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This assignment will include the closure phase and all relevant procedures and practices for closing a project. It describes and compares the key factors what was planned with the actual performance.  The end of the evaluation report and the lessons learned and how they can be used for future projects and for the project team and PM improvement. 
The closure of the project is the final phase of the project life cycle and the Project manager is responsible for this. The PM can delegate some of the activities connected to the closure process, but PM is in charge. This is the phase where all the documents and activities are wrapped up and finalized.  The PM must verify that the project met all objectives, and deliverables are as they were planned. The PM makes an evaluation and final validation to ensure that the project met all the acceptance criteria and received an approval from the Project Board and the Program organisation or the Company Organisation that the project is completed.  The outcome is handed over, the Benefit review plan is to be updated. Service and maintenance agreement are applied. And the ownership is transferred. (Sanghera P., 2019, p.340-345).  The closing process in some cases is neglected, because the team is already looking for the next exited project, or people who are from the broader organisation, are looking to go back to their operation job. The closing process is as important as the rest of the project phases, because it is an investment for future projects, and is the period when all the learning processes are summarized, and the bad and good experienced shared. The closure of the project is an overview of the processes and activities that were completed to this point. The project manager and the team reflect on the things that have been done. And what they have experienced and what they have learned throughout the project life.  At end of project evaluation report is prepared, which includes an evaluation of the project as a whole and the performance throughout the project, the lessons learned and the shared experience of all involved and their shared point of view and ideas what could be improve and done better in the future.

END OF PROJECT EVALUATION 

The PID is the baseline used to measure the performance of the project. And if there are any approved, revised changes to the original PID they are the ‘new’ baseline to measure the performance of the project.  The reasons for any changes during the project’s duration could be many, such as changes in the business environment, new legislations, new ideas, new technologies, poor estimation in the planning phase, etc. And if the changes are as a result of PM poor estimation and unrealistic objectives, lack of knowledge, lack of experience, and poor judgments. e.g. poor planning and poor management could lead to premature project closure. When the deviation is from reasons outside of the PM control is more understandable and accepted by the Project Board.
This project end of project evaluation is as a result of the planned closure of the project completion. The evaluation reflects on the whole project life cycle until this current moment (Martin, V., 2006). The first thing that is reflected on is the initiation phase, how everything was introduce to the key stakeholders, the Team board and the Project sponsor.  The introduction of the project and the method and the processes that will be involved.  The PID creation and the convincing of the project’s worth and the benefit that will bring to the Company. 
OBJECTIVES – The objectives of the project, Collecting - drive though point “Collect GRO”, was successfully achieved. The project was transformed into a new form as a “business as usual” process. The collecting point was implemented, and the new process of shopping started. The only objective which is not sure if it was achieved is the “fast and Safe” service, because there is no information and feedback about the safe and the pace of the service. Everything is in place to achieve this, just need time to collect the relevant information.
BENEFITS – expected or unexpected
Most of the benefits of this project will be experienced once the collecting point, drive/ walk through is working. All the benefits set in the PID were achieved. They were planned and expected.  Some of the benefits will be experience and result in the future. And some of them might be unexpected.  At some point in the future another review of the benefits can be made to show all the post-project benefits and the sustainabilitiy,  the impact and the real magnitude of the project. There are two dimension pf measuring tacticale (cost, quality, and time) and strategic (effect, relevant to users and sustainability) to measure the success and the benefits of the project(see fig 1),(Project management 2015)

Fig. 1
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SOURCE: “How to measure Project success – Project Management Training”  Available at: https://www.youtube.com/watch?v=X8TDVFRxjgM&feature=share&fbclid=IwAR2zDGKH2mV0qm8QrjwDwrbOYBwq-fBVeXjzWxk1a3Cikup A4y2olz-Mg

TIME/ Schedule – The schedule of the duration of the project was given when the PM was assigned to the project. The WBS, network diagram, and other tools were used in setting the duration for the project. The duration of each activity was defined by asking relevant employees and research of similar activities in other projects. In developing the schedule, the tool and techniques used are Critical path, critical chain, resource levelling, applying leads and lags, etc. Scheduling is a key part of project management. To develop the schedule was used schedule network analysis, and Gantt charts. In the Closure phase PM ensures that all the scheduled activities have been completed, and the related risks closed off. The Project team is dismantled, released., most of them will return to their usual jobs. Final report is prepared by comparing the scheduled performance with the original baseline. (PMI 2017, p.571-576). For this project one of the issues were the sequences of the Work packages, when creating the WBS, but it was amended at the start of the execution phase. The length of the activities was the same just their sequence order was switched, e.g. ‘Store design’ activities were switched with the ‘buildout’ work activities, and it could reflect on the dependency of other activities and their interrelationship and dependencies. Luckily this was noted early enough, and it was in the tolerance of the project duration limits. The tolerance for this project is a few days. Which shows how important and crucial is the estimating of the duration of the activities and their dependencies.

COST- The budget for this project was also pre-determined at the beginning of the project. The available amount was £ 50, 000, which means that the PM must operate within this limit.  PM use the WBS to estimate the cost and create the budget. Some of the methods, such as Analogue estimation, Parametric estimating, three-point estimating, Bottom-up estimating was used. (Levine, H. A., 2002, p.162-171). When all the costs were estimated and allocated, they became the budget baseline of the Project, which is used to measure the financial performance of the project. In the planning phase a 4% of the set budget (£ 50, 000) was set as a contingency, tolerance to be used if needed. The project used this contingency (budgetary control amount of £ 2000) tolerance to supply the project with the resources it needed in order to continue with the activities that need to be performed.  The estimated amount left at the end of the project is £ 152, which means that the project spending’s are within the budget limits (See fig. 2). The table created to control the spending was made in showing after each spending against the set budget and what amount have left after each spending. At the end of the project, PM reconciles all payments and ensure that all the payments have proceeded, and all contracts closed, and the relevant key stakeholders and team members are formally informed that the project is closed. 
Fig.2


SCOPE 
In the planning stage the Scope of the project was defined by using the collection of requirements, which helped in creating the WBS and to identify all the activities, resources and the work that needs to be done. There are two meanings of scope, the term project scope is about the objectives and scope of work is the activities that need to be performed (Heerkens, G. 2002, p.98, 114). A Scope statement was established, which explains the boundaries of the project, the responsibilities of all involved and the limitation of the Scope was clarified. Once the project Scope was defined and verified, and a constant monitoring and control became an important part of keeping the Scope within the set specified parameters to track for any deviations, e.g. scope creeps. At the closing stage a comparison was made between the project deliverables with the original plan. The Scope of this project was defined at the initiations stage and documented in the PID. PM and the project team managed to keep the project scope within the original parameters with few small changes that did not affect the Project scope.
RISK – Most of the risks were identified in the planning phase. The Quantitative and Qualitative analyses were performed, and the Risk register was created, this helped the risk to be managed, by constant monitoring and controlling. The risk responses were defined, and mitigation was in place. (Meredith, J. Mantel, S. J., Jr., 2012). Some of the risks were transferred to outsource companies. Some were shared and other avoided, etc.  The risk that were not identified in this project were the short duration of tasks and their dependencies and no availabilities of extra days for some of the activities if something goes wrong.  Risk should be owned by one person and in the risk register the ownership in some risk is shared and is unclear the accountability. Risk of insufficient resources was a constant constrain that the ProJet team worked against. Another risk was the outsourcing activities, if the people show up to do it, and if they did, will they have performed up to the expected level. Another risk was there were no conflict solution procedures in place. Furthermore, there was no contingency in case some of this unpredictable event happened to recover the project to goes back as planned.  Some of the risks that were found after the planning phase were avoidable, but because of PM   lack of experience were made. Other risks were unavoidable, because there are some unpredictable events and uncertainties that happen, such as new guidance from the government about safety. The risk register was updated with the new identified risks and the status of the risk updated and all the relevant stakeholders communicated. The constant monitoring and controlling save the project from any big deviations and prevented higher magnitude risks to occur.  Even if all the existent risks are handled, new risks and new certainty will appear, but the old risk will be under control and newly identified a risk response will be created.
QUALITY – At the Planning phase the PM with the relevant key stakeholders plan the Quality. And performed during the execution phase Quality assurance. Once the Quality plan is set and the quality parameters and KPIs are defined everyone involved in the project was working to ensure that the quality specifications are achieved. Monitor and control are a constant part of the auditing for any deviations. The process of Plan-Do-Check and Act was implemented and functioning. The closing of the project is the moment when the final Audit and Validation to see if the Project deliverables were delivered as per Project sponsor requirements. The performance of the deliverables if met the agreed specifications will be accepted by the business and signed off, and transition the ownership to the Business, e.g. Project sponsor. For a smooth transition and to understand the process and it will transform to a “business as usual” process (Newton, R. 2016). 
HR/ RESOURCES –The Project management team was assigned to work on the project and become part of the temporal project organisation structure. Mainly the team working on the project were employees working for the organisation and they are familiar with the culture, mission and vision of the Company. They were delegated and assigned to do activities according to their knowledge, experience and Roles. The Role and responsibilities of the PM was to develop the team and to manage them. Once the activities are complete the team is released, and they returned to their job.  A good practice is the team to be briefed and thanked for the effort, contribution and performance (Martin, V., 2006).  
STAKEHOLDERS - One of the outputs in the project is the identification of the stakeholders, which is used in the planning phase to create Stakeholders engagement plan. During the execution phase the stakeholder plane was used to manage the process of engagement. The key stakeholders were prioritized. Monitoring of the stakeholder engagement was in place; their needs and expectation were managed. And the newly identified stakeholders were added to the stakeholder analysis (Kerzner, H. Ph.D., p.6, 342-343,967) 


COMMUNICATION - In the initiation phase all the stakeholders related to the project are identified and a Communication plan was created to be used to analyse their importance, interest, influence and impact. The type of communications used with the external and internal stakeholders, were formal informal (Arora, M. Baronikian, H., 2012, p.303-312). During the execution the information has been transited to the relevant stakeholders and the frequency of communication was established. The key stakeholders were engaged frequently and kept informed. The project team was aware of the Communication plan and put it to practice. Effective communication is a key factor for the success of the project, that is why the stakeholder analysis was reviewed on a regular basis (see fig.3) 
Fig.3
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PROCUREMENT – In the planning stage a Procurement plan was created. The Operational manager and PM conducted the procurement as a result the vendors and suppliers were selected. Different type of contracts was signed. The procurement was a key element in the monitoring and control phase, to ensure that all the contract and deadlines will be kept, so there are no delays which will impact the project’s duration negatively if they occurred (Batchelor, M. 2010). 

CHANGES – Changes made during the project execution were few, but all the changes were whithin the tolerance boundaries. The PM did not have to managed by exception, because all the changes were amended within the tolerance.  The contingency money were used to cover some unplanned expenses. The project was closely monitored and controlled by the PM, and the key stakeholders,  so there were no need to  manage by exception, where the PM has to escalate the issue to upper level management, e.g. the project Board. All the changes were documented in the Issue and Change log with all the details of explanation how, and what has been changed (OGC, PRINCE2, 2009)

LESSONS LEARNT
The project was a good and useful experience not only for the PM but for all the participants to learn and improve their skill and knowledge. The lesson learnt meeting is very important and useful to receive insight informtion from the project team and key representative to share their perspectives, to reflect on their experience and to listen other’s participants and learn from mistakes , e.g. avoiding the same mistake in the future, and to gather best practice (PPM Official product, PRINCE2, 2017). The main and key factors of the project were successfully implemented and manged. The things that went well are stakeholders, analysis and engagement, risk register and risk response, communication, costs were managed and controled well. The part were things had some issue were connected with the schedule, which were cought on time and amended.
Another point of this lesson lerned meaning is to act upon the findings, so it helps the organisation and the project manager to improve. For example,  Some of the lessons learned by the PM are how important each key element and the PMBOK guiding processes are for the project to goes as planned and the work flow to go smoothly. The methodology of PRINCE2 and the guidance are helpful and useful part for a successful project. Another lesson learnt from the project is the importance of accurate sequence of the activities when creating the WBS so they can be implemented accurately. And more contingencies to be available in terms of money and time. These are key factors that could have big impact on the project. The use of methodologies such as PPRINCE2 are very helpful and useful to manage the project, because it is flexible, compatible, widely recognized,, it is free,  has best practice and  in control environemnt. Some of the mistake made by the PM could be avoided with more experience and better use of the PRINCE2 methodology.
Some of the things that will be different are investing more time in the detailes when creating the WBS, asking expertise, gain more experience, review more often each part that has risks and uncertainties. Another thing  is to try to have more contingencies and using better PRINCE2. To improve the leadership and managing skills of leading a project. Improve the negotiation skills.
We keep the lesson learned for future projects, so PM and the ogranisation can leaned from the mistakes and do things differently and avoiding to repeat the same mistakes. 
Some critical factors that will determined wether the project will be successful or failour are ilustrated bellow.
[image: ]

RECOMMENDATION
The insights from the lessons learn can be used to make the recommendations for a future project and for people who will benefit from the information.  These are the recommendation that could be beneficial for the project team, PM and the Organisation listed bellow.
[image: ]
Source:https://wellingtone.co.uk/revolutionising-pmo-learning-reflective-practice/?fbclid=IwAR1LUWAH9bI5 aqKale cCIRD1Vj4fvuEuoeHvfz67m6RFUsSmZ7xL4rmrAvA



CONCLUSION
The End of project evaluation report was prepared by PM in order to review the project and to see what went well and what did not goes as planned. And to compare the Planned with the actual performenace and to note all the changes that occure diting the project life cycle. The project was reviewed and some issues were found that did not go as planned but were handled well, within the project tolerance limits. All the risks that were identified and the new risks were documented in the Risk register. The stkajeholders plan was in place and it was a tool for the relevant stakeholders to use it for prioritizing and managing the stakehodlers. The assigned budget and timeframe for the project were sufficient for the project to be completed within these parameters. Monitoring and control wereconstant part to ensure that all the processes goes as planned and the quality is up to set standards. The KPIs and milestones were used to measure the project progress and how the key elements are managed. The structure of the organisation and the project team contributed massively to the project to be performed successfully. The Chain of command, the communication plan and the roles and responsibilities were transparent and tailored properly. 
The lessons learned from this prject as a whole will be useful for the future projects, for each participants in the meeting,. As in Prince2 learn from experience and using best practices.
End of evaluation report could be used to measure the performance of this project and the benefits that brought and will continue to bring in the future. 
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