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1.0 Introduction
COVID 19 is a global health emergency that has forced businesses to take action to protect themselves and others (Puri, 2020). As essential retailers, supermarkets play a vital role within the current environment to ensure customers are able to source supplies while ensuring the services are controlled to reduce the spread of the virus.
Morrisons has to react quickly within this crisis and adopt new measures in response to the current situation which allows services to continue and ensures the welfare of all colleagues. The project will require transforming the usual to day operations across the business to observe the social distancing guidelines set by government in the fight against COVID 19.
A project can be defined as a unique activity that produces a deliverable within a set time frame, a defined budget and achieved by a combined team using a range of resources to achieve a positive result (Roberts, 2011).
However in response to COVID 19 the definition suggested by the Project Management Institute, (2013 p.3) ‘a project is a temporary activity undertaken to produce a unique product and has a definite beginning and end’ may be seen to reflect the current project Morrisons had needed to undertake due to the recent outbreak. For this project the end date will represent when the projects deliverables have been met, however, these deliverables may have a lasting effect within the organisation beyond this time. Reflecting the Project Management institute, (2013 p.3) opinion of projects may also have Political, Environmental, Social & Technological impacts that far outline the projects themselves.

2.0 The Project Management of Morrisons Response to COVID 19
There is a sharp distinction of the term project to that of project management, which is defined by Munns & Bjeirmi, (1996 p.81) as ‘a process of controlling the achievement of the project objectives, by utilising the existing structures and resources. It seeks to manage the project by applying a collection of tools and techniques’. Corresponding with Harned’s, (2020) definition ‘Project management is the application of knowledge processes, skills, tools, deliverables and techniques to project activities that ensure a project meets its objectives’. 
Redick, (2014) suggests in the current environment organisations no longer need assistance from third party companies when major projects are required. Instead most recognise the values of having internal project managers. Patanakul et al, (2010) advises strategic projects require a strong leadership style with necessary knowledge and skills. Redick, (2014) also adds research shows the skills for effectively leading teams is a direct reflection on project management and successful PM demonstrate interpersonal competency skills in order to effectively lead project teams. Mullins, (2007) advices the four stages of Tuckman’s Model can help the PM to understand what methods are required to help form an effective team.
This report refers to the conceptual framework of the project life cycle, Jiang & Heiser , (2004) explains how it provides the project manager (PM) with a useful framework to identify critical issues and probable resources to prioritise them over the process of implementing the project and enhance the understanding of how the PM managed Morrisons response to COVID 19. 


Using the Knowledge Management Value Chain
To begin the process of the project life cycle, known as the initiation phase, to which Ray, (2018) describes as the point where the project is defined in detail. Morrisons identifies why the project is necessary (the project scope) and begins to take advantage of the opportunity that has arisen.
The project scope is the link between the project goal and what is needed to achieve it. Fageha & Aibinu, (2013 p.155) suggests ‘defining the project scope using input from all stakeholders is a vital task that needs to be adequately carried out at the early stage’. 

2.1 Initiation Phase
2.1.1 Quad Chart
To create the link, the PM assembles a Quad Chart, described by Frost, (2012) as a one-page document, often it is the front page or summary of a lengthy proposal, or the document that helps secure the permission to submit a lengthy proposal and in this case being used to introduce the new product.  
Figure 1.0 is a visual representation of the Quad Chart consisting of four quadrants that helps to structure the COVID 19 project into manageable pieces of how the organisation plans to offer a solution to the current situation.
As an employee for over 11 years the PM motivation is to play a big part in this the new exciting challenge in the current crisis and successfully lead the project to transform operations across the business that observe the new social distancing guidelines, by allowing services and trading to continue and adopting new measures while ensuring the welfare of all customers and staff.
It recognises the primary stakeholders whom are essential for the project survival and the secondary stakeholders who interact with the project but are not essential. Maylor, (2010) explains ‘ a stakeholder is any party with an interest in the projects process or outcomes’. External stakeholders are the people outside the project team, whereas, internal stakeholders are those associated with the process, the team leading the project. Then categorises them to determine who has a say in defining the results (known as drivers), who will help the perform the project (selected as the Supporters) and those who are interested but do not have a say (identifies as the observers). 
It identifies the critical success factors for this project that are vital for the projects accomplishment as; customers and staff must be able to continue to shop and work safely while being able to abide the social distancing guidelines. Supporting Buttrick, (2009) opinion, that it is one of the most important items to consider at the start of a project, ensuring it is driven by its objectives, and can be a measurement its success. All of which can be measured, Worthy, (2016) suggest by using statistics/metrics (Qualitive) or observation and communication methods (qualitive) by the PM during the project using a midterm evaluation, but most importantly at the evaluation stage of the project, against the measures of success that include; the number of customers is steady or increasing, receiving positive feedback and ensuring staff sickness is reduced and profits are increasing that will determine if the project was a success or what has been learnt from the experience. The Quad chart also recalls the secondary benefits, although unmeasurable highlight the added benefits of success that descend from the projects deliverables.
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2.1.2 Stakeholders Analysis
Stakeholder analysis was used determine who has the power to influence the projects critical success factors or how much interest certain groups have in the success of the Morrisons project.
Brugha & Varvasovszky, (2000) explains a stakeholder analysis is aimed at evaluating and understanding stakeholders from the perspective of the organisation, often used to determine their relevance to a project. 
Reflecting on Mendelow, (1981) matrix to map the stakeholders with high interest and power, the PM identifies which stakeholders needs to be prioritised and managed closely. (See Figure 2.0). Smith, (2000) adds ‘not all stakeholders have the same level of involvement during all aspects of the project life cycle'. Therefore, categorising them using three terms adds an additional insight; drivers whom have a say at defining the result of the project, supporters who help perform the project and the observers from which are the stakeholders interested in the activities and results of the project but do not have a direct say in the objectives.
Providing staff with support, training/resources, encouragement, making sure they are kept updated and gathering continuous feedback to ensure their safety, encouraged the individuals to engage in the new measures and ensured those measures are maintained as the project directly impacts the way they worked, categorising them as supporters.
Ensuring customers safety measures are in place, keeping the stock levels high and communicating the new measures encouraged the customers to continue to shop. Having a high involvement, the customers are the drivers of the project.
With sufficient power and authority over schedules, resources and technical issues, directors have a high interest the in the results of the project and were identified as the project champions. As drivers and supporters of the project the directors need to be kept informed of the whole process.
The shareholders are also drivers of Morrisons project, they too have high power to influence decisions of the project. However, low interest which means if they were kept satisfied on the progress this group continued to support the project to ensure their investments were sustained.
[image: ]Figure 2.0

Before the PM moved the project into the planning phase, a formal review was also required to assign relevant team members to the projects activities and set up systems and accounts that enable personal information and financial expenditure to be tracked. During this discussion the projects constraints are also evaluated, which will be revisited during the planning phase. With the project defined Morrisons response moves into the planning phase.

2.2 Planning Phase
To ensure the project is ‘SMART’, Mullins, (2010 p.513) explains a tool used to plan and achieve the projects objectives. The PM introduced specific tools and techniques to the planning phase, to allow the controlling of variables, such as, management of risks, schedules and details of the projects activities.
2.2.1 Pestle and Risk Analysis
Despite exceptional planning certain activities will not always run smoothly. Unknow internal or external risks do arise and if not resolved, create a threat to the projects outcomes and objectives. Monitoring and forecasting risks ensures these events do not take the project for surprise. Uzulans, (2018) proposes, ‘risk management is an important element of project management’. Westland, (2019) complements his view suggesting ‘the better a project manager responds and identifies to any risk, the better the chances of positive outcomes’.
Dey & Ogunlana, (2004) explains understanding the external environment is indispensable for the application of risk assessment.

Pestle Analysis
Using a pestle analysis is a framework is valuable framework for any PM, it used to raise risks/issues and opportunities (Levenfeld, 2016). Figure 3.0 demonstrates the Pestle Analysis carried out by the PM identifying potential external risks to the project.
Figure 3.0
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Risk Analysis
Illustrated in figure 4.0 is the risk analysis carried out for Morrisons project identifying possible risks, assessing their potential impact and develop/review plans for mitigating their negative effects. Combined with the pestle analysis it identifies the external risks to enhance understanding and improve the projects risk management and incorporates the iron triangle, as follows;
Staff not complying with social distancing or performance would be linked to Social element of the pestle analysis where staff need to continuously feel safe at work and create a safe environment for customers in order to gain their confidence to come into store to shop. This is will result in effecting the quality of service produced as the third element of iron triangle. In order to ensure this risk is mitigated the actions would be to train staff, monitor their performance, and provide them with signage they can keep safe and encourage customers to follow to follow the guidelines.
If staff sickness starts to increase, it will result in a shortage of staff, effecting the product and schedule element of the iron triangle. Identifying vulnerable staff early, checking staff temperatures and employing more staff when needed would ensure this risk is also mitigated.
[image: ]Figure 4.0

2.2.2 Iron Triangle
The Iron Triangle refers to a connection of time, cost and resource of a project, its purpose is to measure the projects constraints with the aim of restoring the equilibrium (balance) of the project (Wysocki, 2011). Buttrick, (2009) suggests ‘each project comprises of a defined scope (deliverables), to be delivered in an agreed timescale, at an agreed cost’.
Linking the iron triangle with a risk analysis determines if any of the risks identified may have caused any unbalance within the projects constraints. 
Schedule – many organisations are adapting quickly; the supermarket environment is very competitive. Therefore, time is the most crucial constraint of Morrisons project, ensuring the project is completed within the set time frame is priority for the project’s success.
Resource/Cost – Morrisons is a profitable organisation, although the costs to adapt new measures were agreed, the potential benefits will outweigh the budget, which allowed adjustments when/if necessary, to ensure the project remains within the schedule.
Product – as a soft outcome, the projects deliverables offer a solution for the organisation during the crisis, the specification could need adjustments to restore balance between the other constraints.
2.2.3 Work Break Down Structure (WBS)
Morrisons response to COVID 19 is broken down into manageable activities. By separating the deliverables (the outcomes the project/its objectives), sub-deliverables can be created, and then divided down to allow the team to visualize all the activities required to achieve the deliverables. A hierarchical structure, Bridges, (2019) provides the standard professional definition of a WBS as ‘ a deliverable-oriented hierarchical decomposition that offers digestible tasks for team members to meet the projects objectives and creates the required Deliverables’.
Using the Crawford Slip Method defined by Knouse, (1983 p.1014) ‘ a simplistic procedure for collecting information from a group of people and organising it into a meaningful form’. Team members used the brainstorming technique to map the projects activities in order to achieve every aspect of the projects deliverables, demonstrated below in figure 5.0. 
It has broken down the activities to show how staff and customers implement different activities, engaging in each category, this allows them to abide by the safety regulations. For example, staff having training and PPE provided, whilst for customers having the guidelines provided for social distancing and other procedures in place, such as, contactless payment, through cleaning and limited numbers instore would result in achieving the first critical success factor. Whereas the second factor for the project is to ensure customers continue to shop, is achieved by providing continuous online shopping, introducing the click and collect service and creating more online delivery slots.
[image: ]Figure 5.0


With the activities broken down the PM was able to produce a schedule, using a Gantt Chart to conclude the planning phase and transition the project into the implementation phase.

2.2.4 Gantt Chart
A Gantt chart is a horizontal bar chart used by project managers to help keep track of a projects activities in a timely manner (TeamGantt, 2020). The Gantt Chart below (figure 6.0) is a visual representation of the activities listed in the WBS and how the PM planned to track and report within a set time frame as Jennifer Bridges suggests in her video Project Management Videos, (2016) (available below). Ashokan, (2013) explains how Gantt charts are becoming a more popular technique used for illustrating the deliverables of a WBS.
[image: ]Figure 6.0

2.3 Implementation Phase
2.3.1 Network Diagram
Lock, (2007) explains Network diagrams provide the notation that enables planners to document the processes for executing a project, clearly in detail and in the preferred sequence. A graphical representation of all tasks, responsibilities and workflow, known as a Network Diagram. Illustrating the activities and organising them chronologically as a sequence of events to allow the team members see how the activities were to be accomplished and as Toole, (2005) suggests helps the project manager plan and control for achieving project goal relating to time and cost.
The Network Diagram shown in figure 7.0 demonstrates which of the sub deliverables will take the longest time to complete. The projects maximum duration defined as the critical path, as identified in the Gantt chart spans to twelve weeks from start to finish, recognising how some of the activities required little time, i.e. employing more staff and were easily managed. However, preparing stores to assist with the new safety measures proved a lengthier task, with a larger amount of activities, the duration would run full duration of the project and was identified as the critical path of the project. Leading the PM to closely monitor the process of implementation and ensure the tight constraints of time maintained an equilibrium. 
[image: ]Figure 7.0

2.3.2 Midterm Evaluation
The table below (figure 8.0) represents a midterm evaluation of the project up until this point, it identifies how the tools and techniques used through the project life cycle contribute to the project success measures by reflecting on the areas of the project that went or are going well and the areas that require improvement to ensure the project meets its objectives. Cleland, (1985) explains how evaluating a project before, during and after implementation allows a project manager to effectively plan, organise, monitor and control the projects activities and progress. Depending on the nature and type of the project, the elements have been identified as a hard or soft evaluation.  With hard referring to numbers/figures, it is a solid visible income and only provides half the picture, whereas, the soft comes from people experiences or a change in attitude, the important details, as it gives the real insight.
The first element of the table is measuring the sales figures which coincides with the critical success factor identified in the quad chard as the project expecting an increase in profits, hence the sales figures would clearly provide the hard outcome that is used to measure that. Element 2 & 3 show the measuring of success form quad chart looking at particularly measuring the numbers of customers shopping and the positive rating score received from them. It is clearly summative as well as formative because it is a combination of accountability/rating evaluation as well as providing an aim for improvement.
Elements 4/ 6 will provide the data that can be used to measure the success of lowering staff sickness records, by gathering constant feedback from staff, it helped improve areas and identify areas for improvement, to enhance staff safety – some of which were actioned along the way which is participative as it involved gaining the opinions and feeling from, also another from as illuminative it provided an aim for improvement to the overall success. It is important to note these changed did also affect the cost and schedule of the iron triangle slightly. However, the product outcome far outweighed the product as staff were able to work faster and it increased performance as well as motivation and moral.
Figure 8.0

[image: ]
 [image: ]
2.4 Evaluation Phase
The evaluation phase Keefe, (2018) explains is used to evaluate the success of the project by analysing the overall project performance, assessing how well the team functioned and identifying the lessons that can be taken away for the future projects. 
The table in figure 9.0 is an extension of the midterm evaluation, the formal evaluation known as a post implementation review, subjectively and objectively evaluates whether the aims and objectives were met by evaluating the measures of success (identified in figure 1.0) and what has been learnt from the experience. Reflecting the PM use of Kolb’s experiential theory, which was established by Kolb’s belief of ‘learning is the process whereby knowledge is created through the transformation of experience (Kolb’s, 1984: Baker et al, 2012). 
When using the cycle to reflect on personal experience and learning for the future, the PM recognises the extra importance of team communication, an area which when was overlooked, with regards to how much it helped to listen to how staff felt in order to make the effective changes on behalf of them, resulting in greater performance, motivation and moral. While also learning the that a great deal of insight can be gained by researching competitors to determine what can be done in addition to strengthen the advantage.

Once the evaluation is complete, it is important the results are fed back to the team, as form of recognition and sense of achievement also known as Herzberg’s motivation factors, Juneja, (2015) suggests motivational factors yield positive satisfaction to which are intrinsically rewarding.
Apart from the transforming of operations being successful, and the lessons learnt from it, the PM notes the delta evaluation taken from the project is how the new online services have confidently boosted sales and the response has been exceptional, one customer reviewed how she found the click and collect service excellent and hope it will remain so she can continuing using it. (Trustpilot, 2020 B), therefore Morrisons has decided to continue with the services going into the future.

Figure 9.0

3.0 Conclusion
The evaluation clearly shows how the tools utilised by the PM were successfully implemented throughout the four phases of the project life cycle to guide Morrisons response to the global emergency of COVID 19 effectively.
Although the results have provided successful measures of success, by the use of the tools incorporated within the project life cycle. The PM has identified recommendations within the evaluation phase that could further enhance the process of management for future projects.

4.0 Recommendations
The recommendations are as follows;
· Compile a written and agreed business case to make expectations explicit and provide a more rational and effective means for allocating limited resources as suggested by Herman & Siegelaub, (2009).
· Introduce a schedule overlap checklist, to monitor conflicts of each activity ensuring each overlap does not cause any issues with the overall project schedule.
· Research competitors during project initiation to identify the procedures adopted, helping to gain competitive advantage. 
The PM personal recommendations for improvement on future projects;
· Conduct further research into Belbin’s team roles to determine what skills can be worked on to enhance experience and emphasise on communication from the start of the next project.  
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Government guidelines and laws can change at any time during the crisis, keeping upto date and following guidelinesensures the portenial risk is minimised or it may cause legal implications and prevent the project meeting the objective and being completed on time.


The influence of social changes within the project environment such as; the safety procedures continue to pose as a risk and need careful consideration to ensure consumers feel conformatable to shop, staff feel confortable in work and panic buying is reduced. If not monitored these social changes pose as product risk as it may prevent the project from meeting its objective.


The change in the competitive envirnoment has ment Morrisons has had to change to meet demands, increasing online services and introducing click and collect provides a significant solution to mitigating the risk of losing market share.


PPE is in high demand, lack of availability is seen as a resource risk. ensuring orders are made in advance and keep regular check on stock levels will ensure the medium category risk does not become a high risk.



Basis of the project


The purpose was defined to clearly construct the aims and objectives; to transform operations across the business that observe social distancing guidelines. The end product was clearly defined within the success criteria (critical success factors); customers continue to shop safely, staff can work safely and profits increase.


Personnel - Conduct 


The project manager showed a consistant ability to oversee each phase of the project where neccessary using efficient project management tools. The use of planning skills implemented by the PM reflects the Belbin Team Role of completer finisher, with focus skill set the PM effectively ensured the project was completed on time. While the leadership role of shaper ment the PM had the drive to overcome obstacles and not loose focus (The Nine Belbin Team Roles, 2020).


Plans and Working Methods


Personnel - Project Team


The use of Tuckmans Model ensured the selected team had the required leadership to motivate and increase the projects productivity. Illuminative evaluation results from staff project completion surveys identified a 95% job satisafction rate andthat staff felt the skills developed will be useful for furture projects (Morrisons, 2019).


During the initation phase, the main deliverables were used to develop the project scope. Although the PM choose to effectively utilise a Quad Chart, a business case was not compiled. A business case is a formal document that outlines the main advantages and parameters of the project. It is used to evaluate the areas outlined during the initiation phase (AMP, 2020) and may be of more benefit to the PM in furture projects. The use of stakeholder, pestle and risk analysis showed the extent to which the PM prioritised who and what was important during the initiation and planning phase, while ensuring any potential risks would be addressed to avoid interference to the projects delieverables. While implenting the project the use of the Gantt Chart and network diagram helped the PM to monitor and the time status. Although, both diagrams lack the input of a schedule overlapping checklist, appropriate action should be taken to avoid the effects of activity overlap that may cause a unbalance of time.


Sales figures (summerative evaluation) helped determine if there was an increase in profits, the results showed like for like sales have increased by 5.7% over the COVID19 period. 


End Product


Purchasing records (Quantitive) and ratings (Qualitive) both clasify as a form of summerative evaluation, have continued to identify positive results, meeting the measures of success that the number of customers has been steady and has even increased.


The addional online services and click and collect services sunstantally improved services by adding extra value, identified as the delta evaluation in the midterm evaluation, Morrsions have decided to continue these services as part of thier portfolio.





Further observations (formative evaluation) to identify whether any improvements could enhance the following of government guidelines, has proven the only addition that could have benefited the project was the idea Tesco had used; a one-way system through the store, that would help the flow of customers and enhance the safety procedures (Tesco Pc, 2020)
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