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1.0 [bookmark: _Toc44663229]Executive Summary

This report was written to analyse the project tools available to Amazon to combat COVID-19. With the rise of coronavirus, Amazon and other organisations have had to change the way their organisation operates in order to meet new government guidelines and to ensure the safety of their employees.


[bookmark: _Toc44663230]2.0 Introduction

This report created to analyse the effects of COVID-19 on Amazon and how the organisation has moved forward to fight against the closure of their workshops (B2B, 2020). Managers at Amazon needed to devise a plan and create a project where employees and customers health and safety was the goal in order for Amazon to continue trading (Wong, 2020).
Different models and academic resources were used to help understand how managers could or may have used to help overcome this problem. A project life cycle was discussed to understand the process in which needs to be carried out to successfully complete the project.
When Amazon devise a plan, managers can take advantage of using a theory called the iron triangle. The iron triangle enables mangers to monitor the cost, performance and the time the project will take (Pollack, Helm and Adler, 2018). In addition to the iron triangle, a quad chart can be created to give a visual and descriptive summary of the project looking at the scope and who may be involved.
Before and during the project a risk analysis would need to be drawn up to assess the risks that may be involved in carrying out the project (Lavanya and Malarvizhi, 2008). For example, Amazon will need to consider the effects on the employees, time it will take to carry out the project, if the operation of the workshops is affected.
Finally, Amazon can use McKinsey’s 7S model to evaluate the project to see if it was a success or a fail (Story, 2020) and (Vilet, 2013). Evaluating a project will help Amazon to identify areas that did not go well in order to help them for future projects.


[bookmark: _Toc44663231]3.0 Main Findings
[bookmark: _Toc44663232]3.0.1 Project Life Cycle
A project life cycle can be as simple as plan, do, review or as detailed as organisations want it (Invensis, 2020) and (Cohen, 2018). This report will look at how Amazon have created a project life cycle to combat the effects of COVID-19 in their warehouses to meet government guidelines. 
A project cycle starts off with the ideas around the project, in this case Amazon’s fight against COVID-19. When Amazon’s managers sat at the board room considering how and if they should continue trading, many factors needed to be considered. Most importantly, is the project worth carrying out. This would require looking at the cost element and the manpower Amazon have at their disposal.  After identifying the project, the planning phase will begin. 
During the planning phase, Amazon would look at the cost of carrying out the project, whether its affordable or is it too costly (Bridges, 2019). The reason behind the project would consider if the project is worth the effort or are they barking up the wrong tree. Creating a list of all of work that needs to be carried out as well as producing a risk analysis to ensure work meets deadlines and work is completed efficiently without any setbacks (Aven, 2015). Also, team roles are distributed between the members to ensure everyone knows what is required of them. Once the planning phase has been completed, the initiation phase will begin.
The initiation phase is where all members of the team have been assigned their roles to the project, accounts set up for personnel information and financial expenditure is set out. For Amazon to identify which employee would be better suited to which role, they can utilise Belbin’s team role theory. This theory was created in 1981 by Meredith Belbin who identified 8 team roles that were designed to define and predict the success of management teams (Moultrie, 2016) (Belbin, 2012). A ninth role was later added to complete Belbin’s theory. If Amazon use Belbins theory, they can produce teams that can get the work completed on time and efficiently without any conflict within the teams. During the initiation phase the start and the end of the project will be announced.  
Once the initiation phase has been completed, the implementation phase will begin. The implementation phase is the phase where all tasks laid out in the plan is carried out. In Amazon’s case, they planned to test all staff for the virus before they enter the warehouse and provide the correct PPE when entering the warehouse. As well as checking for the virus, Amazon set out specific plans to ensure employees were adhering to government guidelines by installing two metre distancing measures and hand sanitisation stations dotted around the warehouse. During this phase, managers continuously monitored the performance with the plan to ensure the plan was being met. Also, if any problems occurred, managers will be able to rectify them before the problem gets worse. 
The last phase of the project life cycle is the evaluation phase. This phase looks at all the positives and negatives of the project to examine what can be executed better and ensure any obstacles are dealt with before the project starts. Amazon can evaluate their success by receiving feedback from employees either it be positive or negative. this feedback can be used to enhance their future project management and help them build teams that are capable of the roles required.

[bookmark: _Toc44663233]3.0.2 Iron Triangle
In the mid 1980’s, Dr Martin Barnes created the triangle of objectives also known as the iron triangle. The triangle was created to help organisations to manage projects quickly and effectively by considering three key areas, cost, time and performance. Each point of the triangle has been allocated the areas in question. The triangle is used to keep a balance between time, cost and performance during the project (ILX, 2019).
It is argued that if time is short, this will impact on the cost of your project (Dhillon, 2018). If a project is estimated to take ten weeks, however, the project needs to be completed in two weeks this essentially will have a huge impact on cost as more resources would be needed to meet the tight deadline. 
On the other hand, if a project is to be completed on a limited budget, this will impact time and performance as the limited budget would impact the quality of resources used (Copper Team, 2017). 
Finally, if the performance is great usually the time taken to complete is greater and can be costly as the project is taking a lot of time with a high performing team demanding more money (Seaver, 2009).
Amazon can take advantage of Dr Barnes theory by implementing the iron triangle into the planning phase of the project life cycle to understand which area is more important to them as this can help them to manage the project better. For Amazon to ensure government guidelines are being met, they would require upgrading the warehouse therefore time aspect of the iron triangle would need to be prioritised. By prioritising time over cost and performance, Amazon can move quickly to ensure no time is wasted for trading however, this can be a costly decision they make as they would require more resources to meet the tight deadline in place and the performance will reduce as work needs to be completed in such a short time. Despite costing Amazon more to carry out the upgrade, it was evident that Amazon would have made less money if they had closed their doors than spending the extra money to keep their doors open. 
[bookmark: _Toc44663234]3.0.3 Risk Analysis
Once Amazon decided upon the project, the project managers would be required to carry out a risk analysis. A risk analysis would analyse all the possibilities that may affect the project from resources to financial, from time to performance as noted by Ray (2017).   
According to the corporate finance institute a risk analysis is important to undertake as this will identify potential risks to the project and once the risk has been identified, the risk will become a lot easier to mitigate. By conducting a risk analysis, this will allow organisations such as Amazon to prepare for possible outcomes that may prevent further progression and growth (CFI, 2020). Mind tools also suggests that it is essential for projects to undertake a risk analysis during the planning stage as potential problems can be managed before they hinder the project goal (Mindtools, 2020). 
When conducting a risk analysis, it is important to ensure risks are managed appropriately, this is because if risks are undermined, the impact may cause damaging effect on the whole project therefore, management would need to continuously monitor the risks involved and identify any threats or possible opportunities that may rise reported by Lukas and Clare (2011).
During the project, a risk can impact the cost of the project as the longer it runs the cost will increase, therefore, it is argued by project-management.com that project platforms such as monday.com and mavenlink can be used as a tool to help manage projects more efficiently. 
In addition to the above, Duggan (2019) reports that risk analysis is an important factor to the success of any project as this can maximise results and meet deadlines. The advantage of any projects meeting its deadline and maximising the results is that cost will stay on budget, stakeholders such as investors would be delighted to know the project is on time and on budget as well as the team behind the project will feel they’ve achieved something great also increasing their reputation and motivation. 
During the planning stage of the project life cycle, Amazon would need to create a risk analysis to help them manage any potential problems they may face once the initiation phase begins. Amazon would need to consider the measures are meeting government guidelines such as social distancing, correct PPE is being provided and supply will not fall short. One of the biggest obstacles Amazon will face is the availability of PPE for their employees as there has become high demand for PPE in other sectors such as the NHS therefore, Amazon would need to ensure suppliers are providing enough protection. Another risk Amazon will have to overcome very quickly is the time it takes them to input the measures required as a delay will impact their revenue also the cost of the project most likely to increase. For Amazon to ensure risks are minimised, they can employ a manager that has experience in managing projects however, this will be a costly but effective way of managing the project. To minimise the risk further, Amazon can draw up all potential risks during the planning stage and mitigate these before the initiation phase begins to ensure identified risks don’t cause a disruption.
[bookmark: _Toc44663235]3.0.4 McKinsey’s 7S
Whilst planning a project, managers can take advantage of Mckinsey’s 7s model to help with monitoring and evaluating the project. The model was created by Tom Peters and Robert Waterman in the late 1970’s, for organisations to be successful, seven internal elements were identified. Mckinsey’s 7s model looks at strategy, systems, staff, skills, style, shared values and structure (Prachi, 2019). 
Strategy is vital to any projects as this illustrates how the project plans to be successful by keeping competitors behind and ensuring your goals are clear and achievable.
Systems is another element that needs consideration as this may impact the way the project is ran in terms of the daily activities the staff requires to get the job done.
Staff element considers the employees themselves. For example, their capabilities, are they skilled enough.
Skills looks at the skills that the employees actually possess. For example, one employee may have excellent computer skills than the rest.
Style acknowledges the way management decides upon their leadership style.
Shared Values are the organisations values that need to be regarded during the planning and initiation phase of the project. The values may be to be punctual, consider other employees and safety of all employees.
Lastly the structure of the project team needs to be clear and precise as this will ensure communication is not broken down and important information can be passed on clearly. Also, with clear team roles, managers can delegate jobs correctly and efficiently.
Amazon can benefit from using Mckinsey’s 7s model by implementing the model into the planning phase of the project (Dottridge, 2019) and (Dudovskiy, 2020). Amazon can outline what is required to do in order to meet government guidelines. Ensure employees have the correct equipment available to complete the project without stumbling upon any potential risks. Undertake a background check on all employees to check if they possess the capabilities of being part of the team. Whilst carrying out the background check, employees can also be checked for any particular skills that may be an asset to them such as having good computer skills. Management would need to decide on how they would approach the project, for example, due to the uniqueness of the project and this project has never been undertaken before, managers may need to be vigilant and extra careful because if the wrong decision is taken it can cause a huge impact on the budget and time of the project. As well as this, the reputation of the manager will be tarnished if the project does not meet the proposed deadline and cost has fizzled out. Lastly, Amazon would need to consider that they share the same values as their employees as this may be a motivational factor for employees to produce better results and increase performance.

[bookmark: _Toc44663236]4.0 Conclusion
UK Government announced on the 23rd March 2020 that UK will be going into lockdown however, essential workers and shops are allowed to continue trading. Along with allowing to continue trading, Amazon and other organisations had to follow strict rules that keep employees safe at the workplace by introducing a two-metre distancing and wearing PPE. 
To conclude, for Amazon to combat COVID-19, it is believed they would need to construct a project life cycle to help the managers at Amazon to identify ways in which the project can be executed without any risks that follow new protocols, that need to be introduced into all warehouses (Roseke, 2016) and (Puscasu, 2016). 
Managers need to plan the project first by focussing on what is required of Amazon to keep the workplace safe. This includes, ensuring there’s enough PPE available for all employees, employees are temperature checked when they enter the building and provide health assistance if anyone falls ill. 
The initiation phase will focus on building the team to ensure the proposed deadlines are met and the project is completed with high standards. Amazon will need to forge a team that is capable of different roles to successfully complete the tasks at hand. This will help managers to understand their team better and also can help motivate the team to perform higher.
the implementation of the planning is where Amazon need to put in place their plans to combat COVID-19. For example, Amazon need to ensure a two-metre social distancing is clearly displayed in the workplace by laying markers on the floor. During the implementation phase, managers would need to continuously monitor and evaluate as problems may occur therefore, a contingency plan needs to be drawn up in case of any unexpected issues to mitigate the potential problems. As well as looking out for potential risks, monitoring the project can help managers to identify areas that need improving such as employees or resources.
Once Amazon have completed their project, it is essential managers draw up an evaluation on how the project went (Bell, 2020). This will help future projects by looking at a different way of managing the project, potential problems that occurred can be avoided next time and possibly look at new ways to carry out the project. Evaluating is one of the most important part of the project as this will help the manager to identify where the project excelled and where the project lacked. This then can be improved and ensured later projects do not come across any potential risks. 

[bookmark: _Toc44663237]5.0 Recommendations
Amazon can utilise may theories and models to manage their project effectively. During the risk analysis, Amazon can look at using the Boston chart to help them identify where the possible risk lies.
[image: ]
The Boston chart helps to understand the possible threats of a risk. If a risk is high then is the return high or low and, on the hand, if the risk is low then is the return high or low. This helps managers to place the risk in each area and assess whether it is a risk worth taking or the risk too risky where the project may fail.
Another chart Amazon can use to help the project is a Gantt chart. Gantt charts was created by Henry Gantt in 1919 to help mangers to depict the time it takes for each task within the project. A chart like this is easy to read and understand for mangers to explain to all stakeholders the time of each task taking place.
Amazon Gantt Chart on PPE for employees
[image: ]
Quad charts have proven to be an excellent model to use when planning a project. A quad chart identifies why is the project undertaken, who is it for, the goals and how can it be measured. This method is used to help managers to clearly display the process of the project and the possible outcomes.
 [image: ]
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