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Executive Summary
Project management tools and techniques in organisation are a vital need in today’s fast moving industries, especially during crises management. How they are used can have a beneficial effect on organisation to manage themselves in trouble times. As a result it is essential for firms to have talented project managers who know how to apply these tools and techniques to use efficiently and logistically. During times of crises organisation must come together and collaborate with each other for the best needs of the people of the nation.
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Introduction
This report as part of an assignment set by the University of Wales Trinity Saint David for the BA Management and Leadership course on April 2020, examines the impact of the coronavirus disease 2019 (COVID-19) upon UK supermarkets. The report will focus on Tesco as a case study to illustrate the usefulness of project management tools and techniques for managing the crises bought on by this pandemic within an organisation, as well as highlighting the important skills required by project managers. Tesco was chosen for this study as it is the UKs largest food supplier (Evans and Mason, 2019).
During the period of composing this report in the midst of the pandemic it is difficult to know when exactly this crises will come to an end and as a result, the future is unknown in respect to the scope, scale and length of the pandemic and therefore, the long term impact to the UK supermarkets. Interruptions to universal resources and stock shortages as a result of increased demand and panic-buying, and upsurges in food anxiety midst low-income families have evolved as urgent strategic challenges during this crisis (Costa-Font & Revoredo-Giha, 2020).
Project centred organisational strategies advocate concluding meticulous endeavours and objectives, concentrating on obligation and experience, safeguarding improved control and coordination, and aiding healthier communication and customer relationships (Meredith and Mantel, 2011). As a result of this national pandemic Tesco more than ever will need to use its project managers to come up with smart projects that can manage this crises. They will have to use all the key project management tools and techniques to help them quickly and efficiently come up with ways to effectively execute the project (Jowah, 2015). This report highlights some of the most important project management tools that Tesco will exercise in their endeavour to successfully manage their operations during this pandemic crises.












Main Findings
In 2016 Tesco boss Dave Lewis initiated an exercise in which they imagined that a national disaster causing the complete closure of their headquarters at Welwyn Garden City. At the time of this exercise people thought it was a little over the top, but hindsight would now prove its usefulness in management of their operations during the COVID-19 crises.  During the height of this pandemic only 30 people worked at the head office where usually they would employ 6500 workers there (Butler, 2020). Tesco has since managed to bounce back and operate according to government guideline during this pandemic using the planning and executions of important project management tools and techniques required in such an endeavour.
Project Management
Tesco like all other UK supermarkets were caught off guard by the sudden surge in demand by customer’s panic buying and hoarding certain items (Rubinstein, 2020). Even though they had some warning especially from what was happening in Italy a nation hit very badly and early in Europe. They could see from early data of how certain supermarket product were going out of stock very quickly (appendix figure1) and from this they should have been better prepared than the rest of Europe which was hit by the pandemic early on (Aull et al., 2020). This was a failure at the time that was not acknowledge by any of the UK supermarkets.
The deep rooted skills of project management characterises the methods and practices that are obligatory to operate any project. There are many definition of project management, one such early description is Oisen 1971 referencing opinions of the 1950s is:
“Project Management is the application of a collection of tools and techniques to direct the use of diverse resources toward the accomplishment of a unique, complex, one-time task within time, cost and quality constraints. Each task requires a particular mix of these tools and techniques structured to fit the task environment and life cycle (from conception to completion) of the task.”
It can be noted that in this definition it contains some of the success criteria that are still visible in modern day definitions such as by the The UK Association of Project Management (APM) (Murray-Webster and Dalcher, 2019) that define project management as:
“Project management is the application of processes, methods, skills, knowledge and experience to achieve specific project objectives according to the project acceptance criteria within agreed parameters. Project management has final deliverables that are constrained to a finite timescale and budget.”
One of the first objective for Tesco must be safety and hygiene by limiting human contact as much as possible. There are many other aims such as the need to encourage self-checkout, card payments, and replenishing stock after store closure only and having contactless deliveries on internet shopping. Achieving these objectives necessitates logical thinking and planning as well as set skills in a project environment described as project management.
Project Characteristics
Despite projects having many diversities they share the following common characteristics (Mikkelsen and Riis, 2017).
Unique in nature – This is definitely the situation with the COVID-19 crises that ensued the nation resulting in the case of Tesco to follow Government guidelines to manage and strategize their efforts to continue serving the British public.
Have definite objectives (goals) to achieve – This refers to Tesco achieving a desired outcome at a specific end date. This date would be determined by the government when deciding to lift all pandemic restrictions. 
Requires set of resources – These are the resources such as extra staff, material, technology etc. that Tesco will require to manage the crisis.
Have a specific time frame for completion with a definite start and finish – this will be determined by the length of restriction imposed by the government
Involves risk and uncertainty – The nature of this crisis will invoke many risks and uncertainties that Tesco will need to manage.
Requires cross-functional teams and interdisciplinary approach – This will be a huge team effort that will likely involve communication and assistance from rival supermarkets to form a nationwide project that would benefit the country to handle with any panic-buying borne by an unexpected growth of the coronavirus outbreak (Jolly and Smithers, 2020).
The Project Cycle
The project life cycle describes a process for administering the projects (Cleland and Kocaoglu, 1981; Adams and Caldentey, 1997; PMBOK Guide, 2017). The life cycle of a project typically contains four stages that must be successfully managed. The number of stages and their titles can vary depending on uniqueness of the project and type of business it is attributed to (Gray and Larson, 2008; PMBOK Guide, 2017). The stages can be chronological, coinciding or spiral depending on the type of industry and project involved (Belanger, 1997). Although there are different types of project life cycle models the most common one contains four different stages: conceptual, planning, execution and termination (Gray and Larson, 2008; PMBOK Guide, 2017), as such this report will describe this model (Figure 1).

Figure 1 the project life cycle


Example of Tesco’s COVID-19 Project Life Cycle
Initiation:
Risk analysis, as evaluated in the risk assessment report
SMART Objectives as designated in quad chart and the iron triangle
Follow government guidelines
Communicate with all stakeholders, Tesco sent out letters and advertised to customers informing the public of their operations (Wells, 2020)
Planning:
Strategize different teams to carryout different work
Break down project into small manageable components
Create Gantt charts to manage the work load
Employ extra temporary staff to counter staff being sick as well as the extra work load especially as internet shopping will most like have rapid growth (Coker, 2020)
Execution:
Tesco operates all their stores with guidelines set by the government
All employees follow strict safety guidelines
Continuously monitor and evaluate all aspect of the ongoing project cycle
Termination:
As this is ongoing Tesco will have to follow the government guideline when they can start to go back to normal
When it is finally ended it will be very important for Tesco to review all aspects of operations during the pandemic and write a report on all the aspects of its operations and experience for future wisdom.



Quad Chart
It is a simplified one page summary of the entire project that can be graphic as well as expressive and briefly describes what the project is all about in plain style. It splits the appropriate project information into four quadrants, each simply describing the important project attributes. It is a document that is aimed to be printed on a single page that can be taken to meetings for discussion. (Stamey and Honeycutt, 2005). Figure 2 illustates a smaple quad chart for Tesco COVID-19 operations






Figure 2 Quad Chart - Tesco COVID-19 Project
	Title: To continue providing grocery produce to the community
	Purpose:	Make sure uninterrupted supply chain	Retain enough staff to maintain efficient services	Put in place safety strategy for customers and employees during this period	Strategy to make sure continuous stock available for everyone including vulnerable as well as essential service people 		Stakeholders:	Community	Suppliers	The Government	Shareholders		
	Desired End Result:	Providing an essential service to satisfy the community	The company manages to stay open	Healthy employees		Measure of success:	Happy and satisfied community	Happy and satisfied employees	Providing a continuous service	No illness to employees	Satisfied Government and Shareholders	


Stakeholders
Stakeholders are individuals, groups, or organisations that can be affected by, or identify themselves as to be affected by a judgment, action, or result of a project (PMBOK Guide, 2017). Handling stakeholders’ prospects and concerns is crucial to a project’s realisation. So, recognising stakeholders at the beginning of the project and overseeing their wishes and hopes will help towards a more harmonising environment and be an incentive for success. This can be done by clear upfront as well as constant up to date communications throughout the project life cycle (Alqaisi, 2018). Tesco achieved this by communication via letters, emails, social media and adverts in newspapers with its customers (Wells, 2020).


The Iron Triangle
Success in projects can be recognised using the model known as the Iron Triangle sometimes inferred as the Triple Constraint. The Iron Triangle can depict the simple criteria by which project success is measured, specifically the scope, time, cost and quality. For regularly evaluating the performance of a project the Iron Triangle has developed into a criterion model (Pinto, 2010, p. 35). The Iron Triangle using the vertices of a triangle reveals the criteria of a project and how each has effect on one another, the equilibrium balance of the triangle can show how for example Tesco’s service can be affected by either the cost, time or quality as they are all interdependent on each other (Mokoena et al., 2013, p. 814).
Figure 2 the Iron Triangle
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Gantt Charts and Network Diagrams
Henry L Gantt (1861 – 1919) around 1917 established a scheme of bar charts for scheduling and reporting progress of a project. These charts later became to be known as Gantt Charts. It is a visual depiction identifying the start and finish time for various jobs to be completed in a project on a horizontal time-scale. Each project is broken down to physically identifiable and controllable units, called the Tasks. These tasks are indicated by means of a bar, preferably at equidistance in the vertical axis and time is plotted in the horizontal axis (Xuan et al., 2019). Example figure 3
Figure 3 Sample Gantt chart

Network diagrams are a tool that visually aid project teams to their routine flow of tasks, time as well as communications. It displays the directional flow of the project describing the start and finish time of each task helping to view the logistics involved in the project implementation. As well as revealing all pooled resources it displays the sequence of each tasks that are executed. It also helps visually conveying communication with project client. The use of these diagrams can reveal the critical path and overlap of the project processes and therefore can be used in all manner of projects. In complex projects it is very valuable to aid grasping parallel tasks and information involved in their executions (Gojko Nikolic, 2015).
Figure 4 Simple example of a Network Diagram



Risk Management
There are many definitions of risk, the Project Management Institute (2009) defines it as “An uncertain event or a condition that if it occurs has a positive or negative effect on project objectives.”
Risk management is a calculated and organised procedure intended as cost benefit analysis to help the project team to make the correct choice in balance way. Risk management is a constant practise which is to be executed in any project from beginning to conclusion. For it to be a successful process risk management should be applied at the earliest phase of a project. Constituents of risk are the probability of the occurrence of an event and the impact of the occurrence of that event (Srinivas, 2019).
Identifying and managing possible and unexpected risks throughout the period of implementation of the project is the requirement of risk management (Cooper, 2005). Tesco has published its general as well as retail risk assessment for its stakeholders to view (Covid-19 Risk Assessment–GeneralChannels, 2020; Covid-19 Risk Assessment–Retail (Tesco Stores Ltd), 2020).

Work Breakdown Structure
When a large complex project is split into smaller manageable constituents in a hierarchical order it is referred as the work breakdown structure (WBS). This structure can help describe activities that can be executed independently from each other as well as assisting resource provisions, job accountabilities and complexities and control of the project. The WBS delivers the basis for project development, budget assessment, and arrangement of resource distribution as well as risk management (Burghate, 2018). Figure 5 illustrates an example how Tesco uses WBS in simplifying certain parts of a complex project
Figure 5 WBS example











Monitoring and Evaluation
It is absolutely essential that all projects should be continuously monitored and evaluated to make sur that the project is on target and efficient. For this to happen even under pressure of uncertainties it is essential that organisations install control and monitoring systems for all tasks involved (Shtub et al., 2005).
These systems work to minimize any divergences from the project plan and usually involve in recognising and revealing the project condition, equating with the project strategy, analysing any divergence and applying any required updates.

Project Manager
Project managers placate numerous situations to accomplish projects within the triple constraints of scope, time, and budget, as well as making sure the quality necessities of the project’s purposes and stakeholders’ prospects. To achieve successful projects, project managers must have knowledge of the tools and methods available to them (Anderson, 1992). It is vital that these managers conduct the project team members as well as resourcefully interrelate and sway the stakeholders (Hardy-Vallee, 2012).
There are many important skills that a project manager must learn and develop so they may utilise them at the correct moment, they comprise of good communication, leadership, organisation, handling pressure, risk management, conflict management, strategizing and supervision of resource distribution (Stine, 2018).
A big part of the project manager’s activity will involve supervising, motivating and leading the team from the front (Schmid & Adams, 2008) therefore firms would select people who are hands-on and talented to manage the objectives and targets of the project (PmBOK, 2017). A personal development plan (PDP) example is illustrated at appendix figure 2 to illustrate the improvement necessary to become a project manager.
Conclusion

With the COVID-19 outbreak, which is continuously developing it is quite clear more than any other time, the fundamental importance of organisation project management. It can be seen how important it is for organisation to quickly and logistically bring in new systems to efficiently serve the customers safely as well as making sure that all employees manage their jobs in an efficient and safe manner. It also very important to note how modern technology of the internet is vital for organisations operations and also note how important on-line shopping is becoming for the future. Organisations are also realising the importance of employing talented project managers to manage these vital projects during a crises.
Another important lesson can be learnt to always have contingency plans available no matter how peculiar they may look at the time of practice. Firms must learn and be ready by observing and noting other nation’s faults and achievements so they can ready a strategy to successfully navigate this crises. With the crises still prevalent around the world it is essential more than ever for organisations to be financially sound, swift in response and effective in co-operation.

Recommendation
As a result of this crises people have been educated in online shopping and this has now for many become a habit that will stay with them even after the crises has dissipated. Also the crises has revealed the importance of product sourcing due to shortages and how necessary it is to employ talented project managers. Here are some recommendations that have presented themselves due to this crises.
The Importance of E-commerce – customers of all ages and diversity are now more than ever finding the convenience of online shopping. Organisation need to put extra emphases to promote and expand this.
Supply chain and logistics must be sourced more – due to stock shortages during the crises organisation must improve their supply chains and source more locally.
Attracting and retaining experienced employees – due to this crises, particularly the online grocery industry, will become a salvation to many who cannot afford to be medically compromised. Online grocers will need to meet the new demands that is placed upon them, and as a result they will need to employee better and more staff to manage this challenge as well as expect to be well payed for their services. It is also crucial to employ talented and experienced project managers that are now needed more than ever.
Stock management – more than ever there is a need for inventory tracking so shortages of stock is kept to a minimum.
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Appendix


Figure 1 (Aull et al., 2020)
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Figure 2 PDP
Intentions

Achievement standards
Engagements

Execution

Develop my presentation abilities


Confidence will have improved
as would marks in the assignments
· Practice more at home
· Research subject in my own time
· Practice many times as possible
· Take on board comments from lectures and colleagues
When finished BA Honour course I hope to have self-assurance of being able to present in front of a team or manager in future career
Improve my time management



All set assignment should be handed on time
Attendances at lectures must be on time
· Allow adequate time to complete assignments
· Get better organised and stick to time tables
· Get engaged and motivated more
I should be experienced to complete given
work task in future career
Improve planning/ decision making skills


Volunteer to become group leader on group assignments
· Use training opportunities
· Take on board feedbacks from lectures and colleagues
· Research and read books on decision making books
I will be capable and confidence in planning and decision making as well as become better in communications
Pass all my assignments with at least 50% minimum marks 


Assignment results would reveal this
· Make sure all assignments are completed on time
· Be well prepared for class exams
· Take on board feedbacks from lectures and colleagues
I will have a better chance of attaining
better jobs if I achieve a good grade



INITIATION
Define project at a broad level


PLANNING
Plan project and develop a road map


EXECUTION
Put the plan into action and create deliverables


CLOSURE
Close the project and file the repor












Suppliers


Stores


Point of sales


Sale racks


Internet orders


Work Project

Start Date	Preparatory Phase	Phase 1 Work Effort	Phase 2 Work Effort	Phase 3 Work Effort	Testing Phase	Delivery Phase	43306	43327	43327	43351	43377	43415	Duration (days)	Preparatory Phase	Phase 1 Work Effort	Phase 2 Work Effort	Phase 3 Work Effort	Testing Phase	Delivery Phase	7	23	33	22	34	30	End Date	Preparatory Phase	Phase 1 Work Effort	Phase 2 Work Effort	Phase 3 Work Effort	Testing Phase	Delivery Phase	43313	43350	43360	43373	43411	43445	
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