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[bookmark: _Toc70543894]Executive summary

The following report has analysed different tools and techniques for project management and applied to specific project of opening a new branch Costa Coffee during the pandemic situation, the pandemic has forced the project to move the end of date of the delivery and has tried to meet all the requirements and the objectives of the project.
[bookmark: _Toc70543895]Introduction 

The following report will present and analyse the steps of project management, evaluate the effectiveness of the plan through project management methods ( waterfall- a traditional method and Prince2) and strategies, assessing the steps of the projects and the milestones using Gantt chart (Clark and Gantt, 2013), provide a clear organisation chart, discuss the costs and benefits of the project using Swot analysis and financial resources needed and also understanding the stakeholders of the project.  
 Moreover, the project chosen to be analysed and discussed for this report is opening a new corporate franchised branch of Costa coffee shop in a cinema location during the pandemic period and show the challenges faced by the project during this time.
  This project was chosen because the Costa coffee company is the largest in the United Kingdom, was founded in London, England, in 1971 by Italian brothers Sergio and Bruno Costa, is the United Kingdom's favourite coffee shop, having been named "Best Branded Coffee Shop Chain in the United Kingdom and Ireland" for the past five years by Allegra Strategies. Costa has diversified into both the at-home and gourmet self-serve markets.(Costa.co.uk, 2017) 
Project management is considered a 'practise.' It needs both strong interpersonal skills (soft skills) and formal management to be successful (hard skills). I've focused on the latter because it's where the myth of project management needs to be busted the most (Buttrick, 2009, pp.24).
Moreover, most of the projects, big or small, can be planned by breaking them down into small projects that can be easily manageable tasks, scheduling them, and then monitoring them as work progresses.
A project manager responsibilities that can lead to a successful project is a project manager that can deliver the project in timescale, the anticipated budget, being able to offer production of the quality of the expected deliverables and management of changes in expectation of people throughout the way (Roberts, 2011).
Project managers are more responsible for good communication than the rest of the team because they spend so much time interacting with people and groups. the project manager is the most natural person to help create and sustain that network (Berkun,2015, p.177).
The project of opening a corporate franchised coffee shop Costa in a Lockmeadow Entertainment Centre located in Maidstone, a city with 171,800 people, this is a project with a medium-term time that this project has a 9 month to be finished and ready to open up, start date of the project is 01.11.2020 and the end date is 01.08.2020, this project was finished two months later caused by the pandemic situation.
 
 Moreover, as a project manager currently working for Costa, I have been chosen to manage this project, the idea has been proposed by the coffee company, the partnership between Lockmeadow Centre and Costa company will benefit both parties, the cinema will benefit because it will attract new customers and would also benefit from the appeal of Costa coffee, as a franchise partner, Costa will also offer support from the company framework.
The main scope of this project is to deliver well-known coffee( Costa) and provide the best experience to people that come to enjoy a movie or just for customers that want to enjoy Costa coffee, the coffee shop is also known for its sweet and salty snacks, moreover this project scope is also to attract more customers for both companies.
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The tool chosen to plan this particular project is Agile methodology is a set of methodologies that focuses on delivering high-quality software in a short amount of time. Self-organizing cross-functional teams collaborate to create the specifications and strategies in this project.
On the other hand as project manager, the Prince2 methodology had been added as this method can give a predictive, plan-oriented view in the step of planning to understand the steps of the project better and the agile method can help to understand where it needed to adapt.
Moreover, Prince2 allows the customer to remain concentrated on the original business objectives of the project, Agile approaches are highly responsive to changes in the project environment.
Advantages using Agile methodology and Prince2
The agile methodology enables better performance, it is faster through short and interactive sprints, also applying to the project, this helps to be flexible and reduce the risk of missed objectives, therefore this also will enhance stakeholder participation and satisfaction.
On the other hand for teams, customers and project manager, the agile method can be used to implement faster solutions, increase flexibility, optimised the process of development of the project and better control. (Twproject Staff, 2018).
 
Disadvantages of Agile and Prince2 methodology
 
The following are some of the issues with agile software: Throughout the development process, active user engagement and a close relationship are needed and also the flexibility that refers to the ability to change the course of action when needed and also the commitment of the project manager on length of the project. (Twproject Staff, 2018)
 
PRINCE2 method offers the management project a common standard approach, which is why this is preferred by many administrations and global organisations. Its ease of use makes it easy to learn even for people with limited experience. It also favours it(Solus Informatics Pvt Ltd, 2019).
Prince2 is common for larger projects and it is mainly preferred for global organisations, in the current project this method is not suitable for it as it requires a robust plan of business and also it does not use the soft skills of the project manager.

While PRINCE2 is focused on understanding what products are needed to support business needs, agile focuses on the efficient completion of these products and increasingly provides work with more working software (products) (Buehring, 2015).
The best of both worlds therefore can be achieved by using agile approaches to PRINCE2 projects – PRINCE2's structure and direction, coupled with flexibility and agile responsiveness (Buehring, 2015).
Therefore, PRINCE2, including any agile approach, can use any development approach they wish to take. Provided they meet the PRINCE2 interface, teams can use Agile's benefits (such as ongoing delivery), while PRINCE2's focus on business justification maintains the advantages (Buehring, 2015), both of them make good use of the methodology for this project, one is focused on the refurbishment of the location and the Agile methods are a key in delivering the project on time.
Agile PRINCE2
 
 In 2015 AXELOS launched PRINCE2 Agile to recognise that many people had difficulty finding ways to apply the PRINCE2 to flexible projects.
 The principles, themes and processes are the same as each other. PRINCE2 Agile explains in particular what is required for «fixing or flexing» the six PRINCE2 performance objectives (Buehring, 2015).
Waterfall method
The waterfall method uses the customer needs to implement the project, therefore At the start of the project, customers will find it difficult to express all their needs, this linear project schedule has little flexibility and is static to respond to unintended events (Solus Informatics Pvt Ltd, 2019).


If the consumer is not happy with the product in the checking process, returning and redeveloping the code can be very expensive also the waterfall method is used especially for projects that follow another project, for the current project this method is not applicable as is just a single medium project and also this project did not bear because of customer needs.

The key difference between Agile and Waterfall is that in the waterfall process, there are multiple checks carried out in phases and the team is expected to produce a specific component in each step, while in agile, the team is expected to complete their project in iterations rather than phases. The anticipated deliverable at the end of each iteration is a working code that can be modified over time to satisfy the demanding client's ever-changing needs. (Solus Informatics Pvt Ltd, 2019).
Scrum another tool is not a complete project management framework. Rather, it refers to a method of Agile management that emphasises project teams, brief "sprints," and frequent stand-up meetings and because this methodology is used on complex applications with an experienced team and large scale projects, it does not apply to this project(Cohen, 2019).
Methodology of the Critical Path (CPM).
Within a work breakdown structure, the Critical Path Method categorises all tasks required to complete the project. Then you plot out the estimated duration of each operation as well as their interdependencies. This is determining which tasks can be performed concurrently and which should be completed first(Cohen, 2019).
Furthermore, the critical path is not applicable for the project because all must be planned from the beginning and then If changes are made, the whole schedule does not matter. This approach is therefore inappropriate for projects with evolving requirements.
Critical Chain PM is a relatively recent project management methodology. It was created as a resource-management-focused alternative to the Critical Path approach. The project manager identifies the deliverables and then maps out the activities needed to complete the project using previous experience. You also map out the linkages between resources and assign them to each task accordingly(Cohen, 2019).
CCPM does not focus on finding the "best" solution to a dilemma. Instead, it prioritises "nice enough" strategies that can contribute to achieving the end goal(Cohen, 2019). Since working backwards from the end target, CCPM usually produces better outcomes for complex projects.
Furthermore, this methodology is not bringing the best solutions that are needed for a medium-term project, therefore this method was not an option for the project.
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 A project approach involves the introduction of complex modifications involving processes, systems, accountability and culture, the implementation of the project will break up into small projects to be manageable. Further, the project will be mapped so any decision taken will be decided in consideration of the workloads and the steps of the project.

This project that consist of opening a new branch of Costa Coffee partnered up with Lockmeadow Entertainment Centre in Maidstone, a location that offers an eight-screen ODEON Cinema, a gym and pool, and an 18-lane bowling alley, as well as a variety of restaurants to bring our customers. The Maidstone Market is also located in Lockmeadow, this offers the company Costa the opportunity to attract more customers, following the success of the other branch of Costa located on Fremlin Walk on high street.

Costa Coffee's project objectives during its first year of operation are: Profits to be realised by the ten-month of being fully opened and also keeping total profit margins of at least 65 per cent.
Costa Coffee is operating in more than 30 countries, but the most of them are located in United Kingdom  with  2,700 from 4,000 that are all over the world. The World coffee portal is showing that despite severe Covid-19 disruption, Costa Coffee still managed to open a net of 56 stores in the United Kingdom across 2020, maintaining a 29 percent share of the UK's overall branded coffee chain market. Furthermore, the strong brand in the United Kingdom has tried to diversify sales in the aftermath of government-mandated provisional store closures, intensifying click & collect, third party distribution, drive-thru, and its premium packaged coffee deal. (Portal, 2021).
On August 31, 2018, the acquisition was first announced, Costa gives Coca-Cola a strong presence in the global coffee market, with operations in more than 30 countries. Coffee is rising at a rate of 6% per year around the world. From the current Costa Express vending system to opportunities to launch ready-to-drink items, Costa has a flexible network across various formats and platforms (Coca-colacompany.com, 2019).
Moreover, the first step of implementation of the project is planning the steps of the project using The work breakdown structure that gives a clear view for planning, scheduling and controlling the project. The WBS provides stakeholders with an easy-to-read graphical representation of the work, enabling them to thoroughly examine it for missing work elements. People often underestimate the time and effort needed to complete a project. A fully designed WBS emphasises the magnitude of the task at hand and also WBS provides a simple and logical framework for estimating activity duration and expense, as well as assign duties and resources to activities. The WBS is an outstanding tool for assessing the project's risks (Heerkens, 2015).
 

Table of work breakdown structure
	Tasks 
	Start 
Date
	Finish date
	 Responsibility and resources

	Project announcement and delegation
	1/11/19
	01/08/20
	Project manager

	Meeting to discuss the details about the project
	5/11/19
	30/07/20
	Meeting to announce possible changes on restructuring of the team

	Employee tasking and evaluation
	15/11/19
	20/07/20
	Project manager

	IT software system
	01/06/20
	06/06/20
	Team for IT support

	Team for redecorate the location
	08/11/19
	01/06/20
	Strategy and human source

	Meeting  with the stakeholders
	01/12/19
01/05/20
	01/07/20
	Management department and the stakeholders

	Risk assessment 
	01/11/19
	01/03/20
	Findings on the risks of the project

	Accountability
	10/11/19
	10/05/20
	Management, employees for accounting

	Information on training for future employees 
	15/11/19
	01/07/20
	Human resources departament

	Update on the project plan
	01/04/20
	01/07/20
	Project manager

	Provide a performance report to employees 
	01/01/20
	01/08/20
	Project manager

	Meeting to confirm budget
	15/11/19
	01/08/20
	Executive department and team that will be assigned for the project

	 Meeting update on the project
	20/03/20
	01/08/20
	All employees of Costa Coffee
( the pandemic situation has made the project to stand by)

	Implementing security systems and measures
	01/12/19
	01/08/20
	A team for Security and equipment

	Conducting environmental audit and assessment
	12/12/19
	01/08/20
	Environmental specialist

	

	Analyse and evaluate project plan
	01/01/20
	01/08/20
	Budget, additional equipment

	The opening of the Costa Coffee shop
	01/08/20
	
	Project manager


The work breakdown structure creates and defines the framework for the project deliverables and the project deliverables for opening a coffee shop consists in the first instance to full refurbishment of the location, next to the cinema that will offer at least 20 people to seat in but with the availability of take-way, the location is inside of the building, for this particular project it will be needed a small kitchen with features for drinks making equipment( espresso machine, coffee bean grinder, filter coffee, tea brewer, food equipment( toaster, microwave, panini machine, oven) ant counter equipment ( cash register, cash machine, pos), location equipment like television, radio.

By careful planning, the risks facing the company can be identified. The project management of the Costa Coffee Shop will therefore determine the options available to implement if the main project is not successful. The implementation of the alternatives will make it easier to continue the project, which will bring the project to a successful conclusion, project management will have a sufficient financial base so that they can overcome the most anticipated obstacles or obstacles along the way that only emergencies were(Roberts, 2011).
Chief Executive Officer, Finance Manager, Human Resource Manager, Marketing Manager, and General Managers. These will be the main hierarchies of this company, and under their oversight, the Human Resource manager will be in charge of hiring the right people for the project, as well as the project manager, baristas, store manager, and building construction team for the renovation , the objective of this project is to create the sociocultural role of the coffee shop.
Furthermore, this is a Functional Organization that divides personnel into classes based on their areas of expertise. This organisation is a continuation of the Line Organization. The functional manager is in charge of leading the team and overseeing all activities or companies (Maylor, 2010, pp.35–40).
The project manager may also have a line management position, but in this case, the project manager is in charge of projects that span several departments. The project manager is shown in the diagram as being in charge of people from all functions who are involved in the project (Maylor, 2010, pp.35–40).
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Stakeholders identified for Costa coffee are people that work for me( baristas, partners), customers, providers (supply firms and coffee distributors), suppliers, environment agency, investors, government, Lockmeadow Centre and the local council, building construction team.
High-power, high-interest individuals (Manage Carefully): the project manger must completely engage these individuals and make every effort to please them, these are upper executives, as well as the client base.
High-power, low-interest people (Keep Satisfied): the project manager should  put enough effort for these people to keep them satisfied (Mind Tools, 2009), these stakeholders are agencies like the building plans department, which is responsible for issuing construction permits and conducting inspections, they are not interested in the results of your project, but they do have considerable influence over your ability to complete on schedule and budget.
Low-power, high-interest individuals (Keep Informed): properly advise and converse with these individuals to ensure that no major issues arise. This group of people can be extremely helpful when it comes to the finer points of your project (Mind Tools, 2009), (community organisations).
Low-power, low-interest individuals (Monitor): keep an eye on these individuals, but don't overcommunicate with them (Mind Tools, 2009) (members of the general public).
Stakeholders are invited to a kick-off meeting where they will meet and discuss the project's desired objectives as well as potential steps. The project manager will be in charge of inviting the appropriate people to the meeting and distributing an agenda before the meeting., in this particular project there will be one team but also as the location requires refurbishment, building construction will be hired to complete the project. All tasks will be personally monitored and controlled.
The communication with the stakeholders was changed in march 2020 as there was not available meetings, therefore online platform like Zoom Microsoft has been the principal key of communication, also with the local council, through emails reports has been sent to inform all the necessary information.


[image: Stakeholder Power-Interest Grid Diagram]
(Mendelow, A. 1991,Stakeholder mapping)
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Benefits that is project is offering are various, as Costa coffee, is already a well-known brand this will offer a great choice for the customers that using the location Lockmeadow centre for entertainment to enjoy a certified organic coffee or tea and a diversity of snacks with friends or family, cafés are very common these days, even during the lockdown, coffee shops were able the use the takeaway service to comply with the customer base.
On the other hand, there are numerous opportunities for personal and professional development, as a project manager I had the opportunity to develop my communication skills, time management, because of the pandemic situation many tasks were done in a shorter period to comply with the budget and the deadline of the project.
The start-up cost of this project was 200.000 pounds finishing with 350.000 pounds at the end of the project as the project was affected by the Covid-19 pandemic, this cost of the project can be a disadvantage because it requires high funding. Moreover, another disadvantage is that as a project manager there is no work-life balance as this has a deadline and a lot of tasks to manage, another cost of the project is employing people that are not right for the project and therefore it can be time-consuming and it cost more to hire different people.
Furthermore, even if this is a small project a lot of occurrences can happen, dealing with different stakeholders can be difficult and time-consuming or the high expectations of the stakeholders.
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A Gantt map, which is widely used in project management, is one of the most common and useful methods of displaying activities (tasks or events) against time. A list of the tasks is shown on the left side of the map, and a time scale is shown along the top. Each activity is represented by a bar, with the location and length of the bar reflecting the activity's start, period, and end dates (Gantt,2019), a software online Gantt chart will be adopted to track the progress and status of the project.

GANTT CHART
[image: Graphical user interface
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 The project control process will recognise and monitor new threats and issues. Tracking risks and problems is critical since either can easily cause the project to overspend or fall behind schedule if not managed.
The control processes ensure that the project is running achieving all premisses during the project execution taking into consideration the pandemic as well. If it's a pandemic lockdown, flooding, hurricanes, fire, or a local disaster, it all leads to cash flow issues.
Uncertainty is characterised as a lack of information, knowledge, or comprehension about the outcome of an action, decision, or event. Project managers are continually plagued by a lack of detail, expertise, or understanding(Heerkens, 2015). Risk management is a measure of the degree of uncertainty that exists. It is inextricably linked to knowledge. This is not how most of us consider the danger in daily circumstances. In the world of project management, however, the risk is mainly defined by the ability to predict a specific outcome with certainty (Heerkens, 2015).
Risk management consisting of assessing all the possible risks for a coffee shop for example equipment failure - lack of refrigeration or critical equipment failure, such as a coffee machine there is also the risk of untrained workers that did not assimilate the training provided by the company, this can use system malfunction or stock loss due to inadequate planning or contamination. On the other hand noncompliance with food licencing laws may result in fines or temporary closure.
Risk management strategies 
Among the risk assessment methods and techniques are Brainstorming, The Delphi method, a survey sent to employees or SWOT analysis, in any project the best is to avoid any risks from the start, and that has been done through a work breakdown structure that helped to identify the major risks.
The project's risks include outsourcing the refurbishment work, which could trigger delays in delivering the project on time, and ambiguous contact between stakeholders. Additional spending costs may be another risk and inaccuracy in cost estimation and scope creep.
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Closure is the formal ‘end-point' of a project: either it has been finished or it has been terminated. The project may be terminated because it is no longer feasible or because the risks associated with it have become unacceptably high. The closure review should: assess the project's effectiveness in terms of achieving the original time, expense, and scope; ensure that the benefits have been factored into the business forecast; and document and convey any lessons learned that can be applied to potential projects (Buttrick, 2009, pp.471).
The project has been closed by the operational management, who has preliminary assessed all the project deliverables and analysed if the project was delivered according to the project objectives.  
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Swot analysis

	Strengths
Communication of appropriate information for stakeholders
Using templates (WBS) for breaking  the tasks into clear parts
Delegate the team for certain tasks
	Weaknesses 
As a project manager working under pressure can be really exhausting;
Hard to take decisions when under pressure of a deadline;
The difficulty of managing employees,
Keeping an effective communication with the stakeholders during the pandemic.


	Opportunities
Develop skills like communication, time management, working under pressure
Gaining experience for future projects
 
	Threats 
Unfinished  project 
Going over the budget 





 
This project started before the pandemic but it was hit in the middle of it and we were forced to postpone some of the tasks, this made the team stressed, and the project has changed the delivery time with two months, after three months we were able to continue the project, but now as project manager, I needed to push the boundaries of the team to gain some of the time off.
The process of managing the team after three months off has been stressful and I was in charge of more tasks and working under pressure can damage taking the right decisions.
The communication plan with the stakeholders has changed during the pandemic and many meetings needed to take place on an online platform that made workflow going harder than before
Given the ambiguity created by Covid-19, the collaboration will identify the next initiatives that will be scheduled after the end of the summer based on how the global health situation and individual national problems develop. The relationship as a whole hope to be able to return to the usual meeting dynamics.
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 Developing skills can be made if I use specific skills in the current project management job because the more I use them the more I can gain different knowledge that will allow me after to use more precisely and accurate.
Participate in workshops or attending training given by the company or Attending local and online events  can also help to learn best practises and keep up with the latest project management trends, like methodologies for example in this project I used the Agile Prince2 which was developed in 2015, a training to use this methodology is vital to understand the benefits and the disadvantages in using the tool chosen for the project.
[bookmark: _Toc70543905]Conclusion 
This report has analysed a project opening of the Costa Coffee shop in a location that has entertainments(cinema,  bowling, restaurants) to increase the number of customers. Moreover this report had an implementation plan that used the work breakdown structure(WBS) to help with the planning of task and assigning to specific employees in order to achieve the project objectives.
Furthermore, the project objectives had been achieved but with later end date, even the project was completed, the pandemic situation has brought restrictions that did not allowed gatherings and the building team has post-pined the all their contracts, therefore the implementation plan has been strongly affected.
The use of methodologies like Agile and Prince, teams focused on the refurbishment of the location used the methodology of Agile in order to achieve the delivery date of the project, even if the project was in in stand-by for a couple of months and the Prince2 coupled with flexibility.
On the other hand the report has also disseminated the project through Work Breakdown Structure what helped to understand the project planning and understanding the activities that needs to be achieved as project objectives.
A stakeholder analysis has been conducted to evaluate who are the people that have an interest in this project and structured by the importance for the project. Communication plan with the stakeholders has shown changes during the implementation of the project because of the pandemic. Furthermore, a risk management plan was adopted and showed the possible risks of the current project, the risks were found trough brainstorming technique.
Moreover this project has tried to achieve the project objectives through using specific techniques and tools for managing a project and also the conducted SWOT analysis in order to understand the skills that need a development for future projects.
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