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Introduction 
Many organisations have adapted their current working situations due to the Coronavirus Pandemic, known as COVID-19. In this report the Project Manager (PM) will be undertaking a project which will be based on how Marks and Spencer (M&S) has operated these tough times. The purpose for this project is to enable staff to stay safe whilst performing their day to day duties and providing essentials to customers. 
What makes this a project?  According to Project Management Institute (2020) A project is unique in that it is not a routine operation, but a specific set of operations designed to accomplish a singular goal. It has a defined beginning and end in time.
Main body 
According to Project Management Institute. 2013, p.5, Project Management is the application of knowledge, skills, tools, and techniques to project activities to meet the project requirements. Project management has final deliverables that are constrained to a finite timescale and budget.
There are several tools available to assist PM’s from initiation to execution and additional support of a project. The PM has chosen to use The Project Life Cycle to undertake the M&S Covid-19 project. 
The Project Life Cycle
The project life cycle is the series of phases that a project passes through from its initiation to its closure. The lifecycle provides the basic foundation of the actions that has to be performed in the project, irrespective of the specific work involved. (Project Management Institute. 2013, p.37)
The cycle has four stages which are: 
The Initiation Phase: Starting of the project
The Planning Phase: Organizing and Preparing
The Execution Phase: Carrying out the project
The Termination Phase: Closing the project 






Melton, T et al, (2008) advocates A project moves through the four stages from its start point to its end point, each stage has its. own specific start and end point and each a has a specific target to achieve
According to Mavenlink, Inc. (2020) The Project Life Cycle is critical for any managers hoping to deliver projects to clients successful.
The Initiation Phase - Starting of the project
The Initiation stage is where it all begins. This is where the aims and objectives are defined. Teams will be selected and jobs will be allocated. Responsibilities will be given and teams will know the purpose of the project. 
Quad Chart 
The PM will be applying the tool Quad Chart to the Project. A Quad Chart defines the project and its purpose. It is a visual chart as well as descriptive. It is also used for planning and communication. (Chegg Inc 2003-2020)













Purpose (Scope) – This box describes the purpose of the project and the Aims and Objectives. 
Heather Content Marketing Manager, claims Scope is the connection between the project goal and what is needed to achieve to need it. It involves determining and documenting a list of specific project goals, deliverables, features, functions, tasks, deadlines, and ultimately costs. In other words, it is what needs to be achieved and the work that must be done to deliver a project. (Totally Communications 2000 – 2019)
Aim- The aim of this project is to continue a safe shopping experience for the general public, this will then enable customers to shop safely to buy essentials needed for the current pandemic. 
Objectives – 
Follow the 2 Metre social distancing guidelines 
Set up IT systems so customers can shop online instead of coming into store. 
Keeping customers and staff safe at all times. 
Critical Desired/Success Factors – This box shows if the project aims are being measured or unmeasured and what makes the project a success. 
Customers and staff to follow the 2 Metre Social distancing guidelines.
Provide PPE where necessary around the store ensure and promote safe hygiene. 
Both of the above factor can be measured visually and are critical to make the project a success. 
Measures of Success – This box measures the success of the whole project when it comes to its end, and is measured by qualitive or quantitative. 
Number of staff that have been affected by COVID- 19 
Happy customers and staff – Positive feedback/Reviews (Qualitive)
Project Motivational Factor 
In every project that is carried out, the PM must have a motivational factor to help take the project to the end with a success. Åkesson, E., & Landgren, H. (2012) suggest, Motivation is what propels an individual forward and is an essential factor in project success.
The motivational factor in this project is in line with values of the project manager’s and Marks & Spencer’s, therefore, exemplifying their core value of ‘excellent customer service.’
Secondary Benefits 
The secondary benefits of undertaking this project will bring more e-procurement sales which goes hand in hand with additional business, and increased profits. Also, the organisation will become more competitive. 
According to Stockdale, S. (2015) We all need competition. It helps businesses to improve and encourages us all to build our knowledge and skills. (Guardian News & Media Limited, 2020) This demonstrates having competition is healthy for any organisation or projects.
The PM found the tool quad Chart very helpful as it helped structure the initiation stage of the project. It sets the aims, objectives and the scope of the project. It illustrates the CSF of the project which will help when reaching the success of the project. It also helps identify the stakeholders for the project and the importance each one.  
Stakeholders (SH)
According to Freeman and Reed (1983) a Stakeholder (SH) is any identifiable group or individual who can affect the achievement of an organisation’s objectives or who is affected by the achievements of an organisation’s objectives.
The PM has compiled a SH analysis using the information from box 2 of the Quad chart to identify the importance of each SH and their purpose in the project. The tool will allow the PM to identifying if each SH is internal/external, primary/secondary, a driver/supporter or an observer of the project. 
Stated by Clarkson (1995),
Primary stakeholder – This SH has high levels of interaction and are vital for the survival of the project.
Secondary stakeholders – Theses SH generally are affected but do not engage and are not needed for the survival of the project.
Stakeholder analysis 
As stated by Kimmich, (2009) the project goal is not only to describe and analyse the transition process (Research) but to induce change processes (development) and to find out which stakeholders are most relevant for this process. 

By compiling a stakeholder analysis, the PM can now identify the main SH for the project. 
Staff – Staff are HIGH priority PRIMARY SH as without them the project could not take place. Staff need to serve the customers and be around to offer help. Staff are INTERNAL SH as they are employed by M&S. They are DRIVERS as they define the results and have the biggest involvement in the project.  Staff must provide excellent customer service to customers and stay safe during service hours. 
PPE Suppliers – PPE suppliers are MEDIUM priority PRIMARY SH; as they have moderate involvement in the project.  They are SUPPORTERS. SUPPORTERS help the project perform and for this project PPE suppliers provide safety equipment which is necessary for the success of the project. PPE suppliers are EXTERNAL SH as they are not employed by M&S however they play an important factor in the project. 
The Media – The Media are LOW priority, SECONDARY SH, they are OBSERVERS of the project as they have very minimal involvement. The media are EXTERNAL SH; however, they are important as they provide publicity for the project and organisation. 
Evaluating both stakeholder analysis and quad chart, it is evident that both tools are linked as stakeholder analysis fits into box 2 of the quad chart. 

The Planning Phase - Organising and Preparing
The planning phase is the most crucial part of the project. This is where detailed projects plans are devised and tasks and activities are broken down and listed against schedule. Teams should know their roles and activities that need to be performed before reaching the execution phase. This is where the PM needs to be vigilant that mistakes don’t happen. However, risks can occur at any time externally or internally within a project. Some risks can be solved and others which are out of one’s control. There are many tools available to help identify and eliminate risks. The PM will be using the tool Risk Analysis to identify any risks that may occur. (Association for Project Management 2020)
According to Lavanya, N. & Malarvizhi, T. (2008) A Risk Analysis predicts the uncertainties in a project and minimizes the occurrence or impact of these uncertainties This improves the chance of successful project completion and reduces the consequences of those risks. 
There are many different factors that can trigger a risk to the success during a project, such as the activities costing too much, the quality is minimising or the activity is taking longer than expected. This is where the PM can use the iron triangle to help overcome any risks that arise.  
The Iron Triangle enables project managers to evaluate and balance the competing demands of Cost, Time and Quality within their projects (Atkinson, 1999). It also defines and measure project success. Ebbesen, Jonas B and Hope, A (2013) The iron triangle is a useful tool as it helps find which element of the project is the most important. (ProjectManager.com, Inc. 2020)



The PM has compiled a Risk analysis on the project and has identified several potential risks that could arise, 
Staff sickness or shortage of staff -
This is an INTERNAL risk and would affect the project. Linking the iron triangle - PRODUCT and SCHEDULE risks are both priority as the customers would not get served if there was a shortage of staff and the store would not operate accordingly. This is a HIGH impact on the project, the likelihood is HIGH as staff can catch the virus and become unwell as majority are front line workers.  To mitigate the problem the PM needs to check staff temperatures before coming into work, and employ more staff to cover shortages if it arises. 
Linking this to a SWOT analysis, M&S is a well-recognised brand its strength is its reputation and will attract a good calibre of staff. (Sarsby, A. 2016, P.3)
From applying a PESTLE analysis, the economic factor will also contribute with many people finding themselves in unemployment would be looking to find employment making it easier to get staff on short notice. (Perera, R. 2017, P.2) 
Lack of PPE and delay on deliveries from suppliers – 
This is an EXTERNAL risk. Linking the iron triangle RESOURCE risk is priority as PPE is essential in this project. This is HIGH impact on the project, the likelihood is MEDIUM. To mitigate the problem from arising order in advance and bulk buy and check PPE levels on a regular basis. Failing to do this would lead to not achieving the aims and objectives of the project, keeping customers and staff safe. Once more linking this to PESTLE, the technology element will also assist with mitigating this risk by encouraging more contactless payments from behind the plastic screens provided on each till as extra protection if there is low supply of PPE. The technology can also be used to encourage more click and collect as well as order online to avoid more customers coming in store and risking safety of staff if not enough PPE is available.

The PM found this tool very helpful as it helps visualise the risks that can occur and also states how to mitigate the risk. This will remind the PM that risks can occur at any time and to be always vigilant.

Work Breakdown Structure (WBS)
A very powerful tool to assist in a project is a Work Breakdown Structure. A WBS is a deliverable orientated hierarchical structure that shows breakdown of the work that needs to be ‘executed’ by the team to achieve the project objectives ad produce the deliverables. (Workbreakdownstructure.com, 2020)
The tool allows project managers to note down each task that needs to be achieved and allocate them to team members. A WBS can be structured in two ways; 
Bottom down approach – This is brainstorming all the activities and then grouping them into categorises. 
Up down approach – Starting at the top level (the finished project) and systematically develop increasing levels of detail for all activities. (Project-Management.com, 2018)
The PM has created a WBS, starting with the scope and then listing all the activities that need to be achieved, allowing team members to identify and categorising the deliverables, sub deliverables using a bottom down approach. 

The project has two DELIVERABLES
Safety measures in store 
Following this deliverable there are three SUB DELIVERABLES which are Staff, Store and customers. 
Staff –
It is important that staff keep on top of PPE and encourage customers to do so as well, this will therefore then stop the virus from spreading allowing safe shopping and serving in store. This is linked to the desired outcome box of the Quad chart of keeping staff and customers safe whilst shopping in store.
The PM must ensure staff are following the 2-metre social distancing rule as this will stop the virus from spreading and will encourage customers to also following the rule. This will also keep staff safe.
M&S will pay 12 weeks full pay for vulnerable and pregnant employees as they are high risks and will do this to ensure the safety of their employees.  According to Barrie (2020) M&S have paid high risk employees (pregnant and 70+) full 12 weeks paid leave, this is linked with the measure of success in box 4 of the Quad chart, quantifying the number of staff effected by the virus.  Barrie (2020) also states M&S have implemented the 2-metre social distancing rule within the stores with floor markings. 
Store - 
Stores must be kept thoroughly cleaned continuously to stop the virus spreading. 
2-metres floor markings and till guards will be displayed around the store for safety of customers and staff. 
Customers – 
Customers must follow the 2-metre social distancing rule as this will prevent the virus from spreading and will keep staff and other customer safe. 
Customers must sanitise hands before entering the store, this will prevent any germs or viruses spreading. By doing this it will ensure safety for staff and customers. 
Reducing operational cost 
Following this DELIVERABLE there are two SUB DELIERVABLES which are, reduce staff cost and Reduce building cost. 
Reduce staff cost – 
M&S will furlough staff that work in other departments of the organisation or volunteer to be furloughed. 
Managers will set meetings with employees and have employment consultation, keeping employees engaged and involved in the planning. 
Reducing building cost -
Opening the store for shorter operating hours which will reduce the cost of electrics and operating. 
The WBS is linked with the Quad chart as the sub -deliverables and activities stated on the WBS fit into box 3 and are stated in Desired/CSF of the quad chart. Following 2 metre social distancing and providing PPE. The WBS is an excellent tool to help identify all the activities that need to be completed for the project to succeed and how long each activity is going to take. This is where a Gantt chart will help the PM. 
Gannt Chart 
A Gannt Chart helps visualise how long each task will take in the project. t is used for scheduling.  According to the Association for Project Management (2020) A Gantt chart is a project management tool assisting in the planning and scheduling of projects of all sizes. Timelines and tasks are converted into a horizontal bar chart, showing start and end dates. This is useful to keep tasks on track when there is a large team and multiple stakeholders when the scope changes. 

From looking at the Gannt chart, the activity which will occur for the longest time will be 2 metre social distancing and the purpose of this is to ensure customers and employees stay safe at all times. 
Network Diagram 
The PM will be using a Network Diagram to find out which activities takes the longest time (Critical Path) to achieve the deliverables. A Network Diagram helps in project planning and controlling a project from start to end. It helps to find a critical path and critical activities. (Project PM, 2020)
From looking at the results from the Network diagram it evident that the critical path is ‘staff to follow 2-metre social distancing’ with a total of 45 weeks. 
Project execution – Carrying out the project
The project execution stage is the true start of the project, this is where the team carries out the tasks and activities that where mapped out in the planning stage. This is where the majority of the project work takes place, and it requires constant monitoring, goals and roadmap may adjust the project gets deeper.  (Nediger M, 2019)
Monitoring is key when it comes to any project as it allows PM to look back and see if they succeeded or failed in their project, and what they could’ve done better and use that to improve in future projects. According to Kusek, J and Rist, R. (2004) Monitoring is a powerful management tool that can be used to improve the way organisations achieve results, it helps decision makers track progress and demonstrate progress of a given project. 
Tuckman Model 
The PM now needs to use the Tuckman approach and monitor the project and the team. 
The Tuckman model was created in 1965, it is an elegant and helpful explanation of team development. It focuses on the way which a team tackles tasks from the initial formation of the team through to the completion of the task. Even though the PM has chosen the teams, allocated activities and tasks and the team is thriving, the PM should now monitor closely using Tuckman’s norming approach. This stage is used for monitoring the project and giving feedback to the team, after this the PM can start rewarding individuals as the team would’ve moved into performing stage. (Mindtools, 2020)
Reward and recognition are very important as it motivates teams and individuals thus resulting in the project succeeding. Motivating individuals during the evaluation phase helps the team feel a sense of achievement as Murton et al. 2010, P,93-94 proposed ‘the degree to which an individual want and chooses to engage in certain specified behaviours. Motivation is complex, personal to the individual and is influenced by many factors.  Corresponding with Herzberg’s Motivational factors recognition and achievement. (Mindtools, 2020) 
According to Barrie (2020) M&S have implemented many changes within the organisation such as increasing wages by 15% to front line employees.

The Termination Phase - Closing the project 
This phase is the last phase of the project, however as the M&S project has not come to end and is still on going the PM will evaluate it Mid-term. 
According to Patton, M.Q. (1987) Midterm Evaluation is a process that critically examines a project. It involves collecting and analysing information about a project’s activities, characteristics, and outcomes. Its purpose is to make judgments about a project, to improve its effectiveness. 
Evaluation/ Monitoring Table 
The Project manager has created a table to visualise where the project currently stands and is it succeeding or failing.

Analysing the table above the PM will be evaluating ‘keeping staff safe’, this is PARTICIPATIVE evaluation as it is how one is feeling and their opinions. It is also SOFT evaluation. The PM would measure this by encouraging employees to complete surveys and questionnaires to gather feedback on are staff feeling safe and happy in work. The PM would also be evaluating ‘setting up IT systems for online shopping’ this will evaluate how often customers are shopping with us. This is HARD evaluation as it is data. It is SUMMATIVE and it will be measured by checking customer stats and how often customers use their M&S loyalty card. This will then show the results of how often customers are shopping online. Overall, the results from the questionnaire showed that staff felt comfortable and happy coming into work and safe while working.  Stats showed customers were shopping online more frequently resulting in more profits. Thus, Measuring the success factors described in the Quad chart of measuring numbers of happy customers and numbers of staff staffing safe during their shifts and not going off sick.

Kolbs Experiential Learning Cycle
After the competition of the project the team should reflect on the projects journey, a useful tool for this is Kolbs Experiential Learning Cycle 1984.
Kolb provides a structured diagram which has a four-stage cycle: Experience, Reflection, Conceptualisation and Experimentation. Kolbs theory emphasises on the ability on an individual’s cognitive ability and understanding. Kolb mainly basis his theory on users whom are confronted with a new experience.  
“Learning is the process whereby knowledge is created through the transformation of experience” 











Costa A and Kallick B, 2008, p,221) illustrates Reflecting on experience encourages insight and complex learning. After the Midterm evaluation the PM undertook kolbs learning cycle and reflected how the project went. 
The project was a success as it met the aims and objectives of the quad chart. Keeping customers and staff safe, following the social distancing guidelines and setting up online shopping. Staff felt happy and safe coming into work as the results from the questionnaires (Qualitative) and customers felt safe shopping in store. The customers that didn’t feel safe shopped online leading to the organisation making profit (secondary benefit). The store was fully equipped with PPE, floor markings and till guards, however what didn’t work very well was ensuring customers followed the 2-metre distancing. Staff members would politely need to remind customers to obey. The project did deliver on time and is still ongoing due to the pandemic. The organisation offered specific shopping days to NHS staff and vulnerable customers, this is what was different about the project and the opening times. The project did proceed within the budget however next time the PM would be communicate with local suppliers for stock just in case of any shortages occur. The tools used for the project was very helpful, the WBS is the most convenient as it allows the PM to list all the activities and then categorise into sub deliverable and deliverables. The SH analysis is also a good tool as it allows the PM to see the most important SH and their involvement in the project. The risk analysis tool is helpful as it shows how to mitigate any risks that occur.  Overall, the project was successful. 
The PM has taken the Belbin’s Team Role Model test on themselves to see how they have performed as a Project manager. 
BELBIN Associates. (2020) state Belbin Team Roles are used to identify behavioural strengths and weaknesses in the workplace. Whether developing people, resolving conflict or fine-tuning high performance, Belbin provides the language to ensure that individuals and teams communicate and work together with greater understanding. 
Results show that the PM is a Resource Investigator, Team worker and Monitor Evaluator. 


Recommendations 
Belbin’s team role model shows weaknesses in the PM ability as a project manager. Resource investigators weaknesses state Over-optimistic. Loses interest once initial enthusiasm has passed. This may cause problems as the PM will lose focus on tasks and the project will take longer than needed. The weakness of Team worker is Indecisive in crunch situations. Avoids confrontation. This may cause problems to arise as if the PM does not deal with conflict within the team as the PM does not like confrontation this will stop the team from succeeding in the project. The PM should work on theses weakness by shadowing other PM. (BELBIN Associates. 2020)
Overall, the project was successful and all of the aims and objectives where met and the measures of success. Recommendation for next time would be for staff to encourage customers to follow social distancing guidelines. 
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‘Whatis being
Evaluated/Monitored?

Type of Evaluation

Hard or Soft Evaluation

How is it being measured?

Customers following 2 - Metre
social distancing

Formative

Soft

Visually monitor i customers
are obeying 2 Metre social
distancing, and remind
customers that they must
follow.

Setup IT systems for online
shopping.

Summative

Hard

Monitor how many customers
are shopping online.

Keeping staff safe

Participative

Soft

Encouraging staff to take
surveys and questionnaires to
see f they feel happy and safe
inwork.

Motivate staff by giving positive
feedback, saying thank you.
Bonuses,

Keeping customers safe

Summative

Hard

Monitor by checking how many
times each customer shops with
M&s in store, checking how
often the Loyalty cards are
being used.
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‘ Abstract l

Conceptualisation
(concluding / learning
from the experience)
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