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Introduction
Morrisons Supermarket PLC is a private company and one of the 5 largest retailers in the UK.  Morrisons is currently 4th with 500 plus stores nationwide, and a workforce of over 110,000 employees. The business prides itself on having skilled colleagues, preparing quality fresh food instore, a point of difference from the other large leading supermarkets.   Morrisons prides itself on rearing and sourcing British meat to sell to customers, having their own distribution centers, abattoirs, and manufacturing plants within the UK. 

The core values of Morrisons are the heartbeat within the business, consisting of priorities, values, and ambitions (EV 1). Performance Management is aligned to the seven priorities the six ways of working and the five ambitions (EV 1). This is clearly set out in all activities as an objective for all colleagues. 

This will be my own view on Change Management within the Morrisons business. In this report I will consider how Change Management is implemented and sustained. I will consider a variety of evidence throughout and will provide material on how the organisation measures against their objectives. Evidence will be based on information gathered through internal data used within the company.  My findings will comprise of images, spreadsheets, emails, and diagrams. The personal statements will discuss reviewing the organisations approach to Managing change and improvements based on feedback gathered. 

I have been involved in many changes within my People Manager career with Morrisons including restructures.  For the purpose of this assignment, I will discuss the swift, dramatic implementation of the Home Delivery Service, reacting to the consumer demand and customer need during the Pandemic in March 2020.
My aim is to demonstrate the change implemented, but also discuss/suggest best practice based on feedback from stakeholders and compare implementation of this change in a normal setting pre-pandemic. 







1.1
Morrisons were faced with a customer demand to ‘Feed the Nation’ in March 2020.  Customers were unable to leave households due to the pandemic law regulations implemented by the government, there fore there was a specific need to adapt quickly to the environment.  People were advised to stay at home in a National Lockdown, however still needed essential goods (EV2). 
Morrisons pre-pandemic had 38 stores with established Home Delivery in situ in their stores, this enabled customers to be able to order goods online to be delivered to their home addresses. 
Customer demand for home delivery rapidly increased as all available delivery slots were booked leaving customers unable to utilise the service across large supermarkets including all competitors.
Morrisons recognised the need for swift change, reacting rapidly to implement online, home delivery services in 440 sites/stores.  180 stores were to implement a van delivery service and 260 stores to implement online click and collect services.
Morrisons Haverfordwest were selected to implement a van delivery online service as well as operating click and collect operation. 
By implementing this change, the benefit would be fulfilling customer demand, contributing to profits, and employing potential colleagues being made redundant from their line of work which may be forced to close down.  It also gave Morrisons the brand of ‘feeding the Nation’, promoting great response to the climate (EV3). 
Communication channels were a variety of conference calls, emails, and bulletins (EV4). Initial communications were sent by leaders of the business via email for the attention of myself, People Manager, and the Store Manager.
Conference calls were held in the initial stages to describe in more detail the ‘’change’, this followed by structured emails including timescales, resourcing, and implementation strategies in regard to the size of the Home Delivery operation.
My part was to plan, resource and implement the change.  I was able to do this by devising a stakeholder map (EV5)










1.2
Implementing the change, installing a Home Delivery department needed much urgency.  The timeframe was minimal.  The expectation from the business was Home Delivery would be a live working department within 2 weeks by 5th April 2020.  With this in mind, using the stakeholder map, I devised a planning wall (EV6).  The store manager and I worked collaboratively to educate, engage, empower, and enable (Geraghty 2019). The majority of communication was done via one-to-one conversations with identified colleague who would be necessary to facilitate the et up.  The use of social media was a great way to inform indirect colleagues that did play an active part to play, however, needed to know changes that were happening.  Colleagues felt important knowing key information and could also contribute to helping resource a new department with friend and family spreading the word regarding the need for mass recruitment. 
Analysing who was affected by the change was crucial as every department in the store would be affected at different levels and involvement. As a retailer with different departments, it was necessary to inform how it would affect them and what tools would be needed to satisfy customer need. 
Once implemented the home delivery department would need to ‘pick up’ shopping (EV7) ordered from the departments, e.g., butchery, fish, deli, baker, and tobacco as customers would be ordering goods from these.  Sharing and informing the process of how to prepare was key to not disappointing the customer.  Petrol filling stations would supply fuel for the delivery vans, so this really was involving every single department within the store. 
The most effective way of communication was face to face conversation, showing reports and showing how they could be obtained.  This was done by a small team of colleagues trained to give guidance and support, coaching throughout the process.  


1.3

The resources required to set up the new home delivery department was dependant on the scale of the home delivery and how many vans would be delivering, how much shopping the vans hold determines how many colleagues would need to pick the required amount.  These factors are all considered to influence the number of colleagues, hours of work needed, manager costs etc.  Having this information enabled me to plan the resource regarding colleague pickers, delivery drivers, team leaders and manager. 
Haverfordwest needed to interview, employ, induct, and train 88 new colleagues in ten days.  The pandemic restrictions made it difficult.





1.4
Morrisons had been thrown a massive curve ball during the pandemic, nothing was ‘normal’.  Utilising the team to think differently to achieve goals was crucial.  There were many restrictions of amounts of people allowed within the building, with social distancing of 2 meters strict law.  Using a team of 3 people assistants identified for onboarding, discussions were held on how the implementation of home delivery could be achieved.
The objective: To launch home delivery in Haverfordwest on 5th April 2020
Planning – Mind map the plan with the people team brainstorming how to overcome obstacles.
Steps to Achieve: Interview, offer, Right to Work checks, employ, induct, train and launch.
	INTERVIEW
	24 MARCH 2020
25 MARCH 2020
	
	
	

	RIGHT TO WORK
	24 MARCH 2020
25 MARCH 2020
	
	
	

	INDUCTION
	26 MARCH 2020
27 MARCH 2020
	2PM
5PM

	GROUPS OF UP TO 30 MAX 
	

	TRAIN
	30 MARCH 2020
	EMAIL LINKS TO LOG ON TO TRAINING
	PAY TO LEARN AT HOME
	MEET AND GREET COLLEAGUES

	ROTA WRITE AND INFORM
	1 APRIL 2020
	EMAIL INFORMATION
	 CONFIRM RECEIPT OF SCHEDULES
	

	LAUNCH
	6 APRIL 2020
	MEET AND GREET COLLEAGUES
	
	



A collaborative decision was made to conduct inductions during the evenings to enable colleagues with childcare issues to be able to facilitate (all schools were closed).  Managers were required to interview (EV12).  Interviews were shortened to a sleeker adaptation with the decision to offer on the day requesting right to work checks (EV10) with inductions held the day after.  Training could be done at home instead of instore (EV9), to aid not entering the building. A rota schedule to each individual was written to cover the launch day and following weeks (EV11).
The need to be more digital became apparent during this time.  To phone call 80 new colleagues with important information would be time consuming.  A plan to inform all candidates via email was communicated at interview stage which made the process sleeker. 
Team managers needed to adjust their working time to accommodate and support the onboarding process.





1.5
When the plan was devised with timescales and resources, the store manager meeting was arranged to confirm and gain agreement.  This was to inform of objectives, resources needed and timescales.  I presented a plan which was agreed and signed off by the store manager.  I communicated how I would update progress throughout the process.  This would be done by showing the planning wall checklist at close of business each day to give him confidence that timescales for each objective were being achieved to facilitate the planned launch day. 
See evidence EV13 for email confirmation from store manager.

























2.1
As stated, the implementation of home delivery was fast paced and intense, especially during the pandemic when many other changes had occurred.  Morrisons stores were instructed to close all fresh food departments such as café, deli counters, fish, and meat counters therefore the predominant form of communication was face to face.  Effective communication implemented within the shop consisted of store manager and people manager briefing the management team every day, followed by emails to confirm.  The management team would cascade the comms to the colleagues.  Key colleagues were identified from each department to aid with communicating to the wider team.  The key colleagues were essential in capturing colleagues throughout the working day as Morrisons operate from 6am to 10pm, a large window.  Social media such as WhatsApp groups and Facebook pages were utilised and kept up to date to deliver a message to a wider audience (EV14).
Home delivery communication frameworks and strategies were delivered via email (EV8). A home delivery coach from a successful store was assigned to network and liaise with me.  This point of contact was available to guide and show what good looks like and help facilitate timescales and answer any queries (EV15).
As each successful milestone was achieved regarding colleague recruitment, onboarding, and training the planning wall was updated with achievements celebrated with the team, this helped positive morale within a stressful environment. Celebrating success was imperative as setting up the home delivery department within the timescale seemed like an impossible task at first, however, with each successful moment it enabled the managers to believe it could be achieved.
Each new colleague was given training and assigned a team leader to have a buddy.  The team leaders were able to utilise the skills of the home delivery coach, networking via email.  The home delivery coach checked in daily with me where discussions would take place regarding progress and/or feedback and suggestions from the team to overcome obstacles.
The importance of teamwork was vital.  To achieve great teamwork, two-way communication was encouraged between me and store manager, me, coach, and team managers, sharing any learnings with colleagues. 
2.2
I was able to give feedback to home delivery coach, managers and store managers on what changes were being implemented along with celebrating successes.  Budgets (EV16) were kept in line, monitoring the hours of work through payroll.
2.3
Setting up home delivery in Haverfordwest was challenging.  There was no planned space to be able to work from (normal planned home delivery would have a specifically built hub). This meant a part of the existing warehouse (EV17) needed to be identified and cordoned off to accommodate.  This compromised the whole store operation and hindered the success.  Setting up the allocated site location would consist of trial and error.  Adapting ways of working relied on feedback from the new home shopping team to ensure complications could be addressed, resolved and adapted to suit (EV19).
I arranged for home delivery leaders and coaches to visit the site to work together setting up the department.  Working shoulder to shoulder with new home delivery colleagues to find solutions and network them with contacts for guidance.  I played an active part of being a facilitator and mediator feeding information up and down within the business to adapt our operation into a fully functional home delivery department with limited space. 
Talking to colleagues throughout the day regarding what went well and what didn’t go so well enabled me, store manager and team managers to action solutions of better ways of working.  It was only possible to put future builds in place by listening and acting on feedback from the team.  Feedback was given at the end of each day.  There was no time for focus groups, however, I wanted to reassure the team that we were listening and responding. 
2.4
See evidence EV 13 emails from Store manager and EV 15 email from Home Delivery Coach.

2.5
The Home delivery department was fully functional and launched on 5th April 2020.  It was incorporated into the stores KPI’s.  The way in which success of the department is monitored is through many different matrixes.  Sales, customer satisfaction, delivery on time, and availability.  The information can be analysed day by day or week by week.  This is shared throughout the stores team (EV20).
Comparing other stores is also a great way to engage healthy competition from neighbouring stores.  Data is confidential adhering to GDPR regulations and only shared internally, however all home delivery matrix is shared with all stores which enables the team to view all sales data for the south Wales group.  Creating a buzz of positivity instils pride, sharing success which motivates colleagues to do better. 
The whole store contributed to the success of home delivery, I celebrated success using the social media page for the store gave every colleague the opportunity to see how their contribution had added value to the successful launch.  













3.1
The change was, and still is effective. The execution of home delivery to the store was initially temporary, however, due to the success and profitability as well as customer demand, it is now a permanent department.  Haverfordwest was the second most profitable operation in South Wales grossing 140k sales each week at its peak (EV20). 
The success of the launch was due to the commitment of the whole store.  Communication was the main factor, implementing training, management structure and networking, listening to feedback every step of the way.  It is important to continually listen to feedback, train and respond to suggestions and not taking a black and white approach, there is a need to adapt and change if necessary.
Objectives and timescales were met.  The department launched on time and customers were highly satisfied with the service received. 

3.2
As described the implementation of HD was a swift response to customer demand which catapulted the department into the business.  It was frantic and urgently needed.  Retrospectively analysing process, it is clear to see that seps of various models were subconsciously followed in a structured way (whatfix, 2019). The model identified is Kotter’s theory. 
To further embed changes or developments in a structured way as suggestion of best practice needs to be considered for any future ‘change management’. The most beneficial ‘best practice’ would be time scales.  When introducing a new department of home delivery into a new site pre and post pandemic, the business timescale is set at twelve weeks.  This enables effective communisation and planning with the full understanding, training, and feedback in a structured way.  Utilising models to plan future changes would ensure processes are carried out aiding thorough execution where nothing is missed in error (whatfix, 2019). 
3.3
Communicating effectiveness of all outcomes to the stakeholders, down and up is a must.  There were two types of stakeholders invested in the implementation.  Leaders and coaches of the business and team members.  The way in which different stakeholders were communicated to depended on what information they needed and the different styles in which to communicate.  Leader wanted to be communicated to via email and conference call in a concise manner with operational functionality and profits along with customer satisfaction, whereas stakeholders in the store such as team managers, team leaders and colleagues needed and wanted a personal presence with face-to-face interaction.  Social media communications regarding positioning of the stores profitability and ranking within the group were of great interest.  Knowing the team and people was important to keep positivity, recognising key colleagues and feeding information to them to be cascaded throughout the store was essential. 
Feedback was vital for the successful continuation from the ‘feet on the floor’ colleagues.  Active colleagues within the department were implementing the change.  A culture of ‘no suggestion is a bad suggestion’ was considered.  Being able to feed suggestions back to the business leaders and networking with other stores enabled cross functional feedback and key learnings to embed in the future. 

3.4
When evaluating my own performance within the change process, I planned, organised, and successfully executed and brand-new department into the store (EV21). I effectively communicated to all partied involved. 
Although the initiation of change was not designed by me (the first stage of change) I whole heartedly implemented all other steps from planning, identifying stakeholders, recruiting, inducting, training, sharing information, gaining commitment, building the right team, costing budgets (EV16) in line with payroll, and executing launch. 
March 2020 certainly was a roller coaster of a month.  I am proud of what was achieved in such a small amount of time.  Home shopping continues to be a successful department within the store and business which is profitable.  Home shopping has been removed from four stores on the South Wales area (project atlas) as they were identified as non-profit, however Haverfordwest grows from strength to strength.  A purpose-built home shopping hub is planned for 2022.  Long may its success continue. 
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We're foodmakers.
We're shopkeepers.
We're homemakers.
We're fundraisers.
We’re Morrisons.

And we're here to make good things happen.

Seven, Six, Five

From Yorkshire market stall to UK superstore, Morrisons

s now one of the nation’s favourite supermarkets. We run
around 500 stores, 26 manufacturing and logistics sites, a
wholesale service, online shopping and deliveries — and we
even have our own fishing boat. There's a lot going on at
Morrisons.

Our business is mostly food and grocery and, unlike other
supermarkets, we make most of it ourselves. And as far as
our meat, fish and veg is concerned, we know exactly who
caught the haddock, dug up the carrots, and grazed the
cows — along with when and where. We also have more
people preparing food fresh in stores than anyone else.
Altogether, that helps us keep a close eye on the quality of
our products and where they come from.

‘That's just a quick rundown of what makes us Morrisons.
Here's a little more detail on what drives us, how we work,
and what that means for you.
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Customers first
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Listening hard and responding quickly, wherever possible
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Driving sales, tough on costs

We care





image5.png
_» Coronavirus (COV
Guidance and support

Health and wellbeing during coronavirus

Guidance overview:

Staying at home and away from
others (social distancing)

The single most important action we can all take in
fighting coronavirus is to stay at home in order to
protect the NHS and save lives.

From:
Published

23March 2020

Lastupdated
1May2020—

‘This publication was withdrawn on 11 May
2020

New guidance:

A & www.gov.uk (4]




image6.png
17:38 9 wEm

&

» Stewart Atkinson 15/06/20
South Home Delivery Weekly Update

Al, Please find below our performance for I... ¥¢
& South Wk 19 .
» Shaun Bird 13/06/20

Fud: Click & Collect Satisfaction Impact.pdf
Forwarded messag

& Click & Collect.

> Gemma Morris (via Google Drive) 12106120
Vehicle Safety Check Sheet.pdf
Gemma Morris has shared the following PD... ¥

@ vehicle Safety.
» Natasha Warlow o0

Fud: Central Wk 19 Upskill Session Wed 10.
Afternoon All, Real good presentation by S... ¥

T Central wic1o,

P Account STO273P 0

Fund: Brief - Doorstep deliveries at your store
Forwarded message --------- Fr... Y

> Shaun Bird 09105720

Fud: Sustainable Doorstep Deliveries - Exis.
Great news guys, Please read this and com... ¥¢

> Ricky, me

(no subject)

That the ink for the paperwork ~ *
/) Compose

u]
[

o




image7.png
takeholder Map — Home Delivery

Stakeholder Name - IL"et"e‘?';: Stakeholder Grouping
Store Manager High High KeyPlayers
Line Managers High High KeyPlayers
Colleagues Low High Keepinformed
People Assistant High High KeyPlayers
Customers Low High Keep satisfied

Competitors Low High Minimal Effort
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Made To Order - Worth 5% and £100k to South
Division per week in lost Sales

Print of Made to Order reports each day
at 6pm.

Ensure every dept has their copy.

The date code on the machines updates
at 3pm to another day's code life.

Make the product today and overwrap it,
it will have the same date as if you did it
the next morning.(worth 5%)
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Coaching Tip to make a Behavioural change

Store Manager to ask for all the Made to
Order prints out to be handed to them at
Noon each day.

Expectation is that the Report has a tick
from the person who made it,

a tick from the Picker who picked it and
a cross with commentary on any issues
and action point to fix for tomorrow
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Home Delivery implementation - Confirmation email for Chloe Phillips = nbox x &8

Shaun Bird 10:28 (1 minute ago)  ¥¥  €
10 Chloe ~

Home Delivery exccution
T can confirm the successfil implementation of the Home Delivery department in April 2020. Chloe Phillps undertook the task of planning, organising, and facilfating thi task.

Chloe works methodically and when information was cascaded to the Haverfordwest store regarding implementation she mapped out a plan that was effective and user-friendly for all. Creating a visual wall containing checklists
showing who needed to be involved, recruitments and eight to works needed, induction and training, and rota planning, al set fo fimescales to enable the successfil lannch day. Twas in agreement with the plans that were implemented

and was happy to sign them off.

Chloe kept me informed daily of progress and shared key information with the whole store by uiising the social media page. The main channel of communication was face-to-face interaction, this is something that works well for our

store in fwo-way communication and feedback on progression within the team.

Chloe kept an open door policy within the people's office and set up four colleagues within the team to implement changes, upskling colleagues on what was needed and how to gain information.

Al stages of implementation were checked off, this ensured that nothing was omitted or overlooked in error

Cloe established working relationships with the leadership and coaching teams to feedback and gain crucial information.

Chloe and T both planned that we would work alongside the Home delivery coach on the first day of launch and organised the Home delivery coaches to work with us on that day. This was important to show the team we were open
o lstening and responding to feedback and to be able to make any changes quickly and effectively if necessary with support.

‘The depariment launched on the date planned and confinnes to be successfil

Shaun Bind
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Chloe Phillips reached out to me during the implementation of Home Delivery to the Haverfordwest store to inform me of plans regarding recruitment,
training, and execution timescales. Budget controls had been adhered to and | was happy with the effective planning and organising.

Chloe used many forms of communication, phone calls, video links, and email with me and kept me informed at every stage.

| was invited to the Haverfordwest store to visit multiple times to view progress and work alongside the team. Chloe facilitated communication from the
team and myself back and forth with positive feedback throughout the process.

Haverfordwest successfully implemented the new department and launched to timescale.
| continue to be in regular contact with Chloe regarding home delivery. \We have a great working relationship.

Gemma Morris
Home Delivery Coach
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