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1. EXECUTIVE SUMMARY
Project management is the use of certain procedures, strategies, expertise, knowledge, and experience that is used to meet the specific projects goals, it has a within agreed-upon guidelines and must follow to project approval requirements. 
This report will critically evaluate all the changes that have taken place in the chosen organisation’s shop, but mainly about the changes that had to be implemented due to the Covid-19 pandemic. The plan will start from end of June when the decision was taken to restructure and make employees redundant that did not meet the criteria of flexibility, until the end of November when the organisation decided to downsize a second time, a Gantt Chart will be used to show the start and end date of the project. All the relevant steps of the project will be discussed, and how the employees will be kept informed throughout all process, through a communication plan.
2. INTRODUCTION
Project management is the use of certain procedures, strategies, expertise, knowledge, and experience that is used to meet the specific projects goals, it has a within agreed-upon guidelines and must follow to project approval requirements. It is organised, lead, reported completed by people. The final deliverables are always limited by a determinate timeframe and the budget in project management. 
The chosen organisation is Pret a Manger, a UK based, high street coffee and freshly handmade sandwiches company, that was founded in 1986 and that has expanded to 10 other countries worldwide, over the years, but due to the Covid-19 pandemic, after facing a financial drawback, was forced to close 36 shops in the UK and restructure most of the other shops and the employees. (Pret, 2020)
This report will critically evaluate all the changes that have taken place in the chosen organisation, but mainly about the changes that had to be implemented due to the Covid-19 pandemic, in a Pret a Manger shop, it will mention how the shop used to operate pre and post Covid-19, all the changes that took place, the report is about a plan for the implementation of a project to restructure employees and shops in the organisation, due to the Covid-19 pandemic and the reason that motivated me to choose this specific plan, was the fact that the shop where I work was downsized, from 23 employees, plus the manager that worked in the shop, only 3 remained, the shop used to have a fully operating kitchen, now all the sandwiches are made in another shop and have to be collected along the day. The organisation decided to make redundant many employees, because even though they adhered to the government furlough plan, it was more viable for the company to make employees redundant, than to continue to pay for the percentage that the company had to pay, for furloughed employees. One year into lockdown, many of the company’s employees, are still on furlough and documenting a list of specific goals, functions, deadlines, tasks, and the costs.  The plan will start from end of June when the decision was taken to restructure and make employees. The project will contain the appropriate key project tools and techniques to support the project, describe the relevant tools, and analyse their strength and weaknesses. Prince2 management method will be used as it is a tool that divides projects into manageable and controllable stages. It will also include a waterfall project management because it maps out projects into distinct, sequential phases, with each phase beginning after the previous one phase ends. Project Scope that involves determining redundant that did not meet the criteria of flexibility, until the end of November when the organisation decided to downsize a second time, a Gantt Chart will be used to show the start and end date of the project. All the relevant steps of the project will be discussed, and how the employees will be kept informed throughout all process, through a communication plan. A SWOT analysis will be used to identify the strengths and weakness of the project and a self-assessment plan to analyse the performance on managing this project that I will be analysing.
3. GENERAL INTRODUCTION OF THE PROJECT 
The project that will be presented, is the restructuring of the employees in a shop, that due to the Covid-19 pandemic and the restructuring of the shop, will no longer be needed. Certain procedures will have to be followed to determine, who will be made redundant in the process and who will continue to work for the company. As project manager, I was presented with this challenge and this is the project that I will be presenting to the company.
All the employees will be contacted by email, to inform them of the company’s intention to downsize. A date will be scheduled, for a Zoom meeting to take place, where each employee will be contacted individually, and where each one will be informed via the meeting about the intention. The meeting will be conducted by a chosen shop manager and the manager will be going over some relevant points, that I as project manager presented to be asked, so that each employee, can give their time availability. The shop will have to choose a representative, for future Zoom meetings, and to gather questions from all the employees, so that all relevant information can be analysed. The information will be regarding the reason for the proposed dismissal, why the company is downsizing, the proposed numbers and description roles of the employees that will be need and the ones that will be dismissed, the method that will be used to carry out the dismissals and how the redundancy payments will be calculate. A family tree will be presented for the shop, with the different roles that will be needed, after the downsizing. 
4. INTRODUCTION OF KEY MANAGEMENT TOOLS AND TECHNIQUES
Project management tools and techniques are useful in projects because they help to manage projects in an easier and more effective way, it helps to determine how the project will flow, and to get the required results. Because of the impact the Covid-19 pandemic, had on all the organisations globally, many changes had to be implemented in the organisations, and project managers had to plan projects, to implement these changes, using the appropriate project management tools and techniques, it facilitated them to implement the changes required in the organisations.
There are many other tools and techniques that can be used in project management, but some are more relevant for certain projects than others. To name a few project management techniques, Agile, Scrum, Work Breakdown Structure (WBS), Gantt Chart, PERT, Critical Path Method (CPM), Kanban. And then there are project management tools that are mainly for online usage, to name a few, ClickUp, Wrike, Asana, Trello, Workzone. 
In this report to assist me in my project, Prince2 and Waterfall Model will be used, as I thought that these would be the most appropriate for the project.
4.1 The Prince2 process

The 7 PRINCE2 processes are:
1. Starting to set up the Project.
2. Initiating the Project
3. Directing the Project
4. Managing the Stage limits
5. Controlling the different stages
6. Managing the delivery of the project
7. Closing of the Project
PRINCE2 is a process-based method for effective project management and will give you the fundamental skills you need to become a successful project manager. Prince2 means PRojects IN Controlled Environments, second edition, and is recognised and used worldwide, as it is the most popular project management method.  Developed in 1996 by CCTA (the central computer and Telecommunications Agency). 
The strengths of Prince2 are the fact that it has a very flexible framework and can be used in any type of project. It has a good way of communication and accountability in projects. Focus on outputs and provides continued improvement in the process of the project, and positive results are guaranteed. The weakness of this model is that there is too much documentation involved and must be continuously updated throughout all process. Since there is never too much involvement from others involved in the process, it can slow the project down a bit. As my project is restructuring employees in aa shop, and consequently being made redundant, I thought that Prince2 would be appropriate to use in my project. (Mathis, 2014) (Understanding PRINCE2 Methodology in Project Management, 2021)
4.2 Waterfall Project management model

This model is based on requirements, easy to use and understand, each one of the phases has precise deliverables and it also has a reviewing process. This model was developed by Winston W. Royce. The stages of the waterfall project management model, that divides the development of the project process in phases, each phase starts, when the previous has ended, the phases are:
1. Analysing the project
2. Designing the project
3. Implementing the project
4. Testing the project
5. Putting the project into operation
Strengths of the Waterfall model are, that each phase must be completed before the, next one is started. It is a model that is suitable for projects that have well defined requirements. The weakness of this model is the fact that if there is an error, it can only be fixed during the phase. It cannot be used in more complexed projects where the requirements are in constantly changing. As this is a very phased project, as project manger I decided to use the Waterfall method, in the project.
When developing a project, the project is divided in phases, Project Management Institute (PMI) divided into 5 phases, the conception of the project, the initiation of the project, planning the project, executing the project, monitoring the project, and finally closing the project. (11 Useful Project Management Tools and Techniques – blog, 2021)

5. IMPLEMENTATION PLAN of the project 
	Project Manager: Elsa Almeida


	Project: Restructuring of Pret a Manger Employees at 43 King Williams Street




5.1 Step 1: Defining the Project

The purpose of this project, is a plan for the implementation of a project to restructure employees and this shop in the organisation, that due to the Covid-19 pandemic closed down for 2 months, since 22 of march 2020 until 11 May 2020, the reason that motivated me to choose this specific plan, was the fact that the shop had to be downsized, due to the fact that the shop post Covid-19 pandemic is not as profitable as before, because the country is in lockdown, and the organisation has had a big revenue loss. This shop’s customers were mainly office workers, that presently, due to government guidelines are working from home, and tourists, that due to the country’s restrictions, are not allowed into the country. Before Covid-19 pandemic, this shop use to have 24 employees working in the shop, from those 24, only 5 remained, the shop used to have a fully operating kitchen, now all the sandwiches are made in another shop and must be collected along the day. The average daily revenue was +/- 8 thousand pounds. A strategy needs to be set up, to implement the changes. The strategy used to identify, who will be affected by this restructuring, will be an employee working time availability criteria. The employees will be asked, their availability to start working at a specific time, and whether they are available over the weekends. To implement this project a shop Family Tree will be proposed.

Proposed shop family tree
	
	Pre Covid-19 Family Tree
	Post Covid-19 Family Tree

	Ideal Family Tree
	Assistant Manager Floor x 1
	Assistant Manager Floor x 0

	
	Assistant Manager Kitchen x 1
	Assistant Manager Kitchen x 0

	
	Floor Leader x 2
	Floor Leader x 2

	
	Kitchen Leader x 2
	Kitchen Leader x 0

	
	Hot chefs x 3
	Hot chefs x1

	
	Baristas x 3
	Baristas x1

	
	Team Member Trainer x 1
	Team Member Trainer x0

	
	Team Members x 10
	Team Members x1

	Current Minimum Committed Hours
	726
	

	New Minimum Committed Hours
	
	369

	Hours Variance
	
	357


(Pret, 2020)
Paid breaks - the company will no longer pay for breaks
Contracted hours - will be reduced from 35 hours/week to 28 hours/week, full contract.

5.2 Step 2: Identifying and Meeting with the Stakeholders
Before starting this project, as project manager, I will have to meet with the relevant stakeholders that will be affected by this project and present my implementation plan, to all the stakeholders that will be affected by the results of this implementation project plan. The stakeholders, being the organisation and the employees that used to work in this shop and to communicate to them the intention of downsizing the shop. The strengths and weaknesses need to be evaluated, so that they can be transmitted to the relevant parties involved. (Pret, 2020)



5.2.1 Stakeholders Influence/ Importance matrix
	A
Stakeholders with high importance/ low influence
Employees
Customers
Bank
Government
Trade and Industry Association
	B
Stakeholders with high importance/ high influence
Company
Shareholders

	D
Stakeholders with low importance/ low influence
Suppliers
Communities
	C
Stakeholders with low importance/ high influence
Competitors
Unions



5.3 Step 3: Setting + Prioritizing Goals

After all the project goals for the downsizing of the shop are analysed, those goals need to be prioritized, and all the objectives of the project must be outlined, to what benefits can be obtained with the project. All new options must be considered and these goals and new strategies for the new implementation project plan, need to be communicated and shared with the stakeholders. 

5.4 Step 4: Establishing criteria for success

Along the duration of the project, as a project manager, you must determine if you are sticking to the objectives and final goals of the project. You must evaluate every step of the project constantly, not to get out of the proposed goals. 

5.5 Step 5: Critical Project Milestones and Deliverables

The project must have a life cycle and must include the main phases, initiation, planning, execution, closure. An evaluation is very important at the end of each stage. Every phase that is accomplished, must be critically evaluated to see if it was successful, before moving on to the next stage. Collect all relevant data of each phase, so that it can be communicated to the stakeholders. 

5.6 Step 6: Selecting the team members + responsibilities

As a project manager, you must select the right people that will be working with you to get the implementation project plan done. The success of the project depends on having the right people involved. Each person working on the project must have a clear idea of what is expected of them. Open and clear communication is very important. As part of this project, there will be the project manager, the shop manager, and 2 shop representatives. 



5.7 Step 7: Choosing tools and methods and techniques for project management

All the tools, methods and techniques have to be applicable to the project and they must be able to define project tasks, and if they are on schedule, that they are communicated to the stakeholders, the right resources are being used. That the project is going as it was planned, in phases and in the proposed tasks. Milestones are being met. Time is being managed well. Deadlines are set realistically, and that any changes are being implemented correctly.

5.8 Step 8: Create Project Schedule

Each phase must be analysed, and a time scheduled has to be assigned to it, in order to have each task completed within its timeframe. A certain amount of time must be determined and the necessary resources that the task or phase requires analysed, so that phases do not overlap, and the previous task or phase is not completed within the assigned time, when setting up the project. 



5.9 Step 9: Complete a Risk Assessment

There are certain steps that must be followed in completing a risk assessment, because no project is risk-free, all potential risks that something can go wrong with the project have to be analysed. All the steps must be monitored constantly, in case something goes wrong, analyse what impact it can have on the project, find alternative solutions, in case the proposed ones, go wrong. Always have a backup solution to implement, and therefore, the results always must be monitored along all process of the project, to prevent any mistake from happening or affect the project negatively. A risk management strategy must be developed, so that you as a project manager are prepared for any contradictions.
5.10 Step 10: Test all the Deliverables

All the deliverables must be tested at the end of every single milestone and the final proposed project plan must meet all the project requirements. Every time, before moving on to the next phase of the project, it is essential that you are sure that the project is going accordingly to the way it was planned. 

5.11 Step 11: Evaluate all the Project Results

When the project has been completed, you must communicate the restructuring to the stakeholders and implement the reorganisation. You must analyse what you could have done differently along the project and determine if what was implemented will be functional, or if any changes need to be made for future projects that you undertake. 
(11 Steps to successful Project Management - VIENNA Advantage, 2021)






6. Human Resource Requirements
Project Organisational chart of Pret a Manger
                                                PROJECT MANAGER


(Pret, 2021)
7. Who is involved in the project?
The project manager was hired to implement the restructuring plan, by the organisation’s CEO, Chief people officer, Chief customer officer, UK Managing director, Interim chief financial officer, Chief partnership officer, non-executive director, that were the people involved in taking the main decision of restructuring the employees and the closure of the shops, that were less profitable. Ultimately, a  shop manager, was appointed to conduct the Zoom meetings with the employees of the shop, communicating and getting the employees feedback, trough the shops representatives and pass on the employees’ question to the respective people in charge in the head office, getting back with the answers and ultimately communication the decision of who was made redundant, after the all plan was implemented and executed. (Pret, 2021)
8. Costs/ benefits of the project
The reason for downsizing this shop, is to reduce the costs, that the company is currently have with all the employees, due to the Covid-19 pandemic, that forced the shop to close, during national lockdown. By downsizing the company will save on the expenses it is having, by maintaining so many employees in the government furlough scheme. Even though the company must pay the redundancy payments, the company will eventually save a lot of money. As the costs of the monthly rent, electricity continues to be the same. Cost with weekly payment to the employees, will be reduced, because less employees are working in the shop. Costs to suppliers, will be around 80% less than before Covid-19, as the shop does not need to order so many products.
9. Financial part of the project
Redundancy payments calculation:
Employees getting redundancy must be working in the company, for 2 years or over
	A. Statutory Redundancy Payment
1 and ½ weeks basic pay for each year of service, if the employees are 41 or over (week’s pay is capped at a rate of £ 538 per week)
1 week’s basic pay for each year of service, if employees are up to 40

	B. Company’s Redundancy Payment
1 and ½ weeks basic pay for each year of service, if the employees are 41 or over (week’s pay is capped at a rate of £ 538 per week)
1 week’s basic pay for each year of service, if employees are up to 40

	Total Redundancy payment = A+B


(Pret, 2020)
10. Milestones
Milestones must be SMART = they need to be specific, measurable, assignable, realistic, time-framed in any project. Theses are the set dates for the milestones in this restructuring of the shop project.
· Decision to restructuring - 20/06/2020
· Communication – 03/07/2020
· Choosing shop representatives – 05/07/2020
· Zoom meeting – 10/07/2020
· Getting feedback – 20/07/2020
· Communication – 03/08/2020
· Zoom meeting – 15/08/2020
· Communication – 17/08/2020
· Redundancies (first phase) – 01/09/2020
· Communication – 01/10/2020
· Decision to restructure again – 05/10/2020
· Choosing representatives – 05/10/2020
· Zoom meeting – 10/10/2020
· Getting feedback – 22/10/2020
· Communication – 2/11/2020
· Implementation – 23/11/2020
· Redundancies (second phase) 30/11/2020
· Closure of the project
11. Gantt Chart 
	GANTT CHART FOR RESTRUCTERING OF EMPLOYEES IN SHOPS AT PRET A MANGER

	
	
	
	START DATE
	
	
	
	
	END DATE

	TASK NAME
	 
	STATUS
	JUNE
	JULY
	AUGUST
	SETEMBER
	OCTOBER
	NOVEMBER

	
	
	
	
	
	
	
	
	

	PLANNING
	 
	 
	 
	 
	 
	 
	 
	 

	DECISION TO RESTRUCTURE
	IN PROGRESS
	20/06/2020
	
	
	
	
	

	COMMUNICATION
	IN PROGRESS
	
	03/07/2020
	
	
	
	

	CHOOSING REPRESENTITIVES
	IN PROGRESS
	
	05/07/2020
	
	
	
	

	ZOOM MEETING
	IN PROGRESS
	
	10/07/2020
	
	
	
	

	GETTING FEEDBACK
	IN PROGRESS
	
	20/07/2020
	
	
	
	

	COMMUNICATION
	IN PROGRESS
	
	
	03/08/2020
	
	
	

	ZOOM MEETING
	IN PROGRESS
	
	
	15/08/2020
	
	
	

	COMMUNICATION
	IN PROGRESS
	
	
	17/08/2020
	
	
	

	EXECUTION
	 
	 
	 
	 
	 
	 
	 
	 

	REDUNDANCIES
	
	
	
	
	01/09/2020
	
	

	MONITORING
	 
	 
	 
	 
	 
	 
	 

	COMMUNICATION
	IN PROGRESS
	
	
	
	
	01/10/2021
	

	DECISION TO RESTRUCTURE
	
	IN PROGRESS
	
	
	
	
	05/10/2020
	

	CHOOSING REPRESENTITIVES
	IN PROGRESS
	
	
	
	
	05/10/2020
	

	ZOOM MEETING
	IN PROGRESS
	
	
	
	
	10/10/2020
	

	GETTING FEEDBACK
	IN PROGRESS
	
	
	
	
	22/10/2020
	

	COMMUNICATION
	IN PROGRESS
	
	
	
	
	
	02/11/2020

	IMPLEMENTATION
	IN PROGRESS
	
	
	
	
	
	23/11/2020

	CLOSING
	 
	 
	 
	 
	 
	 
	 
	 

	REDUNDANCIES
	
	
	
	
	
	
	30/11/2020



12. Risk Management Plan
The risks of this project can only be evaluated once the project is implemented and closed. One of the major risks is that the right skilled employees are made redundant, and a less skilled employees will be kept in the company. 

13. Communication plan

	INFORMATION
	KEY STAKEHOLDERS
	TIMING
	COMMUNICATION METHOD
	INFORMATION PROVIDER

	Communication of the intention to downsizing
	Employees
	Beginning of project
	By Email
	Company

	Zoom Meeting
	Employees
	First consultation
	Via Zoom
	Manager

	Communication trough representatives
	Employees
	Weekly
	Via Zoom and message in a group chat 
	Shop representative

	Zoom Meetings
	Employees
	Weekly
	Via Zoom
	Manager

	Communication of decision/ redundancies announcement 
	Employees
	End of project
	Final Zoom Meeting/ By Email
	Manager









14. STRENGHTS AND WEAKNESS IN MANAGING THE PROJECT
14.1 SWOT Analysis
	STRENGHTS AS PROJECT MANAGER
	WEAKNESSESS AS PROJECT MANAGER

	Good communication
Leadership
Good decision-making skills
Working well under pressure
Good vision skills
Having the right technical skills
Anticipating risks involved in the project 

	Taking too long implementing the project
Focusing too much on certain details
Being emotionally involved
Not having enough experience
Lacking confidence






14.2 Self-assessment plan 
As a project manager, you must be able to evaluate, if you can work in collaboration with others, and have the necessary skills to do the project, if you are able to work wit aa team. If you have enough motivation to carry out the implementation of the project, if you are a good problem solver, if you have the correct decision-making skills for the project, if you are a good leader, if you can work well under pressure, if you have great communication skills, if you can adapt easily, working on this kind of project. You need to have the right attitude to take on the project. 
You have to be able to implement and schedule the project successfully and keep the project timelines. After the completion of the project, you have to evaluate if the was any other way that you could have implemented and carried out the project, asking for feedback from the stakeholders and the other people involved with the project about your performance. 





15. CONCLUSION AND RECOMMENDATIONS
In conclusion to this report about, for the plan for an implementation of restructuring a shop, as project manager. This report critically evaluated all the changes that took place in the chosen organisation, but mainly the changes that had to be implemented due to the Covid-19 pandemic, in the particular shop, it mentioned how the shop used to operate pre and post Covid-19, all the changes that took place, the report is about a plan for the implementation of a project to restructure employees and a shop in the organisation, due to the Covid-19 pandemic and the reason that motivated me as project manager to choose this specific plan.
The project contains the appropriate key project tools and techniques to support the project, describe the relevant tools, and analyse their strength and weaknesses. Prince2 management method was used as it is a tool that divides projects into manageable and controllable stages. It also includes a waterfall project management because it maps out projects into distinct, sequential phases, with each phase beginning after the previous one phase ends. Project Scope that explained all the steps that were taken to set up the project, that started at the end of June and was terminated the end of November, a Gantt Chart was used to show the start and end date of the project. All the relevant steps of the project were discussed, and how the employees were kept informed throughout all the process, through a communication plan. A SWOT analysis was used to identify the strengths and weakness of myself as project manager and a self-assessment plan to analyse my performance on managing this project. 
As per recommendations of this project, I would add that the company in future, should give the remaining employees, some kind of benefits, when the company gets back to their pre Covid-19 sales, especially to those employees that continued to work, during the Covid-19 pandemic. I would also recommend that the company change their policy of having a certain amount of food waste at the end of the day, as the company is facing financial drawback, that would help them save more money. 
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