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[bookmark: _Toc41429684]Introduction

This report will analyse a detailed project management plan which was developed in term 4. The reason behind this project plan was to implement self – checkout tills on Lidl Uk GmbH company as none of the UK stores provided this widely used service. Firstly, this assignment will focus on analysing the overall experience throughout the implementation of self – checkout tills, by pointing out if the project plan objectives were fully achieved. Further, a detailed analysis of how well the project plan is managed and executed will be made while using PRINCE2 approach in order to demonstrate general knowledge regards seven principles.  Moreover, an End of Project report will be made in order to evaluate the performance of the project whether the project plan goals and objectives are achieved or not. The EOP report will analyse if the project experienced changes or turned out the same within the planned original scope which includes essentials such as: timescale, budget, changes and risks. By the end of assignment, a brief summarises of lessons learn throughout the implementation of this project plan will be made along with recommendation on how to improve certain things on future projects.



[bookmark: _Toc41429685] Execution and control of Lidl’s project plan  
Developing a project plan can be a difficult task with requires lots of responsibilities and efforts. The Lidl’s project plan to implement self-checkout tills was planned to finish within 6 months. In order to achieve all the project plan objectives within the timescale planned, the project manager had to execute and manage the project throughout the implementation period. By constantly monitoring, reviewing, and revising can keep the project to stay on track and ensure that everything is going smoothly. The project manager focused on a few areas in order to manage and execute the “self-checkout” project plan such as:
1. Regular checks on the project. The PM (project manager) scheduled a time twice a week to review the project progress and ensure that that objectives are being fulfilled. 
2. Team communication. Even though PM is the one who has vision and developed the plan, building a good relationship with the team would lead a to better performance of the project. Every suggestion from experts regards the self-checkout till, were taken into consideration in order to be open-minded and value the team. Moreover, communicating with the team throughout the time and keep them in the loop was very crucial so they can be informed for any recent changes or deadlines.  
3. Assessing risks before occurring. An important strategy that PM applied throughout the implementation of tills was to be fully prepared of how to deal with any potential risk. 


[bookmark: _Toc41429686]PRINCE2 method

In addition, PRINCE2 is a flexible method of project management widely used by organisations and people. This method refers as a guideline to deliver and manage a successful project plan within the budget and timescale planned. Further, this method is consisted of 7 principles which define certain responsibilities that lead to manage the project (Haughey, 2015). The project manager of Lidl company followed this method throughout the implementation of the project plan. By focusing on PRINCE2 principles, the project was efficiently executed and managed to ensure and deliver a successful project plan. The project for self-checkout till was based on these stages: 

PRINCE2 stages of “self-checkout tills” project plan

Figure 1.1              Project                  Description           Project Plan         Stage Planning    Work Package          Work Package              Approval              mandate of                                                                                                               approval              Performed       
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Service Delivery Management 
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Project Start Up
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Lessons Report                                Strategy                   plan                          Assessment
                                                           Project Plan 
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    (Source: own) Note: This PRINCE2 framework was developed on the project plan from last term.
Moreover, this project plan was developed, executed, and managed through by focusing on 7 principles of PRINCE2 method. 

Progress

PRINCE 2 principles (Haughey, 2015)

The End of Project report
[bookmark: _Toc41429687]Lidl company  
Lidl GB is a German is a German company founded in 1994, and became well-known for providing a wide variety of groceries. Nowadays, after twenty five years of operation, Lidl GB has expanded its roots all over the Europe and Unites States by reaching 760 stores with over 22,000 employees. Their vision is all about fulfilling costumers satisfaction by providing the costumers with high standard quality products. Further, one of the reason behind Lidl GB success is their strategy of providing quality products at the lowest possible price comparing other companies in the same market. They achieve this by making sure to work close and keep a sustainable relationship with their suppliers. Lidl Gb’s main mission is delivering an outstanding customer satisfaction and to ensure constant innovation driven by latest technology. As Lidl Gb is on its way to become part of leading food retailers in the Europe, they have to put a lot of efforts to develop the brand due to the high number of competitors in food retail industry (Lidl GB, 2020). 
[bookmark: _Toc41429688]Self-checkout tills
However, by focusing on keeping the overheads low in order to set lower prices, Lidl has stopped investing on the latest technology, such as setting up self-checkout tills in stores. Most of the times, this has created an unpleasant experience to customers due to low number of maned checkout which results on massive queues. Nowadays self-checkout tills is widely used on food retail industry, and according to an study by IHL Consulting, the investment of such project would bring to Lidl approximately 10 billions profit, and is expected to grow over the years and experience an return on the investment (Franklin, 2006). As a result, a project plan to invest on setting-up self-checkout till in Lidl store was made and put in actions last year. The end of project analysis will indicate if the project plan was successfully done and the benefits it brough to Lidl company. 
[bookmark: _Toc41429689]The objectives of the project and if they were achieved
The main objective of this project plan was to indicate that the efficiency and profit of self-checkout tills can be a better option than ordinary tills. Further, the SMART objectives this project was achieve are listed as below:
· Increase of sales volume – It was indicated that self- checkout tills will attract  more customers who before avoided shopping in Lidl due to long queues. After the implementation of the tills, 10 stores in London indicated that they have attracted more customers which lead to a bigger revenue. So, this objective was successfully achieved. 
· Reduction of labour cost – It was expected that new tills will help the stores to reduce the number of labour, which would reduce the costs of operation. This objective turned out as planned  because a good part of customers who buy only a few things want privacy which leads them to use the self-checkout tills. This lead the company to the reduce the number of cashiers.
· Avoiding long queues – Nowadays a good customer experience means a fast and excellent service. Lidl was known widely for its long queues all the time, which lead some customer to switch for another company with faster service due to the lack of time. So, this is another objective favourably achieved as the processing capacity was doubled by providing 2 different options which reduced the queues. 
· To increase the store capacity – As we know, regular tills require big space, while on the other hand self-checkout tills take less space. This will increase the space capacity of the store which Lidl can use to add more variety of products. This objective did not turned fully as planned as the reduction of 2 ordinary tills was replaced with self-checkout tills, and there was not enough space to advertise more products. 
· To raise customer satisfaction – Customers will be able to reduce their shopping time by using the new tills. This objective was achieved because customers reduced their shopping time which increase customer satisfaction.  
Overall, 90% of this project plan objectives were fully achieved by making this an successful project which will bring value to Lidl stores in long-term. Moreover, the positive outcome of these objectives brough many benefits to the company, which most of them were forecasted by Lidl project manager and the majority of objectives were fully expected to achieve. 
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 The scope of this project plan was clearly made by planning and analysing every activity and work that needs to be done in order to make sure that every process is successfully done. The main areas and outcome of this project plan are as below:
Project timescale 
After analysing all the activities that needs to be done, it was estimated an overall project time  of 6 months. During these months, the project plan prioritized the tasks by pointing out the average days that will take in order to be successfully done. Further the real timescale that took every task to be completed will be shown in order to compare  if the project stayed in its original scope. 

	Tasks identified to implement the project plan 
	Estimated Timescale
	Timescale taken

	Project manager will deliver the “self-checkout tills” project plan. 
	30 days
	25

	Identifying activites such as: finding the right suppliers, selecting the team etc.
	30 days
	45 days

	Building a work breakdown structure in order to assure every task is completed.
	15 days
	10 days

	Identifying the budget needed to implement the project plan
	20 days
	15 days

	Identifying and assessing the risks associated with the project
	15 days
	10 days

	Implementation of self-check out tills in Lidl store 
	20 days
	30

	Training  the store employees on how to use the new tills
	7 days
	5 days

	Testing, quality assurance, trials will be made to assure the accuracy of new tills before delivering the new service
	15 days
	15 days


Source: own
As it can be seen, the accuracy of timescale planned on project plan was quite similar comparing to the real time that every task took to be completely done. There were some minor changes such as finding the right suppliers of materials and workers which took 15 days more than it was actually planned, or the implementation of the self-checkout tills which turned to take 10 days more than the planned time. However, the total time that took the project to be completely done was within the timescale planned of 6 months. 
Budget
Before the self-checkout tills were implemented, the project manager planned the budget that Lidl company was willing to invest in order to deliver this service. The estimated budget and the real budget  spent will be demonstrated as below:

			Budget for “self-checkout tills” project plan
	Project plan
	Estimated cost
	The real cost

	5x self-checkout tills
	£20.000 each = £100.000
	£90.000

	Delivery cost
	£1250
	1300£

	Installation of tills
	£3500
	£4000

	Training of store employees
	£2000
	£1500

	Total cost
	£106,750
	£96,800


Source: own

As it can be seen the total cost estimated on project plan was £106,750 where the majority of money would be spent on purchasing five tills that would cost £100.000. However, by collaborating with quality suppliers, the tills were managed to be purchased on £90.000 which saved the company £10.000.  The outcome of project plan budget is positive as the company managed to implement the tills within the planned budget.
[bookmark: _Toc41429691]Risks that could have identified earlier 
The assessment of potential risks is an crucial area for project managers in order to deliver a successful project plan despite the problems it can face throughout implementation. In Lidl’s project plan, there were a few risks determined, but the risks with the highest likelihood to happen were two such as:
1. Overall project failure. In order to make sure that everything was running smoothly, project manager monitored and managed the project throughout the time to make sure that all objectives were fulfilled and at the required quality standards. 
2. Equipment failure. This is a potential risk that could have happened, but before implementation, the project manager ensured that equipment is at high quality and fulfils company standards and compliance. After setting up the tills, a period of 15 days was used a trial to ensure that the new service was successfully done. 
These were the two main potential risks, which were avoided to happen due to a robust project plan. However, after the implementation of “self-checkout tills”, there was a serious concern from Lidl’s store managers regards the new service. It was stated that the number of thefts increased due to the lack of supervision in self-checkout tills. The fail to scan a product or swapping the price tag was a serious concern which lead the store to take actions in order to prevent this. The store manager installed extra security camera, and an extra employee to be based only in tills and supervise the customers. This is a serious risk that was not recognized by project manager, otherwise actions such extra supervision would have taken in time. 

[bookmark: _Toc41429692]Lesson learnt during the project
Developing a project plan can be a challenging and a complex task which takes lots of efforts and investment. However, if the project is done properly and turns out how it was planned, the company can benefit, and experience return on investment (ROI) in long-turn. Being able to develop a “self-checkout tills” project plan for Lidl company taught me to set clear objectives and to plan everything in detail. Further, a crucial lesson is forecasting potential risks in order to be fully prepared to manage and monitor them throughout the time.  
Furthermore, timescale is another crucial area that overall went well as the project plan was finished within the time planned. However, based on this experience, next time I would change the timescale in order to implement the project in a shorter period of time. The pressure of deadline will push us more in order to finish the project for a period of 3 months, instead of 6 months.  A good planning regards to finding the right stakeholders, budget, employees or risk would have helped us to deliver the service faster. In addition, stakeholders is an area where  Lidl project plan faced as an challenge because their offers did not meet the budget planned. As a result, an additional 20 days was spent regard finding the right stakeholders who would help us to reach the objectives of this project plan. So, the lessons learn through this project plan lead to make some recommendation for future project such as: 
1. Setting objectives that 90% are achievable. 
2. Focus on determining the potential risk in order to be fully prepared to deal with it.
3. Finding the right stakeholders is the key to achieve a quality project. 
4. Timescale must be planned properly in order to not waste time. 


[bookmark: _Toc41429693]Conclusion
To sum up, Lidl is a food retail with the potential to become leader in Europe’s food industry. As the competition within the companies has increased over the years, Lidl has to constantly improve the quality of their products while maintaining competitive prices. In addition, technology is taking over everything and help the businesses to increase the profit in many ways, one of which is providing new services such as self-checkout tills. After developing a robust project plan, new tills were implemented within a timescale of 6 months. The PRINCE2 principles were followed and analysed to execute and manage the project in order to ensure and drive an successful project plan. Due to the determination, efforts of the project manager and the team, self-checkout tills we successfully implemented within the budget and timescale planned. However, this kind of project plans can be challenging to develop and this why there is always room to improve on how to successfully manage and execute an project plan. 
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(Note: This assignment is based on the project plan developed last term and similar information are mentioned in this report)
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