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Executive Summary
This report covers Project Management from the perspective of Tesco in light of the current Covid-19 crisis. The report looks at what Projects are and the aims of Project Management. The different management tools are critically analysed and practical examples are given. 
In conclusion the report states that Project Management processes are a changing and evolving science. Recommendations are provided for Tesco to maintain and improve its project management processes.   
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Introduction
This report is looking into the various tools and methods that organisations may use to help manage large scale projects. Specifically, the report focuses on Tesco. The intention is to critically analyse and evaluate the effectiveness of a number of these tools whilst giving practical examples of their use. These methods are often referred to as Project Management Tools. Managing a project successfully is critical in the outcome of the project. The reason being is that so many things can and will go wrong in the duration of a project and this may significantly compromise the objective of the project.  Each project management tool has its own strengths. Marcella and Rowley (2015) state:
“Project management tools and techniques can be broadly categorised as: those which help plan and control a project; those concerned with the people aspect of project management; and those which help facilitate lessons learnt and continuous improvement”. 
The latter of these would come into focus during the evaluation process. 
Project management is not an exact science and is subject to constant change and improvement. “Project management increasingly has to develop to respond to the challenges of increasing uncertainty and dynamism in projects”, Marcella and Rowley (2015). This would be the case with regards to projects that comprise of several organisations and perhaps billions in funds. 















Main Findings
What is a Project?
A project is a task undertaken by an organisation with a deliverable outcome that has a defined beginning, ending and which is managed with limited funds and time, (The Daily Project Manager, 2014). Therefore, a project could be a product, service or process. Projects are necessary for many aspects of public life as well as business operations. Governments may undertake projects such as build bridges, new roads, dams, etc. Organisations may want to develop sports stadiums, new products, shopping centres, etc. The reasons behind these projects can range from making profit, introducing public services or even competing with competitors. All these major projects require management. Therefore, project management is a vital process to oversee these projects. 
Projects are distinct from Operations/Programmes. As mentioned earlier, projects have defined starting and ending points. Whereas business operations may be an ongoing process within the business, such as health and safety checks.
What is project management?
Project Management is the process of overseeing all the various aspects that make up a project. This can be as complex or as simple as needs be. As Marks (2016) states, “Project Management does not have to be complex”. The Project Management tools help facilitate all of this. The tools especially help with regards to managing the time and budget. This results in all parties benefitting from effective Project Management. These parties are the Stakeholders. If the project is delivered on time, within budget and also has a positive environmental vision, then very few stakeholders would complain.
“It may sound time consuming or complex but using specific Project Management techniques when tackling specific projects can be a simple and straightforward key to success”, Marks (2016)
“For most projects, that initial planning time is used to capture enough information from customers and business folks to define how many phases are needed and what the focus should be for each one”, Berkun (2008).
“But if a team starts a project fully aware of the likely reasons schedules fall apart and takes some action to minimize those risks, the schedule can become a more useful and accurate tool in the development process”, (Berkun, 2008).

Projects have goals, aims and objectives. These are regarded as the Scope of the project. Scope, budget and time are the three main parameters of any project. This is shown in the Iron Triangle below.

The Iron Triangle is a project management tool that helps put the main aspects of the project into focus. “The Iron Triangle is a representation of the most basic criteria by which project success is measured, namely, whether the project is delivered by the due date, within budget, and to some agreed level of quality, performance or scope”, (Pollack, Helm and Adler, 2018). The image above shows that each is linked proportionally to each other. If one aspect increases, then so too will the other.
Scope -  of the project gives clear directions for where the project needs to start and what the eventual outcome needs to be. In between the starting and ending points there will be objectives that will need to be met to achieve the project goals. 
Time – this will lay out the schedule for the project. The project needs to be completed within the scheduled time, otherwise it will cause problems for the budget.
Budget – the budget will be defined after the initial planning stages. This will need to be maintained along with the schedule, otherwise the project could be jeopardised.  
“Research has increasingly started to suggest that although the Iron Triangle is important, it does not tell the whole story of project success”, (Pollack, Helm and Adler, 2018). If an organisation follows the Iron Triangle too strictly then they may lose focus on the eventual benefits of the project at hand.  
Project lifecycle 
“The project life cycle is a 4-step framework designed to help project managers guide their projects successfully from start to finish”, Nediger (2019).
All big projects go through a cycle of initiation, planning, implementation and evaluation. These processes are vital for approaching the project with thought and redeeming knowledge of what has been learned. “The purpose of the project life cycle is to create an easy to follow framework to guide projects”, Nediger (2019). 
Initiation – This is when the idea for the project is began. The project starts to take shape on paper and the minds of the managers. Some of the initial question are asked:
Why is the project necessary?
What will it achieve?
What is the anticipated cost?
How long will it take to complete?
What are the main risks?

Planning – In this phase the project is divided into tasks with limits for time. The tasks are designated to the relevant teams. A Gantt chart should be created or similar flow chart to visualise the schedule and help understand the project progress at any one time. 
“Project planning involves the development of a strategy for the commitment of resources to support the project objectives and goals” (Cleland and Ireland, 2002, p. 310)
“The project plan must be harmonious with the strategic plan of the enterprise, the functional plans, and, where appropriate, with the plans of the relevant stakeholders”. (Cleland and Ireland, 2002, p. 309)
Implementation – “The project execution stage is the true start of the project, when you carry out all of the tasks and activities you mapped out in the planning stage”, Nediger (2019). This is when the actual labour (if any) takes place. This stage needs supervision and monitoring to ensure that the plan is adhered to.
Evaluation – The outcome of the project is assessed. Whether the project is a success or failure will be determined now. Critical assessment will take place to see if any lessons are learned to improve for future projects.



The following image shows the Project Life Cycle.

Following the project life cycle framework does not guarantee the success of a project as any number of failed projects will show. 
Tesco had attempted to establish themselves in the North American market. This project, unfortunately for them, was disastrous. A number of reasons could be linked to this failure:
Did Tesco actually understand the market with its different audience?
Did Tesco offer the right products and at the right price?
Was it a case of bad timing?
Poor management?
It could be any one of the above or even all of them. 
Quad Chart
A Quad Chart is another effective tool for project management. The Quad Chart makes it easy to clarify certain aspects of the project. These are the purpose of the project, the people involved and how the success of the project will be measured. As Ford and Wei state (2015), “quad charts have utility in project planning”. 






The below is an example of a Quad Chart that Tesco may use with regards to measures taken to prevent the effects of Covid-19.
	Title : Tesco Covid-19 Measures
Purpose		Keep Customers and staff safe	Minimise disruption	Keep stock levels steady	Customers			Local community	All Staff	Most vulnerable	
Desired End Result			Keep people safe	Keep business open and running	Learn for future emergencies	Measures Of Success			Minimal business disruption	Customers feel confident to shop	All measure are effective

The following are some of the benefits of using a Quad Chart, (Ford and Wei, 2015),
condensing information based on the audience’s needs
organizing information into logical categories
combining textual and visual elements to clarify technical concepts and engage the audience.
As a response to the dangers posed by Covid-19, Tesco has implemented some of the following measures on the shop floor and other areas of business, (tescoplc.com, 2020):
2 meter distancing in the shop floor 
One-way traffic system
Limited item purchases to be fair to all customers
Reduced opening hours
Specific opening hours for the vulnerable and key workers
Hire more staff to cope with increased demand
Increased home delivery slots
During this time of crisis, Tesco has seen a huge demand in household grocery sales. This has put immense pressure on the management to make sure that these measures are as safe as possible.
Gantt Chart
Gantt charts are very useful for projects that go through many different phases and have a duration of months and years. As such “a well organized project planning and cost control system is needed”, Kumar (2005).  The Gantt chart makes following the schedule easy and identifying which aspects of the project is being covered by which team at any one time. Gantt charts are depicted as horizontal bar graphs. Below is a simplified example of a Gantt Chart that Tesco may use during the Covid-19 crisis. 


During the planning stage it may be determined how much the measures will cost the business to implement. Research would be done simultaneously to see what other large organisations have done to ensure customer and employee safety. The main drawback of the Gantt chart is that any changes that occur to the project would have to be updated and communicated with relevant teams. This could get tedious if there are constant changes needed to be made.
Other tools that can help with project management are SWOT analysis and PESTLE analysis. These tools are more centred on the abilities of the organisation to determine their capability and feasibility of managing the project. 

Stakeholders and Project Manager
Stakeholders are persons or organisations that can influence the processes, or projects in this case, of any business. Stakeholders are both internal and external to the organisation and are generally interested in different things. Some would be concerned about making a profit, others about conformity to legislation and yet others on the environmental impact. Primary stakeholders may be kept up to date with regular meetings and reports. These stakeholders would be those who have the most impact on the project, such as: shareholders, investors and suppliers.
Other stakeholders may be happy to be given a less regular update on the project. These stakeholders would have less of an immediate impact on the project, such as: customers, NGO’s and media.



The image below is of the Mendelow Power/Interest Matrix. It helps in identifying the stakeholders with regards to their overall impact and interest on the business operations and projects. 

“A stakeholder with both high power and high interest will be more influential than one with low power and low interest”, Campbell and Craig (2005, p. 40)
The key stakeholders must be kept up to date by the Project Manager with regards to the project milestones and important events. 
The Project Manager may be the single most important person with regards to the management of a project. It is the job of this individual to keep in check all the various aspects of the project and the people involved. As such, the Project Manager must have various skills and attributes. It would also help immensely if experience comes along with this. 
“Project managers know that the recognition of their criticality to project success has two sides: the honor of appreciation and the responsibility of duty, the weight of high expectations”, Alvarenga, Branco, do Valle, et al, (2018).
“Project managers must deal with these elements in appropriate manner, managing stress and keeping emotional health, taking care of themselves to remain stable and sober while handle the pressure for success and victory, particularly when they don’t come”, Alvarenga, Branco, do Valle, et al, (2018).
Depending on the type and scale of any proposed project, “sometimes the absence of a dedicated project manager works fine”, Berkun (2008). “But other times, the absence of a project manager creates dysfunction” Berkun (2008) 
The project manager needs to have a range of skills to be able to manage the project effectively. These would include:
Leadership
Time Management
Interpersonal Communication
Critical Thinking
Problem Solving

The Project Manager must be approachable and a people person. This will instil confidence and motivation in the teams working with the Project Manager. “An important part of leadership is the “style” with which the leader carries out the role”, (Cleland and Ireland, 2002, p. 458)
During this time of crisis, it may be paradoxical that Tesco is busier than ever. Online shopping has seen queues of weeks if not months. Tesco has done much to bring these down and employ more staff. The primary stakeholders would be happy with the share prices no doubt.  
Risk analysis
The larger the project the larger the risk of something going wrong. “Risks are anything that can potentially disrupt your project or your team. Since every project is unique, no two projects are likely to have the same risks”, Bridges (2019). 
Each area of the project has risks. An organisation may define risk as going over budget on a project or falling behind on the schedule. “Risk analysis is the process that figures out how likely that a risk will arise in a project”, Bridges (2019).
Part of risk management is developing plans for when things go wrong. The most practical plans would be made of things that are highly likely to go wrong. An example could be if supplies for the project are not to the specifications requested.  In such a case, the supplies would have to be returned and re-ordered. This would delay the project and thus may add to the budget.
Risks can be internal and external. Internal risks would be those that can be controlled. External would be those that indirectly effect the project and cannot be controlled such as severe weather. 
The risk analysis needs to consider what can be done in certain undesired situations to get the quickest solution. These are usually aimed at the budget, schedule, supplies, staff safety and project goals. The risk analysis can be laid out in a table to make this easier to follow.
In the Covid-19 situation, Tesco needs to consider the safety of all the people involved as the number one risk. If Tesco prioritise budget over safety and that then causes people to fall victim to Covid-19, this may severely impact their reputation. Competitors could then seize an opportunity to heavily promote themselves and take Tesco’s market share. 
Evaluation 
Evaluation is the final stage of any project. This is performed when the project has been completed. The evaluation will determine whether the project is a success or failure. It would be beneficial to use Critical analysis tools to help with the evaluation. There are two main types of evaluation that can take place:
Objective Evaluation – this takes the scientific approach to evaluation. Tools such as the Pearson’s RED model, Toulmin’s Model of Argument (1958) and CRAAP can be applied. Kolb’s Reflective cycle may also be used to carefully consider any lessons learned during the previous phases.
Subjective Evaluation – this would be more personal to the organisation and may not apply to parties outside of the organisation for knowledge purposes. Organisations may evaluate subjectively to see how they can save money and time for future projects or try to avoid certain legislative restrictions to cut corners. 
Some of the questions asked in the evaluation would be:
Did the project achieve its goal?
Has it made any money yet?
What went right? 
What went wrong?
What can be done better next time?

It seems as though the Covid-19 crisis will not be going away anytime soon. Tesco needs to be monitoring the situation regularly. This needs to be done with scientific, medical and government advice. Once a vaccine is developed or the country is declared free of the virus, then Tesco can fully evaluate their attempts and measures taken to minimise the risks.

Conclusion 
As long as there is money to be made somewhere, there will likely be a project in the works. However, money is not always the motivating factor for a project. In the past we have seen works of passion where huge amounts of people collaborated, such as Wikipedia, and works of love, the Taj Mahal. 
Large organisations would typically approach projects in line with their beliefs, attitudes and values. As such, for them, projects are often proposed as solutions to some type of problem. Maund, Schriek and Tinkler, (2017 p186) state that, “most problems are multidimensional, and decision makers must determine what factors should be considered to resolve the problem they are facing". In evaluating the project, it needs to be seen if all the problems have been solved. 
As the business dynamics and challenges evolve around the world, organisations have no choice but to “Either compete by being able to offer customers improved products and services, or go out of business”, Cleland and Ireland (2002, p. 536).
Recommendations 
The following recommendations would help Tesco maintain good Project Management practice during the Covid -19 crisis. Please see table below.





Objectives
What does Tesco need to do?	Success criteria
How will Tesco recognise, measure and review?	Actions
What methods will Tesco use to achieve this?

Safety First			Minimal disruption to business operations. No outbreaks of infections on any Tesco premises. 	Continue to monitor and review measures implemented in the planning stage of project management, such as the 2 metre distancing for customers and reduced opening hours.                                                                         
Keep stakeholders updated			No major complaints from anyone involved	Continue to prioritise the most vulnerable and key workers. Also update stakeholders via emails, meetings and press releases.
Look at others for Guidance			Successfully follow official guidance	Monitor what the World Health Organisation, Government and Scientific bodies have to say regarding the latest Covid-19 information.   
Hire an experienced Project Manager and Medical advisor 	Improve processes and health and safety	The experienced project manager can provide insight into how to deal with stakeholders. The medical professional can take a closer look at Tesco’s business processes and help improve safety measures. 
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Why run projects


To improve productivity


To improve efficiency


To introduce new products or services


To reduce waste


To make profits/ money
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