016) mentions that it is important for organisations to apply risk management in projects, this will allow management to monitor and review potential risks in order to identify the project’s strength, weakness, opportunities and threats. 
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In order for customers to shop safely at Asda stores, Asda has implemented a number of key risk controls across its stores, depots and offices which included:
 
· Implemented social distancing guidelines.
· Barriers in key areas, such as store entrances, to assist with social distancing. 
· Signage and posters to control social distancing standards. Cleaning the Workplace and Personal Hygiene.
· Increased cleaning regimes for high touch contact areas.
· Sanitising equipment for use by colleagues and customers.
· Hand gels and handwashing facilities available for colleagues and customers.
· Mandatory wearing of face masks, gloves, aprons and eye protection for higher risk tasks; and
· Disposable gloves and face masks available to all colleagues (Asda,2020).



During the pandemic there were major changes to Asda ‘s management structure. Staggered work patterns were in place, this included changes in meal and break times, high risk colleagues working from home where possible and extra training and videos were introduced to all employees.
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Mendelow (1991) proposed a model that ranks stakeholders according to power and interest. 
                               
                                                              	Level of Interest 
                                                         Low                       	High 
                                                                  	
	A  
Minimal Effort  
Suppliers 
Customers 
Community 
Competitors 
 
 
 
 
	B 
Keep Informed 
Sponsors 
Global society 
Media 
Industry associations 
Suppliers 
 
 
 

	C  
Keep Satisfied 
Government regulators 
Banks 
Trade associations 
Trade unions 
The environment 
 
 

	D 
Key Players 
Management  
Owners 
Shareholders 
Investors 
Employees 
Team leaders 
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Gantt Chart A Gantt chart is a popular graphical tool that is used in project management, it basically drills down tasks which need to be done by a fixed time period. Gantt charts are commonly used for tracking project schedules in organisation; it keeps the management team updated as to when the project will get completed. The chart also keeps the management informed about any additional resources that are required and identifies task relationships. As it is in a bar chart format it is possible to check on progress with a quick glance. Upper management can see how your progress is ongoing such as:

· a visual display of the whole project
· timelines and deadlines of all tasks
· relationships and dependencies between the various activities
· project phases


On the chart, tasks are shown on the vertical axis while the scheduled time-spend is laid out on the horizontal axis. Each task is represented by a bar that shows the time required for the project. The Gantt chart was invented by an American mechanical engineer Henry Laurence Gantt in 1910 (Mindtools, 2019). 
During the pandemic Asda had to follow and adapt to government advice, this meant that the giant retailer had restrictions on most of the products, for example 2 packs of toilet rolls per household. Store had to adapt to opening hours, Limited people were allowed inside the store, extra employees were hired due to the increase of sales online and traffic in the store. According to research online shopping was highly effective, Asda delivery capacity had increased from 450,000 to 700,000 slots per week (Walsh, 2020).
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Mentoring and Evaluation Evaluation helps a firm to review and reflect the things that worked well during a project and calculates the mistakes made, management can then use the information to improve things next time. Project evaluation allows employers to reward and motivate employees, evaluation can be done in two methods, subjectively and objectively. During the pandemic it is vital for Asda to evaluate and analyse customer expectations, this can be done by  putting it into practice, making sure there is enough hand sanitizer around the store. Staff and customer contribution are as important to see if they are following the government guidelines. McKinsey 7s model was developed in the 1980s, the model has been widely used by academics and practitioners and remains one of the most popular strategic planning tools (Jurevicius, 2013). The 7s Model is based on 7 eternal elements: strategy, structure, systems, shared values, style, staff and skills. Asda can apply the 7s model in order to identify if they are effectively aligned and achieving the objectives. 
A more formal way of evaluation can be done through a post implementation review, this can help Asda to analyse if the was appropriate levels of control in place, for example one way systems around the store. Post implementation review can also be assessed on employees, to see if team size was correct or did the manager and team behave in a professional manner. Kolb’s model (1984) is another learning cycle which reflects on how we learn from our experiences in our personal life or at work, according to (Kolb and Fry, 1984) there are four learning cycles, concrete experience, reflective observation, abstract conceptualisation, and active experimentation that will help us improve and act up on our learning.
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Work Breakdown Structure
As described in the PMBOK® Guide—Third Edition (PMI, 2004) The WBS is a foundational building block to initiating, planning, executing, and monitoring and controlling processes that are used to manage projects. An effective WBS defines the context of the project, clarifies the work, and communicates project scope to all stakeholders. The purpose of the breakdown structure is to help organise daily work tasks into manageable sections, this is the most appropriate method used by managers to visualize the activities and the overall project (Bridges,2019). However, According to (Brotherton, Shelly & Norman 2008) a poor WBS can have an impact on work performance, including repeated tasks and extensions, unclear work assignments, and missed deadlines. The planning process of a project is essential, the project scope provides the link for the project's goals and its objectives to achieve it (PMI,2006). Mckinsey’s 7s model is another framework that can be used for planning and evaluating a project. During the pandemic crises at Asda, the managers, shopkeepers and team leaders had regular meetings in order to run the daily operations. As an organisation Asda held extra training in practice for the employees to follow government guidelines. 
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Conclusion

The report concludes that it is important for organisations to apply the project management framework, which enables organisations to structure and complete their operational tasks in an effective and efficient manner. The project life cycle is a common tool that is used by many businesses, it provides structuring and monitoring the process and can be structured in four stages that is initiating, planning, executing and project closing. Quart charts are yet another effective tool for a variety of planning and communication purposes. It includes Project Scoping, Stakeholders and Stakeholder Analysis, Desired Outcomes (Critical Success Factors), and measures of Success. The report concluded  fundamental features of project management, including work breakdown structure, risk analysis, monitoring and evaluation and Gannt charts. The following tools and techniques are necessary in order to achieve specific project objectives.
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