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[bookmark: _Toc44708524]Introduction 
Early in 2020 the United Kingdom, along with all other nations around the world were hit by a previously unknown virus called COVID-19. On 3 March, the Government introduced the plan of flattening the disease curve and the shops like Co-op were forced to adapt their business activities like opening times, queuing etc. to prevent future spread of the virus (GOV, 2020).
On 26 March Co-op has introduced new measures which applied to 2,600 stores in UK to enforce social distancing and limit the number of customers inside the store at the same time as well as reducing the number of kiosk/tills open. The organisation has also encouraged people to stay at home and they have reduced opening hours which also gives employees time to re-stock storage units (Co-op, 2020). 
The above-mentioned measures in the light of business management are called a project (Roberts, 2011) and this report will examine how Co-op were planning to continue supporting the community through COVID-19. 
According to the Oxford Dictionary (2016) a project is: 
“An individual or collaborative enterprise that is carefully planned to achieve a particular aim”.
Contemporary business model assume that the temporary, carefully planned, and unique projects are giving better chance for future organisations success. In more details a project needs to produce a deliverable, has a defines end date, a budget, a wide range of resources and use a variety of people at different time (Roberts, 2011). 


[bookmark: _Toc44708525]1. Project Management
Examples of Project Management such as pyramids in Egypt or Great Wall of China shows that the concept of PM is well establish for decades (Williams, 2002). Scott Berkun in his book Making Things Happened pointed out that the Project Management as an idea and activity has evolved to plan and means “leading the team in figuring out what the project is (…), shepherding the project through design and development work (…) and driving the project through to completion (…) (Berkun, 2008). The purpose of every PM is to predict any problems and dangers and to plan, organise and take control of all activities which are leading for achieving the goal (Lock, 2007). Denis Lock has notice that the prediction of the dangers and problems plays an important role and cannot be ignored during any project. Another definition propose by The Project Management Institute described the PM as “ the application of knowledge, skills, tools and techniques to project activities in order to meet or exceed stakeholders need and expectations (…)” (Williams, 2002). All the definitions have the recurring concepts of time, cost and specs and the good PM is balancing between these triple constraints.  
[image: ]
Figure 1 The triple constraints
The way how Co-op planned to serve their customers, employees and meet the Government requires is based on a sequential conception and were driven by fully defined deliverables, requirements, scheduling, roles, and processes (Boehm and Turner, 2003). This Traditional Project Management (called linear, heavy, or bureaucratic) aim to continue supporting community through coronavirus by providing services to all customers (Sanchez, Micaelli, Bonjour and Monticolo, 2019).
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The concept of a Project Life Cycle provides a useful framework for looking at project overtime and is divided into four steps (Business Insight, 2020).
1. Initiation / starting the project
2. Planning / organising and preparing
3. Execution / carrying out the project work
4. Closure / closing the project
The steps structure helps the project to be segmented into logical consequence for ease of planning, management, and control but the sequentially can be overlap in some project situations. Collins Dictionary defines it as: “The life cycle of something such as an idea, product, or organization is the series of developments that take place in it from its beginning until the end of its usefulness”. Both definitions suggest that the proper use of Project Life Cycle impacts the success of an organisation’s project, however there is no clear agreement on the dimension of project success (Patanakul, Iewwongcharoen and Milosevic, 2010).
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[bookmark: _Toc44708528]2.1 Project Initiation
Organisation needed to emphasize clarity of vision and mission before developing the project charter also its need to keep people involved in the decision making (Cohen, 2018). Project Initiation phase is mostly about the overall explanation what is the project about and people (employees, customers, sponsors – shareholders) who will take an active role in the project or whose interest might affect the performance or ending of the project (PMI, 2008). To determine the project expectations and requirements there is a need to structure a concept of project as well as determine internal and external stakeholders. There are also some other key questions to be answered to understand the meaning of project because the project must be defined as fully as possible before it starts (Roberts, 2011). 
[bookmark: _Toc44708529]QUAD Chart
One of the useful tool to start organising the Project Life Cycle is QUAD Chart which is providing a quick overview that helps to making fast decision (for example during the meeting/briefing) rather than reading long report (Paradi, 2015). Divided into four groups (purpose, stakeholders, desires and results and measures of success) which are giving the viewers consistent information to look at. 
The main purpose of Co-op project is to continue provide safe services to all their customers and as a convenience retailer the organisation is committed to serve its community by providing essential goods and services. Co-op decided to remain fully open and to bring this off the organisation needed to implement safety measures inside the stores which are required by British Government (Figure 2. QUAD Chart - Purpose).  A key question within the part of desires and results is if the project will failure without these factors? Customers, employees, and suppliers plays the most important role, without even one of them the project and thus the organisation is doomed to failure. It can be visualised as a simple circle – suppliers gives a product to employees, employees gives it to customers and customers by buying this product are emptying the shelfs for the new product, which means it’s all coming back to suppliers. All of them are equally important and this is why the desired and results are mainly focus on them (safely shopping for customers, safely place to work for employees and providing safe channel for suppliers for suppling food to the store). The organisation can measure the results in quantitative [image: ]way for example by checking the absence of employees, sick-leave or colleagues who are self-isolated, however they are not able to measure if customers will adhere to the safety measures. Figure 2. QUAD Chart

If the organisation cannot measure the result, how can they know if the assumption has been met? The idea is to monitoring numbers of people who are shopping at Co-op. In case the number dropped there will be a sign of gaps in objectives, for example the safety measure was poorly set or poorly communicated.
Quad Chart also provides the secondary benefit of running the project which is mistakenly described in the graph below. This benefit is related to values, beliefs, and attitudes and even if this project is bringing financial progress it also closely related with Co-op values (Co-op, 2019). The organisation co-signed a joint letter paying tribute to “colleagues in stores and supply chains who are working day and night to keep the nation fed” (Hadfield, 2020).
[bookmark: _Toc44708530]Stakeholder Analysis
Developing the above issue about the importance of customers, employees, and suppliers the identification of a project key stakeholders is essential. These people have varying levels of authority and responsibility which can change during the Project Life Cycle (PMI, 2008). 
Customers as one of the high priority stakeholders should be able to feel safe but also, they should respect all the new rules. Here comes the biggest issue with the project because the organisation cannot control if people are keeping the safe distance as well, they cannot control if people are buying only essential goods. The Media were included in the stakeholder analysis and even if they are described as low priority, they might have an impact on customers by providing information about importance of social distancing or choosing only essential goods. The stakeholder’s analysis proposed below points out customers, staff, and suppliers as a high priority stakeholder, because without them the project and organisation will not exist. The Government were described as medium priority because it set rules and deepening on its decisions the project needs to be prepared for changes. 
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Figure 3. Stakeholder Analysis
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Marvin Rausand (2008) defined Risk Analysis as “Systematic use of available information to identify hazards and to estimate the risk to individuals, property and the environment”.  The results of this process might be quantitative or qualitative and helps to eliminate any potential risk consequences (Wikipedia, 2020). According to the research done by Quinn (2016) preparing materials mapped to eventual “crisis” enable the organisation to customize the best solution for the future. Because it will be done outside the pressure of an evolving risk the response has a reasoned approach. 
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Figure 4. Risk Analysis
[image: ][image: ][image: ]As it was discussed before, one of the issues is the customers which might not apply to social distancing rules, and the Co-op is not able to measures if their customers become infected while they are shopping. The idea it to try reach customers mind by various of visual methods to inform customers about potential risk of getting infected. Figure 5. Examples of graphs

 
The impact of changes in an organisation is widely described by different authors but in this case the changes were unexpected and to manage this changes the Co-op needed to show their employees the importance of those objectives. There were a possibility that the staff will not apply to the new rules or roles and to avoid that situation the organisation should raise employee morale and show the importance of their job by consider them as a key workers. Emphasizing their value of “caring for others” were more important than ever, giving people the reason to believe because that vision will motivate and inspire them (Conner, 2014).
One of the risks which were widely commented in media was shortage in product, called “panic buying”.  The idea was to launch restriction on quantity for each customer and gives an opportunity to get hold of all essential items for everyone. However, the panic buying is the social perception of others behaviour and to help people to avoid buying unnecessary goods the idea was to create noticeboard with information about approximately quantity of essential products inside the store.  It could help people to understand they do not have to fear of missing something out (Heshmat, 2020).
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Planning is a crucial part of every project and one of the tools which serves as a guide for establish the scope of the Project Life Cycle is Work Breakdown Structure (WBS). According to PMI (2004) “The Work Breakdown Structure is a foundational building block to initiating, planning, executing and monitoring and controlling process that used to manage projects”. This practise helps project managers to accomplish critical steps through the life of the project and check out the process during the life of the project (Project Management Institute, 2006). Project Planning includes identification of total work, [image: ]total efforts and cost and developing a schedule (Anantatmula, 2008).Figure 6. Work Breakout Structure


At the top of the WBS is the Co-op response to COVID-19 which has two deliverables. First one is about the safety measures in shops and second one is delivering products to customers. Each of them is brake into series of tasks such as protective safety screens at till points, encouraging contactless payments or removing bagless shopping to minimise contamination. This roadmap shows all the stops which are essential to meet the goal, helps to visualize deliverables and subtasks that are required (Bridges, 2019). This is the top-up approach because the tasks go from the general to the specific activities and helps to identify the big picture of project (Response to COVID-19).
[image: ]
Figure 7. Network Diagram example
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The third phase of Project Life Cycle is Project Execution where the deliverables are constructed and presented to the key stakeholders and customers. In this part the key role usually plays the leader or manager who are responsibility for managing people, following the processes, and communicating with all people involve in the project (Caietti, 2018). Project execution is an ongoing process and includes continuous support of end-users, correction of errors and updated to the product over time (PMI, 2010). Hard evaluation of the project shows that the Co-op revenue rinse and the organisation has posted 50% hike in underlying profits, driven by strong growth in grocery nosiness (The Grocer, 2020). 
The leader needs to keep staff motivated during the whole project for example by applying Expectancy Theory. There is a need of setting achievable goal for employees and provides rewards which people want (Olivier,1974). It might be surprising and old-fashioned because the theory is from 1974 but according to Sam Caucci, the CEO at 1Huddle, people, rather that bonuses prefer reward that ignite their natural competitiveness such as “employee of the month”. Rewarding employees for applying to safety measures may have its reflection in their performance. The importance of employees well being during pandemic cannot be ignored. The question how staff feel at work should be monitored and evaluated because it has an impact on project as well as on the organisation. To be satisfied the employees should have a venue to speak up and be heard (Drucker, 2002).
[bookmark: _Toc44708535]Delta evaluation
According to the research done by Visa, a third of British people bought items online for the first-time during lockdown (Insight, 2020). Different survey shows the big growth (1.6 million more that the last year) in ordering groceries online (Simpson, 2020). These numbers indicate the importance of e-commerce during pandemic and people who are choosing this way of shopping should be equally important for a business as the people who buying in traditional way. Co-op have launched an on-line delivery, but it missed the opportunity for people to click and collect their goods. Because many of customers starts to use delivery services the waiting time has extended. And as people were trying to minimalize the time for shopping inside the stores, they were looking for stores where they can pick up their orders quickly. 
In conclusion, the project should be split into two equal objectives; 1. High quality services inside the store and 2. High quality services outside the store.
[bookmark: _Toc44708536]2.4 Project Closure
This project was different that the ones which are based on globalization and challenge to meet customer needs. Usually organisations are spending thousands of pounds on projects to remain competitive, to develop new products or services (Williams, 2005) but in this case priorities were more basic, driven by the need to provide food. Over the last five moths the way how people shop has changed. People are avoiding touching things, protecting personal bubbles, shopping local and choosing brands that gives them a confidence (Thomas, 2020). The project was super challenging because the changes were unexpected, new, and rapid. Realise changes like social distancing or new safety measures inside the store needed various people with various team roles. This project would not be successful without people who are action orientated, people orientated and someone who has “ideas” (Belbin, 2010).  
As the Covid19 is an existing problem the project is still going. The organisation is obligated to obey social distancing rules and keep track of new measures establish by British Government. The recommendations propose below should be consider at this stage of the project, because they could influence on perception of organisation as a place where people are the biggest value. 
[bookmark: _Toc44708537]Recommendations 
To continue provide services for all customers the organisation needed to meet the requirements created by Government, but all the shops found themselves in the same situation with the same requirements. The author of this paper according to Belbin Team Roles is the “Plant” and its strengths is creative thinking and generating ideas. She found that the project is mainly focus on finding the way how to provide services during pandemic but is missing the part of being competitive, different, and unique. There were no questions like, why people should choose Co-op, what makes them different than competitors, why they are handling pandemic situation better that others? Even if they still profitable did they build trust within their customers? Did they build long-term relationship with them? And one of the most important, did they make something to show their employees their value for organisation? Something more that providing gloves or facemasks. 
The solutions could be very simple, the ones which are mainly focus on people. For example during the rainy day provides umbrellas for people who are queuing (the umbrellas will be returnable and then the handles will be disinfect), or to build a temporary roofs in the place where people are waiting for their turn to shop. It will show the customers that the organisation care about them and treat them with respect even if they must wait in the front of the shop. 
Also appreciating employees or co-workers should not be ignored. Employee recognition is an integral part of healthy company culture and during this uncertain time the good leader should put more pressure on building strong relationship wit them. Again, it can be simple things like greeting cards for well-done job, opportunities for new tasks or prospect for future development. Following Adam’s Equity Theory of Motivation (1965) based on Social Exchange theory, there is a great chance for influencing on employees motivations by treating them equitably and giving what they consider fair for their efforts (Business Balls, 2019). 
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How Co-Op is planning to continue supporting the community through
coronavirus

Purpose.

Aim: To continue provide services for all
customers.

Objectives:
Safety measures inside the stores:
- Temporary opening hours
- Fairer shopping (limiting some in-store
items to two per person)
- Social distancing (contactless payment,
reducing the number of opening tills)
g the number of people allowed
in store at one time
- Community Shopping Scheme
- Shopping hour for vulnerable customers
(NHS workers)

‘Stakeholders

Internal:
Customers (Drivers)

Staff (managers, team leaders, cashiers, drivers,
cleaners) (Drivers)

Owner/Directors/CEO (Drivers)

Shareholders (Drivers)

Suppliers (Drivers)

External:
Government (Supporters/Drivers)
Media (Supporters)

Desired and result (critical success factors)

Customers are able to cont
(unmeasurable)
Employees can continue to do their job safely
(measurable)

Keeping a safe distance between all people
while they are in store (measurable)
Suppliers can supply food to stores

ue shopping safely

Further financial progress and home
delivery service from Co-op stores which
includes same-day service

Measure of success (standards/criteria)
Customers are happy and can get all the

essential products
Employees do not leave days at work (reduce

sicknesses)





