




Adapting Amazon’s Same Day Delivery Service to COVID-19 Guidelines at DBR1




Module Name: Managing Projects in the Organisation
Module Code: BMSW5104
Student Name: Daniel Costache
Student Id: 1916533
Lecturer: Balendran Kandasemy














Table of Contents

Introduction	3
Main Section	4
Project Planning	5
Conclusion	14
References	15

























[bookmark: _Toc70534894]Introduction


Project management is a practice that applies knowledge of skills, tools, processes and techniques to project activities to ensure project success by meeting goals and requirements (STADNIK, 2020). Complex projects require such practices to be completed successfully , as different aspects like budget, timeframe, quality need to be carefully considered and managed in order to be kept within requirements. The value project management brings to an organisation is crucial in achieving success and being competitive in a business environment.
This report aims to examine a project management plan for Amazon, the organisation I am currently employed with. Amazon is a world leading ecommerce company focused mainly on online retailing, computing services and digital content. It achieved success mainly through their focus on consumer satisfaction and huge selection of products offered. In light of the COVID pandemic, Amazon stayed open had continued to offer services to its customers. To achieve this some changes had to occur to ensure that social distance measures could be respected in a busy distribution warehouse. The project involves adapting the Same Day Delivery service to COVID-19 related changes and restrictions. These changes will only take place in the warehouse I work at, DBR1, this being a distribution warehouse that receives parcels, organise delivery routes and hand them to drivers. The project is important because in the current pandemic situation the health guidelines must be implemented rapidly and efficiently, as failing to do so might have the serious consequence of having the warehouse shut down.   For Amazon is crucial that it maintains and outperforms their capability in this period, as the general business closures have increased the customer demand greatly. This project is being created to prevent any negative effects and provide a safe environment in a crowded workplace that will not normally be able to ensure safety.
The project requires moving the Same Day Delivery department to a new shift, on a new physical location within the same warehouse and adjusting the delivery system. Currently parcels from all departments (Same Day, Prime, regular deliveries) arrive at the same time and get processed at the same stations in the warehouse. This creates a crowded workplace that is not able to comply with health guidelines. Also due to the flux of the work, there is an opening during the workday between 3pm and 7pm when a big section of the warehouse is not being used. The rationale of this project is to separate one of the departments and move it to this new timeframe and location. This will create space and allow for social distancing measured to be respected for the other shifts as well. I was involved in this project and joined the team on this new shift and I see it as a great example for the purpose of this report. The project begins on 06.04.2020, as the measures were introduced, and is expected to be completed within 14 days. It is split between preparation and implementation phases. The critical tasks are adapting the warehouse environment to a new location and timeframe, establishing a loading space for drivers, changing shifts and establishing a suitable team, adjusting the system to accommodate the self-employed drivers. This project is important in light of the current situation because it will enable both the business to stay operational and ensure employee safety according to standards.
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The project will be managed using Project Libre Software. This application is used due to it`s user friendly interface, availability of useful features like Gantt Chart, Critical Path, Network Diagram. This software was chosen over the costly Microsoft Project mainly due to it being a great open-source alternative (O’Brien, 2012). Using this software, the project will be visualised as a Gantt Chart, which will help in managing the different tasks, timeframes and dependencies. A Gantt chart is a graphical depiction that helps schedule, manage and monitor specific tasks and resources of a project. It is useful in planning a project and defining the sequence of tasks that require completion. The chart shows the project timeline, which includes scheduled and completed work over a period. The Gantt chart aids project managers in communicating project status or plans and also helps ensure the project remains on track (Grant, 2021). This chart will provide a visualisation of what the various tasks are, when each task begins and ends, how long each task is scheduled to last, where activities overlap, and by how much and the start and end date of the whole project.
PERT (Program Evaluation and Review Technique) will be used as it offers a framework to determine the span of the project, analyse the project’s tasks and estimate the amount of time required to complete each task. It is a project management tool that provides a visual representation of a project’s timeline. It relies on the weighted average of three numbers, that are the most pessimistic (P), the most optimistic (O) and the most likely (M) estimates for the project’s length. Using this calculation, a realistic estimate for each task can be determined. Knowing this information is crucial, as the budget and amount of resources required can be estimated as well (Kopp, 2020). Once a network diagram is drawn,  time estimate for each task is established, a network diagram can be drawn, which will make clear what activities are critical to delivering the project on time. A critical patch is an extension of the PERT approach, and it identifies the longest sequence of tasks that must be completed to successfully conclude a project. It considers the earliest and latest times that each activity can start and finish without making the project longer. Calculating the critical path is essential because it identifies the dependencies between tasks and their sequence, gaining a clear view of the project’s actual schedule (Critical Path Method: The Ultimate Guide to Critical Path, 2020). This will serve in structuring and breaking down the different tasks as well as defining a timeframe for completion.
There are other management tools and techniques that have been considered for managing this project like the Waterfall Model, Kanban and Scrum but, these have not been used due to not being as compatible and suited for the type of the project conducted as the ones that have been used. In the Waterfall Model, each phase must be completed before the next one can begin, and there is no overlapping between tasks. This model is divided into different phases and the output of one phase is used as the input of the next phase (What is Waterfall Model?, 2019). It is used mostly for software development and while it has clear benefits in managing projects like the clear set of steps it follows, it transfers information well between the different participants due to its methodical approach , the sequential completion of tasks makes it unsuitable for the current project as we will need to carry out tasks in parallel in order to complete the project on time. Kaban is a workflow management model for designing, managing and improving flow systems for knowledge work. It was developed by Toyota Corporation with the purpose of reducing waste across the manufacturing floors. The way it works id by visualising the workflow using a Kaban board, which normally has three columns labelled “To Do”, “In Progress” and “Complete”. Kaban cards are an important part of the model, they get added to the board and contain the tasks details like id, description, timeframe, type. Initially, a card begins in the To Do column,  and it is moved to the other columns as progress is made. This provides a clear visual way to evaluate the progress of a project. (Kanban Methodology: What is it and how do you use it?, 2017). This model is generally used in knowledge work settings and is particularly applicable in situations where work arrives in an unpredictable fashion and when work must be deployed as soon as it ready. It has been considered that this model is inadequate for the current project, as it does not account for dependencies between tasks, it does not attempt to define the span of the whole project. The last considered technique is Scrum Methodology. A subset of the Agile process, Scrum follows a set of roles, responsibilities and meetings that never change. Progress is achieved in fixed length iterations, called sprints, which usually last 2 weeks and are followed by a sprint review meeting where teams analyse the results and prepare the requirements for the next sprint. Project stakeholders are informed and their feedback is also used in planning the next sprints. The method emphasises teamwork, it stresses accountability and is a repetitive progress towards a defined goal (Westland, 2018). While dynamic and responsive , it does not provide a structured approach  towards planning a project, which makes it better suited for projects where uncertainty is high and there is a need to adjust to changing requirements. Our project will not benefit by using this method, as dividing the work into separate sprints will only serve to delay completion while not gaining any important benefits during the meeting process, and the nature of our project fits better with a more traditional, structured approach.


[bookmark: _Toc70534896]Project Planning


In wake of the Coronavirus pandemic, the UK government has introduced restrictions and closed non-essential businesses in order to limit the spread of the virus. The Social distancing measures were announced (Social distancing to make your workplace COVID-secure, 2021), and businesses that remined open like Amazon, had the need to adjust their work environments to meet these measures, mainly in limiting interactions between employees through creating one-way systems of movement, providing a space where the 2-meter distance rule can be respected, and provide adequate protection equipment like masks, antibacterial wipes and hand sanitizer. The Amazon location where I work in, DBR1 is a distribution warehouse that receives packages from other warehouses and organises them into routes and slots to be delivered across south east London. This is a very busy workplace with many employees working at the same time in a limited space. Due to the nature of the work, most of it is carried out during the night and the morning shift, to be ready for delivery during the day. This crowds the space and coupled with the social distancing measures, complicates the process and decreases performance. Also, due to the timing of the work there is a timeframe in the afternoon between 3pm and 7pm where very little work is carried out and there is a big section of the warehouse that is unused. The project involves moving the Same Day Delivery department to this new timeframe and make use of the empty space to create a new area where health guidelines can be respected, and at the same time decrease the crowd during usual hours. The reason Same Day Service was chosen is because it is the smallest department in terms of work flux, with an average of 3000 parcels being processed each day. In comparison, the other departments (Flex, Standard Deliveries) process in the magnitude of 20000 to 30000 parcels each day and they would not be suited for the 3-7pm time slot available. In setting up the project, the first thing considered is the way this department operates – parcels arrive in trucks, with each truck being categorised by department and containing parcels from that department only. Next they are received by staff and get processed. The warehouse is equipped with processing stations and conveyor belts, capable to direct the parcels from the receiving bays to anywhere in the warehouse. Once the items get organised in route blocks, they are moved to the exit bay, where they get handed over to drivers for delivery. These drivers are self-employed, working a flexible pattern, and they are managed through a mobile app, where they accept or decline work, select their preferred blocks  and get assigned delivery slots. 
Knowing this information, we can use the PERT technique to move forward and establish the different steps and tasks we will need to complete the project. We will begin with a preparation phase, where we will consider the resources needed and their availability and also inform stakeholders about upcoming changes. We know that on average this department processes 3000 parcels daily. These would need to be processed and handed for delivery within the 4-hour time slot, so we will divide this time in 2 hours for processing and 2 hours for hand over. The average worker speed is 200 parcels an hour using 1 station, therefore 10 workers will process 3000 parcels within 1.5 hours. Half an hour should be allowed for delays, inefficiencies, toilet brakes, etc. bringing our processing time to the required 2 hours. 10 workers would require 10 processing stations, so the next step is to find a suitable space where these stations can be located, in the proximity of conveyor belts and exit bays and in consideration of the social distancing measures that need to be respected. The other 2 hours are allocated to handing over routes to drivers, and, with an average of 50 parcels per route, around 60 drivers will be needed to handle all the work. The average time to pick up a route is 10 minutes, therefore, to fit within the 2-hour schedule, 5 drivers will need to be processed at the same time. A suitable parking and loading space for drivers must be established close to exit bays, and with clear separation and delimitation from the other activities. Informing the stakeholders is an important part of this process. The direct stakeholders identified are the supplier warehouses where our parcels come from, the employees that will process this work and the self-employed drivers that will deliver these items. Fortunately, the Amazon system provides many communication and coordination means which will facilitate the transmission of information between these parties, and at the beginning of the project they would have to be clearly informed about the shift changes as their coordination is crucial for the project success. The drivers use an app where they choose and book their routes and are informed about slot times and payment, so notifications will be sent to this app in a timely manner informing them that processing times will be moved to 5-7pm and all following slots will respect this timeframe.
Once these steps are done, we can move on to the implementation phase and define the tasks needed. The Amazon internal system is already established and will only need to be updated with new information making clear what the changes will be, making this information available for other linked warehouses. This will allow suppliers to coordinate and send the parcels from this department at the appropriate time, further reducing the crowding at the workplace.
 A team of employees will have to be established, comprising of 10 workers, 1 supervisor and 2 problem solvers. These will be selected from existing employees on a volunteer basis at first, where workers can apply for the team and change their shift or take extra hours on the new shift. It is important that this task begins only after employees have been thoroughly informed about the changes and given time to decide whether this shift suits their schedule. Once selected, the shifts will have to be adjusted for this team to prevent confusion and eliminate the possibility of overlapping shifts.
In terms of moving to the chosen space, the first step is clearing the area from previous activities, this will enable for social distancing markings to be applied and a one-way system to be created in line with guidelines. The 10 processing stations will be removed from their current locations, strategically, as to create social distancing space in the place they are taken from, then moved to their new locations respecting the same strategy. Fortunately, due to the warehouse being well equipped, only parts of these stations will have to be moved, specifically the scanners, which will facilitate the process.
Once the self-employed drivers are informed about the upcoming changes, the actual delivery slots will have to be adjusted so they become available and can be booked in advance. Lastly a trial shift will be run to ensure the whole process works and expose any problems that may arise. The Amazon warehouse system already provides all the functions and resources for this department, so the project is focused on moving and coordinating available resources towards the project goal. 
Having defined the project tasks, we will import them in Project Libre and move on to create estimates for completion and a network diagram, which will show dependencies between the tasks and a critical path to define the shortest time for completion.
The tasks are as follows:
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Some tasks are dependant on others, so a network diagram is critical in organising tasks and carrying out the project in an efficient manner. 
The first task to be carried out in the Preparation Phase (1) is the second task of the project   (2) Establish Project Requirements. This will provide the information needed for the project to begin in terms of the resources required.
(3)Determine Space Requirements task can be carried upon completion of  (2), dependent to it, as this task will require information gained in the first phase.
Once the space and resources needed are defined, Task (4) Determine Suitable Processing Location and (5) Determine Suitable Parking Location can be carried out in parallel, both of them being dependent on the information gained in Task 3.
In parallel to this chain of tasks, Step (6) which involves Informing Employees About Upcoming Changes, along with (7) Inform Suppliers of Delivery Times Changes and (8) Inform Delivery Drivers About Shift Changes must be carried out as soon as possible set of tasks are not dependent on any of the other ones and it is very important that they are carried out at the beginning of the project, as informing these stakeholders is lengthier and imperative to the preparation phase, because the success of the project is very dependant on the coordination with them.
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The (9) Implementation Phase, begins with Task (10) Update the System With New Processing Information, where the expected arrival, processing and delivery times are updated. This task can be initiated once the stakeholders have been informed as the information will be visible to everyone, including the customers who will receive new estimates for their deliveries. The dependencies will be Tasks (6), (7), (8) from the preparation phase.
Task (11) Assign Team For The New Shift Pattern can be initiated once the employees have been informed about the upcoming shift changes (6) and the system is updated with new information (10) as this group will need to be well informed before any employees can be assigned to a new shift. This is directly followed by Task (12) Change Following Shifts For The Team where the new expected work times are established and any overlapping is sorted out.
(13) Assign new Delivery Slots for Drivers is also dependant on task 10 as information from the system is used to estimate arrival times of drivers and any new delivery slots must be matched with the processing times.
Moving on we continue the chain of tasks that involves moving the actual processing space in the selected place in the warehouse. Once a suitable location is determined (4), we can start task (14) Clear the Space From Previous Activities which involves moving any materials from the area and general housekeeping. Once completed, (15) Apply Markings for Health Guidelines can be started and is followed by (16)Move Processing Stations to New Location.
(17) Mark New Parking And Loading Bays can be started once task 5 is carried out and it signals that the outside area is ready.
The last step of the project is (18) Run A Trial Shift where the entire operation will be tested, from receiving parcels, to processing and handing out. This implies that all the other chains of tasks are completed, making this dependent on task 11 that signals that a team has been set up and the suppliers are aware of the changes , task 13 indicates that delivery drivers are aware and any blocks selected follow the new schedule, task 16 completion means that the processing stations have been set up and the inside space is ready, and lastly task 17 which means that the outside loading area is ready to receive drivers.
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This concludes the task dependencies, and a complete network diagram can be formed by inputting predecessors in Project Libre.
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Using the PERT three-point estimation technique, we will now calculate the expected time for each task and define the project completion time. The three estimates are as follows: Most likely estimate (M), optimistic estimate (O) and pessimistic estimate (P) and the formula to calculate the expected time is  (Optimistic + (4 X Most Likely) + Pessimistic)/6 (Usmani, 2020). A graphical depiction will be used to visualise and calculate the expected time.
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The expected time is shown in yellow for each task and is used as input in Project Libre, and along with the dependencies information will provide enough information for a critical path to be establish and the Gantt chart to be completed.
[image: ]

The critical path shown will be used to define a realistic timeframe for completion as it shows the longest sequence of tasks that must be completed to conclude the project. The project begins on 06 April and according to the analyses done should be completed withing 10 working days. 

As a project manager, I consider I posses some useful abilities, but I also recognise weaknesses and areas where I need to improve. A SWOT analysis will reveal more clearly what those are and enable me to create a plan for improvement.
[image: ]

In performing the analysis some tendencies become more visible. I consider that  I possess good judgement and prioritization abilities, problem solving skills and  the ability to strategize, all important abilities in project management. However over analysing information gives me the tendency to micromanage and tunnel vision. Coupled with poor communication skills these areas become a liability in some cases, as information does not move very well between the involved parties, causing mistakes and making them harder to be identified and fixed. I find it hard to accept standards below my own, and I consider this a weakness along with my lack of experience in project management, which can have the negative effect of setting unrealistic or inappropriate standards. In terms of opportunities, amazon offers good career choices, and I can take advantage of that on the basis that my performance is high. My strengths are recognised at my workplace and that puts me in a better position to take advantage of the opportunities Amazon might offer. From my weaknesses a few threats arise, mainly due to poor communication skills I might be late in capitalising on new opportunities, as I might not receive information fast enough and there is a lot of competition in Amazon. Lastly the tendency to micro manage can put me in a position where I take more responsibility than is rightfully mine and become liable for actions that are not mine.
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In managing projects, the need for techniques and models is very important as projects tend to be complicated, with many steps and dependencies between tasks. Planning a project requires defining requirements for resources like facilities, labour, materials, equipment and defining those establishes a framework in which a project can be conducted. In managing this particular project, I found that using relevant models improves my ability to properly assess and coordinate tasks and schedule a realistic project plan that can make the difference between success and failure. The PERT technique holds great significance in predicting completion times and establishing a network diagram. The network diagram illustrated how activities relate to each other enabling to establish the critical path and coupled with the PERT technique to estimate the total project duration. The Gantt chart is very useful in visualising the project as a whole and can receive input from other techniques.  Coupled with project management software it is an empowering tool for a project manager. There are also many models available for managing a project and it is important that the right ones are chosen for the type of project as different tools are designed for different types of projects like IT, construction, etc. I concluded that technology plays a big role in today`s project managing environment , with specific software greatly facilitating the organization and planning. Being able to track, schedule, allocate resources, track budget within one single interface is a great advantage and enables large projects to be managed by a single person. In today’s business world, I doubt that any company can become competitive without employing some form of computerized management. 
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