
PROJECT PLANNING AND MANAGEMENT IN WORKPLACE



Executive Summary
The purpose of this report is to analyse managing a project when facing a pandemic. Covid-19 has affected everybody worldwide. It has affected businesses due to lockdown and social distancing rules, non-essential businesses have had to close to reduce the risk and combat the virus. Royal Mail is an essential business that faces the same issues of combating the infection. 
Due to the closure of businesses, Royal Mail have seen these businesses selling items online for the first time which has resulted in Royal Mails increase of deliveries during the pandemic busier than any time of the year.
As a project traditionally has a start and set end the pandemic has taken away the set end for any project businesses may have implemented to tackle the crisis. The best strategy for Royal Mail is a quick response to implementing a project life cycle. The planning, identification of goals, needs to ensure service continues in a safe environment. Analysis of stakeholders and priorities will impact decisions for a plan that needs to adapt to changes in the project. Several methods will be used to assist with the project.
Use of a Quad chart can help communicate to stakeholders, project networking to ensure tasks are completed before undertaking another, iron triangle that will change as the project continues without a set end.
Evaluating and monitoring using McKinsey’s 7s model and the Plan-do-study-act method will help foresee solutions to potential problems which may need to be dealt with quickly due to changes of stakeholders influences, government and authorities advise and decisions over lockdown and social distancing policy.
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Introduction
Managing a project faces many challenges. Identifying what you are trying to achieve and how to achieve the goals are the basis to plan a project. However, due to the COVID-19 pandemic a few changes are evident. Where a project has a set timeline where a project manager can use methods of planning like a Gantt chart, project networks, quad charts to calculate a date for the project to end, the identified reason for a plan that has no set end like a pandemic will effect the project with the main factor of changes to the timeframe, settings, different statistics of cases of infections in countries and lockdown periods. Once the stakeholders have been identified, their importance and influence can be assessed but due to Government and authorities guiding and advising the country and businesses due to a pandemic, the importance and influences could change more often the longer the need of the projects continuation. The best strategy for managing a project during this crisis is to respond and implement quickly a plan. Further methods to can then be implemented like the iron triangle to ensure balance between cost, quality and time, project networking to ensure task are completed before undertaking another reducing risks to staff and customers. As discussed with challenges of no set end of the project, monitoring and evaluating as often as possible can help forecast and identify challenges that can be implemented into the plan effectively and quickly to keep the project running as smoothly as possible. Use of PDP to set goals, achieve targets with methods used can help identify where the project is going and where it needs to be. This information can then be used to help future projects.

















Main Findings  
History of Royal Mail 
In 1635 Charles the first introduced the public mail service, according to The Social Historian (2018), where post was carried on horseback or foot, 1784 saw delivery by coach, until 1840 when the black penny stamps introduction revolutionised the way mail was sent. Orr (2010) informs that first pillar boxes were green where London had between six and twelve mail deliveries a day. In 2000 the post office is renamed as “Consignia” proving unpopular between stakeholders such as the public, the organisations employees and union workers resulting in a boycott where the organisation becomes Royal Mail Group plc in 2002 following with privatisation in 2010 where private buyers are allowed to own up to 90 percent of Royal Mail.
Coronavirus and its impact on businesses. 
With serious implications on the health of the public, COVID-19 according to PWC Global (2020) has significantly impacted the economy and businesses. PWC have been working closely with businesses to help them stabilise, mobilise and return to work. Six key areas to focus on are: 
Crisis management and response.
Workforce.
Operations and supply chain.
Liquidity and finance.
Trade, tax and regulatory.
Brand and strategy.
There are many types of human Coronavirus, Zahar (2019) first identified in the mid-1960s, there are seven that can infect people including the 2019 Novel Coronavirus (2019-nCoV) where infection around the world is common.












According to The World Health Organisation (2009) when facing a pandemic, responsibilities in response and preparedness fall on the whole of society including roles plaid by other sectors, families, communities and individuals in mitigating the effects of the pandemic. Developing contingency and continuity plans for businesses is at the centre of preparation for the whole of society for a pandemic. Several activities including planning, coordination, capacity development and communication require action by all parties. The figure below shows the whole of society approach to pandemic awareness.


McKinsey and Company (2020) focuses their research on recovery on Europe where governments worldwide have already allocated £13 trillion to help stabilize economies and restart growth. With these measures success has been achieved in many ways and delivered with speed. As the crisis continues, new questions ask if the money has been directed in the best possible way and is more needed.
Examples of factors that affect businesses.
California is the fifth largest economy on the world, Winegarden (2020), investigates the impact of California’s green policy on the economy which includes the COVID-19 pandemic which saw electricity prices an average of 50% higher than national average. With issues with global oil production combined with the pandemic, this affected production and demand making the price of a gallon of gas 37% more than national average and percentage price gap widen by 55%.
Other parameters other than the economy must be considered. In developing countries, the implications of city locked-down and human welfare were studied by Umoh et.al (2020) were the implications of being unprepared and many of the countries not having any measures during the lockdown period affecting proper compliance where resources needed for daily routine and survival needed in place regardless of class and status were not available, forcing these people to go out and support themselves.

Fishbone Analysis
Using a qualitative study with fishbone analysis and event sequencing diagrams, Mallya and D’Silva (2020) induce factors that effect local economies using percentage analysis that justify these factors. Using phase 1 lock down in their research the result was total restrictions on local businesses where high risk of contamination was a factor, relaxations on some businesses like grocery shops were allowed to sell to cater for basic needs, street vendors were relaxed but fear of the pandemic saw a drastic decrease in demand, fancy stores were closed during lockdown as they were not classed as selling essential items.  
The fishbone diagram Created by Dr. Kaoru Ishikawa based on cause and effect in 1943 according to Fryman (2002) is used for analysing cause and effect, determination of the issue or root cause, provision of a graphical display of sources of variation and serves as a tool to process actions that be improved based on sources of problems.
Mallya and D’Silva (2020) use the Fishbone analysis on local businesses during phase 1 of lockdown.







The impact of Coronavirus on Royal Mail
Issues that have affected mail services updated on June 25 by Royal Mail Personal help (2020) are expected delays as many countries have using special measures to combat the spread of COVID-19. The amount of countries they can access is changing daily with major routes remaining open, delays in countries are due to lack of transport links available where certain postal operations are suspended with recommendations on links of where not to send items.
Further research on how Royal Mail kept the post delivered through the pandemic is explained by Pooler (2020) when talking to a postman who had worked with the organisation for 30 years that he had never witnessed a period anywhere near as hectic as the pandemic peak. This was due to the lockdown resulting in online shopping sprees that filled up mail sacks quicker than the busy times of the year like Christmas getting to the point where the staff couldn’t cope. Farther research reveals that with letter writing dying out Royal mail desperately needs to adapt to the digital age. The organisation has struggled to modernise since 2013 after its stock market floatation with declining profits and shares are languishing. Recognising the need to re-engineer to cope with the pandemic where the items journey involves multiple handovers, so the challenge was to reduce physical contact.
As early as May there was an overnight increase in online shopping making Royal Mail busier than before. Dawson (2020) asks Royal Mail’s Jon Nicholson what they were doing with the post office and eBay to assist small businesses who would be selling online for the first time. How parcels were packed and how they were to keep everyone safe. Jon Nicholson wrote back explaining parcels with high weight go with Direct parcel delivery where items of low weight go with 2nd class service making it more cost effective and reliable. The challenge with COVID-19 sees a challenge of getting items into the system where queues are forming outside post offices and round trips to drop off parcels are longer which is not effective enough. The difference between employed and self-employed courier is risk to themselves when delivering certain drop offs where some think it’s not worth the job.
To help postal users, Ofcom (2020) suggest these five tips to keep deliverers safe.
1. Stay a couple of meters apart when delivering parcels, companies are not expecting signatures but signal that you have received item.
2. Let the company know of a safe place to leave parcel.
3. Check opening hours of post office or shop when sending post.
4. If letter isn’t crucial, be patient as items like foods and medicines are prioritised.
5. Show appreciation to posties as they are key workers trying to overcome challenges.
There have been other issues that COVID-19 have caused, ITV NEWS (2020) write about 2000 jobs being cut by Royal Mail. Announcing a management overhaul to help slash costs. This plan is to save £330 Million over the next two years, affecting 9700 managers hitting hard at the senior executive and non-operational roles. Several organisations have suffered job losses due to COVID-19 such as Centrica, British Airways and EasyJet.
Royal Mail’s main challenge seems to be collection and delivery not only for the public but businesses that are new to online shopping and rely on the service to survive. This leads many challenges and reveals a wide range of stakeholders.
Stakeholder Analysis of Royal Mail
Originally outlined in Freeman (1984) according to Freeman et.al (2010) stakeholder theory was concerned with solving value creation and trade. Smith (2000) explains that forgetting to meet the needs of just one powerful or influential stakeholder could ruin a project. Identify who the stakeholder is and when the crucial time is. Take time to clarify the project stakeholders. Discover and align expectations that could impact a project. Outline process, requirements expecting change. Needs and expectations must relate to risk response and planning. Plan project communication strategies. A key to a successful project is to begin well. Below is a Stakeholder analysis of Royal Mail.
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Importance and priority may be different under normal circumstances for certain stakeholders but may change due to the pandemic.
Project life Cycle to deal with pandemic.
A project life cycle according to Cohen (2018) describes stages of a projects progression from start to finish. These are:
Initiation. Why is the project needed? Clarify objectives.
Planning. Map out a schedule. Define the projects scope. Use Gantt chart, project plan.
Execution. Hold meetings and status reports, track tasks to ensure project stays on course.
Control. Monitor goals, activities and milestones to keep on track.
Closure. Hand over all deliverables to stakeholders and close project. Review project for positives and lapses.
Project management is defined by PMI as the application of knowledge, tools, skills and techniques to project activities to meet requirements of a project. Kissflow (2020) shows the figure below.

Based on the factors of how COVID-19 has affected business, guidelines of how to combat the virus and impact it has on Royal Mail including the importance of each stakeholder, the project plan can begin in each stage.
Initiation. To maintain service with certain restrictions and priorities. To keep staff, customers and other stakeholders safe. To reduce risk to people and help combat the pandemic.
Planning. Restrict Low priority mail to 3 days a week. Supply PPE to all staff, couriers and maintain social distancing measures. Update regularly on opening and closing times of post offices and depots. Reduce physical contact when delivering to public by no signature needed but other means of acknowledgement. Control and leadership between employed and self-employed couriers when planning parcel routes. Prioritise health sector and high-risk stakeholders. Support Employees who have shielded.
Execution. Use online means to talk to team. Share reports and information to ensure project stays on course with planning to overcome expected changes of tasks and timeline. Inform the relevant stakeholders of status.
Control. Use audits to Ensure PPE and social distancing measures are being implemented. Assess risks to certain areas and improve wellbeing. Ensure relevant support for Project managers. Inform media, customers of limitations or improvements to service.
Closure. Hand over data collected to Stakeholders, record failures, successes, outcomes of adapting to changes. Compare with past crisis to plan for future issues.



Using the Iron Triangle with Royal Mail’s project.
Project managers should be familiar with the iron triangle. Wright and Wright (2019) explain it was devised by Dr Martin Barnes CBE which characterises the priority balancing changes of project management. This allows project teams to discuss trade-offs with agreed clear priorities to ensure project completion. 
The three constraints in the figure shown by Dhillon (2018) also serve as measurement scale of a projects success or failure.

Royal Mail should consider the changes to balance the triangle when these factors may occur.
Quality. Service will be affected due to risks, priority deliveries, delays and increased demand for online items.
Time. There is no set end date for a pandemic. Monitoring and reviewing data as regularly as possible to forecast planning for future.
Cost. Include factor of government help and funds for employees, the task may pose as a regular challenge as the time of project completion may continue to extend.
Using a Quad Chart
A Quad chart written by Al-Shammari (2013) is a simple planning technique showing what the project is about. It helps define what you do before starting a project. An example is shown below.

This is a visual document of Royal Mails plans for the project.


                                                             Royal Mail COVID-19 Business plan
	
	


Gantt Chart and Project networking challenges Royal Mail face with COVID-19
First introduced by Henry L. Gantt during the first world war, Diane Publishing (2001) explain that it was developed to provide a more formal way of scheduling tasks when time was the main factor. Shelly and Rosenblatt (2009) give an example that shows planned and actual progress of an IT project. The horizontal bar represents the tasks and time, the vertical bar arranges tasks from top to bottom.





A Project network diagram is a technique to show the sequence in activities, according to Lessard et al (2007) the arrow diagram method represents activities that have starting and finishing points, limitations are that the diagram can only show finish to start dependencies. Find all activities that start at first node, draw finished nodes and arrows between each with name and duration on associated arrow. Work from left to right, look for bursts or merges where a node is followed by more than one activity. Continue drawing until all activities that have dependencies are included. Arrows should not cross and all arrowheads should face toward the right. An example used with time management to estimate time for each activity is shown below.

A logic network diagram has the same basis as a project network diagram, Dow and Taylor (2010) explain that the length of the bar is proportional to the duration an activity scaled to a calendar. Just like the Gantt chart but many activities can be on a single row, an example is below.

An example for Royal Mail with a few tasks would look like this.



As each task depends on completion before another this can benefit in lowering risk of infection ensuring effective monitoring of successes, challenges and compliance.


Evaluating and monitoring the project

 The McKinsey 7s model, developed by Tom Peters and Robert Waterman in the early 80’s, Alshaher (2013), explains seven variables termed as levers beginning with the letter S which included strategy, structure, systems, style, staff, skills and shared values. So even when a project is at any stage the approach and use of the 7-s can help when monitoring, influencing the people to the right values and planning for anything that can change in the future.
The Plan-Do-Study-Act method (PDSA) introduced by Reed and Card (2015) focuses on the crux of change which also provides a structured experimental learning approach to test changes. Life QI (2020) explains the tool as an engine used to develop, test and implement changes shown below.








Personal Development Plan
A PDP helps a person or project manager map out a path towards goals successfully. Helps make better decisions without taking steps backwards. Spruce (2020) guides with seven steps when writing a PDP. Set Goals. Prioritise Goals. Set deadlines to achieve goals. Recognise opportunities and threats. Increase skills and develop knowledge. Use your support network. Measure progress.
Self-development plan for managing a project for Royal Mail.
Focus Area	Goal	Method plan	Achievement evidence.	Monitor method	By when
Response and preparedness	Strategic steps	Research COVID impact on business.	Quad chart.	Fishbone analysis for phase 1 lockdown	Plan-do-study-act. 	Week 1
Inform parties of actions	A quick as possible	Media, news online.	News articles, Royal Mail webpage.	7s Model	Week1
PPE provisions	Every employee is supplied	Project life cycle.	Minimum cases of infection.	Review every 2 weeks as government guidelines	Week 2-3
Training staff	Every employee is aware of social distancing policies	Project networking	Smooth continuation of finishing tasks before beginning another.	Plan-do-study-act	Week1 continuous.	
Inform stakeholders of relevant information	Goals. Services. Limitations.		Stakeholder analysis	Quad chart, Gantt chart.	Plan-do-study-act. 	7s model	Week 1- all review, use monitor methods to assess low/ high importance and inform daily or weekly. 
Quality service with priorities	High risk first. low risk second.	non important	3 to 5 days.	Iron triangle	Feedback from website, call centres.	Plan-do-study-act.	Week 2






Conclusion
Royal Mails long history identifies stakeholders, dependents on the service. Projects had to be managed to deal with these issues for the organisations longevity and survival.
So even though Covid-19 is new this is not a new case of virus or pandemic which gives opportunity for planning during this crisis as well as future pandemics. 
Several issues appear, where risk is high for workers and the public forcing closures of non-essential businesses which rely on customers to attend the business itself for trade to occur. A business or service like Royal mail however requires the factor of reaching the customer by other means which requires Planning to operate whilst in a pandemic to reduce risk to both employees, public and customers.
Looking at Royal Mails stakeholder analysis. Importance and priority may be different under normal circumstances for certain stakeholders but may change due to the pandemic.
Recommendations.
Royal Mail can benefit by use of the McKinsey 7s models and Plan-Do-Study-act due to stages of the pandemic having the possibility of stakeholders influences and interests changing in a small-time frame. Simple and effective tools to monitor, plan and implement will aid the project, plans, tasks and stages successfully and most importantly, safely. Having a backup of other plans to compare with will prove valuable.
The project network and logic tool could benefit Royal Mail where a Gantt chart may not be as effective. The best use of this chart would be a worst-case scenario timeline but that would affect cost, resources quality of service.
Allocate times for customers to send or pick up deliveries from depots. Having someone do this on a day where they need to go out for essentials reduces the reason to be outside more than once. This will reduce queues, and risk to public and staff.
Stick to a strict plan or schedule, communicate to and monitor who delivers what to where, as to avoid confusion, arguments and unnecessary risk to couriers.
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