Covid-19 Safety Measures
Amazon Fulfilment
By Cezar Sulugiuc
UWTSD Swansea

BA Skills for the Workplace: Leadership and Management

BMSW5104 – Managing Projects in the Organisations

Tutor: Shehla Khan

02/07/2020
Contents

31.
Introduction


42.
Findings


42.1  Concept of Project Management


52.2  Project Initiation


62.2.1 Tools and Techniques


72.2.2  Stakeholder engagement


92.2.3  Project Planning


102.2.4  Risk management


122.2.5  Project familiarity


132.2.6  Work Plans


132.2.7  Work Breakdown Structure (WBS)


152.2.8  Project Gantt chart


162.2.9  Network Diagrams


173.
Project execution Phase


194.
Conclusion


21References Lists




1. Introduction

Association for project management (APM) defines a project as a unique, transient endeavour that is undertaken to attain planned objectives. Often a project consists of a set of activities aimed at achieving the set objectives. A project is regarded to be successful if it achieves the set objectives per the set acceptance criteria within an agreed budget and timescale.  Thus, it must meet the objectives of the stakeholders (APM, 2012).  The Covid-19 pandemic has become more than just a health crisis which has impacted on business operations.  The disease has led to restricted movement, social distancing, and public interaction limitations (Walker et al, 2020).  This has resulted in significant economic consequences such as job losses, the bankruptcy of firms, and loss of source of livelihoods (World Bank, 2020). As a result, Amazon has tasked managers with the responsibility to develop a return to work strategy amid the Covid-19 pandemic. The aim of the project is  to facilitate the resumption of business operations while safeguarding the health of both the employees and the customers.  Development of safety measures strategy to enable Amazon successfully re-opens its fulfilment centre within the next three months and within a specific budget constitutes to a project.  This is because it has a specific goal, timeline, and budget and would comprise of a series of tasks from project initiation to closure to ensure that Amazon attains re-opening standards on its fulfilment stores.  This paper critically analyse how the project would be effectively  managed in the entire lifecycle. 
2. Findings

2.1 Concept of Project Management

“Project management entails the application of knowledge, skills, tools, and techniques to the various project activities to achieve the project goals. Management of a project is achieved through the use of various processes that includes initiation, planning, execution, control, and closure.” The project manager is thus tasked with the duty to manage competing project demands such as time, scope, cost, quality, and risks. The project manager must also ensure that the different expectations and needs of stakeholders are met (Meredith, Shafer & Mantel, 2017). 
Project Lifecycle

A project consists of a series of activities with five major phases. Each of the phases is characterised by a number of activities leading to the attainment of one or more deliverables. Project lifecycle defines the various technical activities that should be achieved in each phase (Project Management Institute, 2000). Figure 1 below depicts the project management cycle. 
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Figure 1: Project management lifecycle
2.2 Project Initiation
A project quad chart provides a high-level definition of an idea or proposal. It provides a technical summary of the entire project

Project Scope:  The project will entail designing, developing, and implementing safety measures that would enable Amazon fulfilment centers to successfully continue with its operations amid COVID-19 pandemic.  This would entail tasks such as the installation of thermal cameras, and thermal scanning systems at the entrance. It also entails the installation of a one-way system to avert overcrowding and ensuring that the floors have yellow tape to keep the two-meter distance between employees. The project also entails the re-organization of tables in the canteen to ensure only two people can sit at the same table. The locker rooms would be eliminated and converted into more canteen spaces to avert overcrowding.  Additionally, the project scope would entail the installation of posters and signs in all the fulfilment centres and provision of latex gloves and sanitizing gels to all employees among other measures. 
Aims and Objectives: The aim of the project is to ensure that Amazon implements COVID-19 safety measures to protect its employees as well as its customers in its fulfilment stores. This will guarantee continued safe business operations despite the pandemic.

Project Deliverables: Implement COVID-19  safety measures in all Amazon fulfilment centres.  

Measure of success:  Attain the project aims and objectives in less than 3 months with the highest level of quality and within a budget limit of less than $500 million.   The project must also attain a high rating in regards to stakeholder satisfaction 
Critical Success factors: The project must be completed in less than 3 months with a cost of less than $500 million. The project must be accepted by the project owner namely Amazon. Inc
Desired Outcomes: Implement the project in less than 1.5 months and with a budget of less than $300 million while at the same time attaining a high level of stakeholder satisfaction.
Project Motivation:  Enable Amazon fulfilment centres to be safely back to normal operational capacity amid COVID-19 pandemic.

Stakeholder Analysis:  Ensure key stakeholders such as project owner, the government, employees, and customers among others are satisfied (Detailed analysis provided in stakeholder analysis section)
2.2.1 Tools and Techniques 
QUAD chart

	Amazon fulfilment centre COVID-19 safety measures implementation project

	Purpose: Implement COVID-19 safety measures in Amazon fulfilment centers to ensure the resumptions of normal operations. The result would be to achieve safe operations amid pandemic. 

	Audience:
Project owner: Amazon. Inc

The project will benefit the organisation due sustained business operations. It will also benefit employees by ensuring their safety. Lastly, it will benefit customers since they will have their order fulfilled on time. The project will involve Amazon, employees, government, customers, and also the engineers who will install thermal cameras among other safety devices

	Desired End Results 
Implement the safety measures in less than 3 months while at the same time attain a high level of stakeholder satisfaction

	Measures of Success
Time: less than three months
Cost: less than $500 million
Quality: High

Stakeholder satisfaction: Very High


Table 1: Project QUAD Chart

2.2.2 Stakeholder engagement

According to Haddaway et al (2017), stakeholders are the groups of individuals with the capacity to influence decision making or the actions of an organization either negatively or positively. Stakeholder engagement involves interacting with and influencing different project stakeholders for the benefit of the project. It therefore, identifies the interests of every group so that the expectations, perceptions, and requirements can be managed based on their needs. It involves communicating with the stakeholders to understand their roles in the project development and their interest to eliminate possible conflicts that may arise. As denoted by Eskerod and Jepsen( 2013) a project that fails to meet the interests of stakeholders is considered as failed. 
Stakeholders can be primary or secondary. Primary stakeholders are those individuals with the capacity to influence the daily operations of the business. They include employees, management, suppliers, shareholders, and other investors. On the other hand, secondary stakeholders consist of groups of individuals that can impact the organizational relationship with the primary stakeholders. They include the competitors, partner businesses, consumer groups, government and local authorities, trade unions, media, community groups as well as regulation and legal bodies (Gaur, 2013). The table below identifies the stakeholders who will be engaged in development and deployment of COVID-19 safety measure for Amazon fulfilment centres.
	Priority rate
	Stakeholders engaged
	Interests
	Responsibility
	Action

	High
	Primary stakeholders

Amazon.Inc (the project owner)
	To resume business operations for continued profitability
	To ensure employees and customers health is protected from Covid-19
	Inform and engage management through virtual meetings and report

	High
	Project manager
	To facilitate a complete business resumption 
	Ensure the business resumes by implementing safety strategies
	Engaging all the Stakeholder through customized communication 

	Low
	Employees
	To get competitive remuneration, job security and a safe workplace free of exposure
	Deliver products while observing safety guidelines to protect themselves and others.
	Inform through emails and memos on safety standards developed

	Medium
	customers
	To get quality goods and products at market friendly prices and not be exposed to Covid-19 
	To observing health safety guidelines while receiving goods
	Inform the on-safety measures through media, labels, stickers

	Medium
	Investors
	Business continuity to protect their investment in the company
	To provide funds safety guidelines established 
	Inform on business progress through contact details

	Medium
	Secondary  

Consumer groups
	To have customers safety be assured at all interactions with Amazon.com products and staff
	Ensure customer protection 
	send press releases on consumer safety to keep them informed

	Low
	Trade union
	To have employees fairly compensated and protected from a harmful working environment
	Protect the employee's rights
	Inform the union on a business effort to protect workers

	High
	The government
	To have Amazon.Inc ensure public safety
	To provide regulations and guidelines to be followed
	Execute the outline regulations regarding Covid-19


Table 2: Stakeholder Analysis

With stakeholder engagement accessing the inputs and the responsibilities of different stakeholders, project managers can make informed decisions. As a result, establishing interests, concerns, and requirement of each party in project planning facilitate the resolution of the conflict of interest using the limited available resources. Nevertheless, in stakeholder engagement, communication plays a key role in creating confidence that the issues raised will be addressed (Bourne, 2016).

2.2.3 Project Planning

A project is bounded by the triple theory constraint as defined in the iron triangle. The success of a project is determined by the ability to attain the project gals under the constraints of time, budget, and scope.  The project manager must trade these three constraints during planning since changing one of the constraints implies that the other two would be affected (Cullen & Parker, 2015).
2.2.4 Risk management
Risks are the events with a certain probability of occurring and negatively impact on the project (Severin et al, 2010). The project manager aims at minimizing those risks to ensure the project is achieved on time and per the budget outlined. It involves identifying risks, assessing them, and giving recommendations to be adopted in the project implementation. In this project, the below risks can inhibit successful Covid-19 safety strategy implementation 

	Risk
	Likelihood (L/M/H)
	Impact (L/M/H)
	Mitigation action

	Withdrawal of stakeholders
	Low
	High
	Informing and encouraging them to support health safety project to facilitate business continuity

	Budget constraints 
	Low
	High
	Ensuring proper approximations are made on tools, equipment, and facilities needed to have Amazon fulfilment centres meet safety guidelines 

	Community resistance 
	Low
	Low
	Marketing efforts to show the people need the fulfilment centres to facilitate their safety by facilitating stay at home guidelines

	Employee resistance to adopting safety measures
	Medium
	High
	Inform the employees of the benefits of safety guidelines and protocols. This encourages them to comply

	Public attitude and behavior
	High
	High
	Forcing all people accessing the fulfilment centres to comply with safety guidelines such as wearing masks, using sanitizers  and social distancing

	Covid-19 disease progress
	High
	High
	Encourage the public to conform with given guidelines so that economic reopening and progress and business recover.

	Government regulations
	High
	High
	Show corroboration and fulfilment of the guidelines set to encourage the government to let the fulfilment centres stay open going forward


Table 3: Project risks

From the analysis is evident that there are many risks that can negatively impact on the effective implementation of the Covid-19 safety strategy.  The table below shows the risks management matrix

Covid-19 safety strategy risk matrix

	The increasing likelihood of risk
	High likelihood- low impact risks need to be minimized. This is to lower cumulative effects. 

Strategy: Proper planning to eliminate avoidable uncertainty

	High-impact high-likelihood risks need to be eliminated. They include: Government regulations, disease progress, negative public attitude, and behavior are external factors that businesses have minimal control over. 

Strategy: advocate for the safety and public protection.

	
	Low-likelihood low-impact risks are easy to manage and control. 

They include community resistance to business reopening.

Strategy: marketing


	High-impact low-likelihood risks need to be avoided. They include stakeholder withdrawal and budget constraints. 

Strategy: Proper planning  and communication



	
	              Increasing impact of risk


Table 4: Risks management matrix
2.2.5 Project familiarity

Familiarity is the degree of awareness that the project team has regarding the project setting and tasks. The project will involve Amazon workers in their fulfilment centers. The fulfilment centre manager will act as the project manager creating familiarity between them, executing team, and employees. According to Vakkalanka and Engu (2012), familiarity has been established as a key factor for improving performance. This is because there are easy coordination and increased trust between team members making it easy to communicate. This means there is a high probability for smooth project execution as project team have a significantly high familiarity rate. The safety measures such as the use of sanitizers, face masks, maintenance of two-meter distance, reduced capacity in the canteen, reduced vending, and food machines are familiar tasks. As a result, there is a high task and setting familiarity. 

2.2.6 Work Plans
As denoted by Dvir, Raz, and Shenhar (2003)  project planning is a critical determiner of project success. The development of project plans to create a coherent and consistent document that would guide the project manager in the entire project lifecycle.   Work plans are first developed by deploying project tools such as Work breakdown structure which allows the entire project to be decomposed into smaller tasks where project resources (time, budgets, manpower, and materials) can be easily monitored.  The work plans act as a guide for the project execution and facilitate communication among the project team and stakeholders.  It also enables the project manager to monitor and control the progress of the project (Burke, R 2013).  Globerson and Zwikael (2002) argue that poor project planning inhibits proper execution and control of processes and the attainment of project targets. 
2.2.7 Work Breakdown Structure (WBS)

Top-down WBS would be deployed in the panning of this project. High-level work packages are defined first, and later low-level tasks are identified. As shown in the figure below, a WBS  present a hierarchy of levels and tasks that helps in the determination of work packages and low-level tasks which helps in the project manager to effectively allocate resource to tasks (Devi & Reddy, 2012). The figure below shows the WBS for the project






















Figure 2: Project WBS

2.2.8 Project Gantt chart

 A Gantt Chart is a visual tool that enables the project manager to track project schedules. It enables the project manager to align tasks sequentially and enables determination of the critical path for the project. Activities that lie on the critical path cannot be delayed without impacting the project schedule.  The tool enables the project manager to determine the dependency of activities by identification of activity successor and predecessors. Lastly, the tool helps the project manager to monitor and optimise resource usage by effectively prioritising resources on critical tasks (Geraldi & Lechler, 2012). The table below shows the tasks timelines
	Project Task
	Time
	Start Date
	End date
	Predecessor

	Project Initiation
	7 days
	7/15/2020
	7/23/2020
	

	Project definition
	2 days
	7/15/2020
	7/16/2020
	

	Stakeholder meeting
	3 days
	7/17/2020
	7/21/2020
	2

	Selection of project team
	2 days
	7/22/2020
	7/23/2020
	3

	Project Planning
	7 days
	7/24/2020
	8/3/2020
	1,4

	stakeholder and risks analysis
	3 days
	7/24/2020
	7/28/2020
	4

	Scope, time and cost planning
	4 days
	7/29/2020
	8/3/2020
	6

	Project execution
	30 days
	8/4/2020
	9/14/2020
	5,7

	Thermal camera installation
	5 days
	8/4/2020
	8/10/2020
	7

	One-way system installation
	6 days
	8/11/2020
	8/18/2020
	9

	Plexi-glass screen installation
	6 days
	8/19/2020
	8/26/2020
	10

	Locker and tables
	3 days
	8/27/2020
	8/31/2020
	11

	Face masks and sanitizers 
	3 days
	9/1/2020
	9/3/2020
	12

	Other COVID-19 safety measures
	7 days
	9/4/2020
	9/14/2020
	13

	Project closure
	7 days
	9/15/2020
	9/23/2020
	8,14

	Budget reconciliation
	4 days
	9/15/2020
	9/18/2020
	14

	Stakeholder meeting
	3 days
	9/21/2020
	9/23/2020
	16


Table 5: Project tasks timeline

The Gantt chart was generated as shown in the figure below which depicts the critical path that the project manager must observe while assigning resources. 
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Figure 3: Project Gantt Chart

2.2.9 Network Diagrams
A network diagram is a flow chart which represents the order in which various task would be executed. It helps the project manager to determine dependencies between tasks.  Network diagrams illustrate three major components namely the event, activity, and span time which is the actual calendar timeline required to accomplish the activity (Schwalbe, 2015). The figure below shows a network diagram based on the first three stages in the project lifecycle. 
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Figure 4: Network diagram (Generated using Gantt chart)
3. Project execution Phase
Mid-term Evaluation

Project evaluation entails review and reflecting on the things which are working well so that the project team can continue to improve.  From the can of Amazon center fulfilment project, the evaluations would embark on determining where things failed to go as planned.  The mid-term evaluation would embark on congratulating the project team for their job to keep them motivated and also find areas where the project team needs improvement. 
Project evaluation intends to determine relevance and the extent of project achievement. Through the project assessment, credibility and accountability are strengthened (Archibald, Di Filippo, I. & Di Filippo, D., 2012). In this project, its progress will be measured by activity levels and efficiency in the fulfilment centers. The efficiency of the intervention deployed in the Covid-19 safety measure will be examined through the reduction of Covid-19 infections in the Amazon fulfillment centers. The success of this project is to have Amazon.com fulfilment centers operating to full capacity while having no employees or customers contracting Covid-19 virus. This will be at the end of the pandemic or when effective treatment options will be developed and available to the public.  Mid-term evaluations provide an opportunity to conduct mid-course corrections to maximize project success.
The project will entail both hard and soft evaluations. Hard evaluation will entail the analysis of whether the project would lead to increase efficiency in the Amazon fulfilment center which would translate to increased revenue.  On the other hand, soft evaluations will entail analysis of whether the adopted measures have translated to learning and change of behavior among the people who would be accessing the fulfillment centers. 

Project closure

This is the last stage of a project. It involves releasing deliverables to the client, handing over project documents, terminating supplier contracts, and communicating the closure to stakeholders (Westland, 2007).” In this project, closure with be achieved when Covid-19 will no longer have an impact on the business. As a result, documenting handovers, terminating supplier contracts and communication of project outcomes will be conducted. This will be to show how the project sustained business operation when it was hard to execute business due to the Covid-19 pandemic.  Since the business opening is by achieving the safety procedures, this project's success will be reflected in the business profitability during the pandemic.

The project manager would embark on delta evaluation to provide feedback on the experience of the project and also to provide future ideas for future improvements.  This will entail an analysis of the entire project lifecycle to establish areas where project deliverables were not met and analysis of the project management issues encountered. This would form the basis for future improvement. 

4. Conclusion
This paper presents the project management strategies, tools, and techniques that would be deployed in managing the project from the initiation stage up to project closure to enable Amazon fulfilment centres to run smoothly amid COVID-19 pandemic.  This constitutes to a major project since the safety measures must be implemented in the given time and under budget constraint. Stakeholder’s expectations must also be met.  This paper has presented the four phases of the project lifecycle and critically analysed the various tools and techniques that would be deployed to achieve the project success. The project must be well conceived; thus project initiation is a critical state where high level definition of the project are analysed. Afterwards the project should undergo through the planning phase to ensure risks and all project activities are well managed.  The project tasks are carried out at the execution state where continuous monitoring and control is critical. Lastly, the project would undergo post-implementation phase using techniques such as delta evaluation. 
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