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Executive Summary 
The report highlights the issue of management that Asda is currently facing due to its decision of implying a hybrid working model for all of its office locations. Further analysis of the information is done and the evaluation of the decision-making process is done by a thorough analysis of the problem in detail. A range of solutions has been presented to mitigate the issue. Such solutions include contingency management, work from anywhere, and laissez-faire leadership. Using the fish bone decision-making technique, the most effective solution has been found to work from anywhere. An implementation plan has been developed based on the issue through, HR Managers, Team Leaders, and employees. Furthermore, the communication overall is to be done by different employees within the HR department of Asda. For plan monitoring and reviewing, CPM and PERT have been chosen. 

[bookmark: _Toc109929862]Introduction 
The report is going to evaluate the complex issue faced by Asda regarding their allowance of a hybrid working model for their offices. With the information from the identified problem, the decision-making process can also be informed. In addition to this, an alternative solution to the problem can also be proposed along with the implementation of a suitable decision-making technique for it. Additionally, a plan will be developed for the effective practical implication of this solution along with the promotion of the plan communication to the stakeholders. Monitoring techniques for evaluating the effectiveness of the plan will also be analysed in this context. 
Asda is a supermarket chain that originated in Leeds, was discovered by J.W. Hindell and Noel Stockdale in 1960 and has more than 145,000 employees at present. The firm had gained total sales of 20.4 billion pounds in 2021 (Asda, 2022; Reuters, 2022). 
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Asda has recently decided on implying a hybrid work structure from a mandatory offline work structure. In this work model, about 4000 of their staff have chosen to work at both the offices, which are majorly situated in Leeds (BBC News, 2021). However, due to the strict restrictions imposed by the government of England due to the Covid-19 pandemic, the company had to change their normal working model and shift towards flexible working patterns. As per their new approach, during the time of training or meetings, workers will be encouraged to come to the office and attend it. Work from home will be allowed to workers when they will be required to plan and research their tasks or projects. 
The news report from BBC News (2021) also stated that about 3,000 staff from Swindon offices will move to nearby headquarters. Henceforth, this decision of implying a hybrid working culture is expected to create a complex situation in managing its employees as some of them will be working from the office, while some from home. Asda is not completely applying a flexible working by offering them permanent work from home option. However, Asda wants its employees to come to the office, particularly during the time of training. Henceforth, this hybrid working model has the scope to create a complex management issue, which can cause a negative impact on the motivation level of its employees. 
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As years roll out during the pandemic situation, organisations, like Asda, are deciding on shifting towards a hybrid work model rather than remote. With the practical implementation of a hybrid work system, all the internal processes will face a new way of working and there will be a potential requirement for strong and diverse teams. However, on analysing their decision-making process, it can be stated that Asda wanted to imply more flexibility in choosing the best environment for working. With the decision of hybrid working, organisations aim on enhancing the work-life balance of workers (Lee, 2022). 
In its work from home (WFH) decision, Asda has also decided on shutting down some of its offices, for example, it closed three offices in Swindon and relocated 3,000 staff to its headquarters (BBC News, 2021). Not only this, but Asda also expected to make a check on the savings on expenses by moving to other locations.  However, the employees cannot choose their desired work location but the company had already made decisions. In their decision-making process, Asda chose the n the occasions in which it expects its employees to work from office, anywhere, or home. Therefore, Asda needs to think of implying complete work from anywhere or offering its employees their preferable geographic work location. Even if they imply the hybrid work model, the company has to decide on the appropriate management system that can handle the complex situation of hybrid working.  
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Given below are a range of alternative solutions to the issue:
· Work from anywhere (WFA) is an emerging concept that evolved from remote working. In this case, workers are offered the flexibility to choose the desired location of working as it is expected to increase the overall productivity level as compared to WFH (Choudhury, Foroughi and Larson, 2021). Moreover, as per the research findings, work from anywhere resulted in an increase in employee output by 4.4%. The concept goes beyond the conventional link of firm location and geography of home. Asda has only implied hybrid working rather than given its workers geographic flexibility through WFA. 
· A Laissez-Faire leadership style can also be implied through which both leaders and employees can work hand-in-hand in the decision-making process. Within this leadership style, the leaders of a company do not impose a supervisory attitude and also do not set any clear goals regarding their way of working (Jony et al., 2019). For this reason, the employees could involve themselves in the decision-making and feel prioritised in the work environment. 
· Contingency management can also be implied by Asda, as it aims on resolving the management problem by adapting to the specific setting. With this management tactic, the operational performance of employees is positively influenced (Oh, Moon and Zhong, 2020). The management system of Asda has to analyse the current situation and evaluated the risks for better monitoring of the situation. Henceforth, this management technique can link the different team activities, regardless of their geographic position and utilise modern digital technologies to communicate with the teams. It is expected to enhance the quality of teamwork and will increase the work productivity of individual teams. 
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 (
Management issues due to the hybrid work model
Managers require to follow 
contingency management
Leaders need to imply 
a Laissez-Faire leadership style
Work from anywhere (WFA)
Enhancement of individual team qualities
Involvement of employees in the decision-making process
Geographic flexibility to employees
)
Figure 1: Fish-bone decision-making technique implementation on the issue of Asda
(Source: Created by the Learner)
Fish bone is one such decision-making technique through which the cause-and-effect for a particular decision can be effectively analysed. With the help of this technique, the root causes and reasons that can benefit the issue can be specified (Shen et al., 2019). Each of the solutions has been discussed along with the benefit behind the application of these solutions. As per the evaluation, it has been found that the Laissez-faire leadership style can be functional and it will benefit Asda by investing more in the advancement of workers. On the other hand, with the contingency management tactics, the company can get benefitted by performing activities that will be particularly effective in the current situation. Henceforth, individual team qualities can be enhanced as all the processes and techniques are applied through streamlining all the processes. 
By implying the solution of work-from-anywhere, Asda will be able to provide the workers with the flexibility to choose the location from which they can perform their work as per their wish. The advantage of the implication of this tactic is that it leads to greater worker demand as compared to other remote working concepts. With the concept of flexible working using WFA, rationalisation of the work process is possible and employees can feel less stressed that, in turn, can improve their work behaviour (Hörning, Gerhard and Michailow, 2018). From this evaluation, it can be stated that employee productivity is bound to increase with the implementation of work from anywhere. Not only this but due to this work approach, workers will be able to work from their preferred location which, in turn, is bound to increase their satisfaction level due to enhanced management of work pressure (Choudhury, Foroughi and Larson, 2021). Hence, WFA can be considered to be the most appropriate option for Asda. 
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	Responsible person
	Actions
	Priority Level
	Deadline

	Team Leaders 
	· List out and establish the most effective communication techniques that can be used for communicating with the employees
· Make a routine for daily checking up on each employee to make sure they are in good health and are not stressed
· Make yourself clear about the expectations from the employees regarding the pattern of work
· Informing each of the employees and keeping them updated about the changes in the rules and regulations
· Apply a productivity measurement to measure the efficiency level of the employees using a performance measurement indicator (KPI)
	Medium



High



High


High 


Medium 
	15.07.2023

	HR Manager 
	· Perform expanded search and hiring specifically for remote workers using both local professional networks and external agencies
· Make sure all the employees and managers are having digital engagement and no one is remaining isolated as the main source of communication will be through digital means only 
· Communication facilitation has to be implied amongst all the team members so that none is left behind; frequent and regular communication has to be implemented
· Along with employee management, team management also needs to be done through frequent meetings and group chat 
	Medium



High




Medium




Medium
	30.11.2022

	Employees 
	· Keep constant communication with the team members and team leads using the common digital communication medium 
· Get a full analysis of the work process from the Manager and make sure the tasks are clear 
· Provide daily and timely updates about the work 
· Completing the task at least a day before the deadline 
	High


High

Medium

High
	30.10.2023


Table 1: Implementation plan for WFA solution in Asda
(Source: Created by the Learner)
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	Elements
	Responsible person
	Receiver
	Communication System 

	The plan has to be circulated amongst all the Board of Directors so that it has the agreement of them all.  
	CHRO
	Chairman, CFO, COO, CTO, CAO
	E-mail and telephonic communication 

	All the team leaders have to be notified of this working system to make sure they are aware of the fact that their employees will WFA. This will help them to prepare themselves in having a helicopter idea of the work system.
	HR Manager 
	Team Leaders 
	E-mail and telephonic communication 

	The employees of Asda have to be notified so that they can prepare themselves with the work pattern beforehand. It will help them to decide on their choice of work system. 
	HR Executives 
	All Executive level employees (senior and junior)
	E-mail communication 


Table 2: Communication plan
(Source: Created by the Learner)
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Provided below are certain monitoring and reviewing techniques for the solution implementation:
· PERT: Using the Program Evaluation and Review Technique (PERT), the time necessary for the completion of the project tasks has to be analysed. It considers the minimum time that an organisation or its individuals take to complete the project. It can be assessed by its ability to effectively measure and examine tasks that are present within the schedule. As scheduling and cost planning for the project are essential parts of implying a solution. Henceforth, it becomes necessary to ensure each of the phases, starting from resource levelling (human resources) to its job allocation in different teams, are performed perfectly. This method can be particularly very useful during the time of stochastic project scheduling (Habibi et al., 2018). With the help of PERT network optimisation, large project planning, like implying the concept of WFA in Asda, can be done along with the creation of a visible critical path. 
· CPM: Critical Path Method (CPM) is the monitoring technique that is used for determining the scheduled flexibilities even during the longest sequence of activities. Through the utilisation of CPM, only certain activities of the overall project can be managed. CPM is more activity-oriented and will be beneficial in monitoring processes that are repetitive in nature and small in size (Bagshaw, 2021). Henceforth, the plan that Asda will plan to implement can be monitored through the network activities and optimise the durations of the different elements of the project, WFA. Moreover, the application of this technique can also be beneficial for the company as it offers the advantage of cost minimisation based on the current resources. 
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Based on the overall plan, it can be concluded that the problem of managing people in the hybrid working model can be effectively mediated by the implication of the concept, work from anywhere. 
It is because, through the hybrid work model, some people are working flexible shifts, some work from office, while others do remote work. Henceforth, management of employees and monitoring their performance level has become particularly difficult for Asda. This can also probably lead to decreased mental health. To mitigate the issue, solutions like Laissez-Faire leadership, contingency management, and work from anywhere are mentioned. 
Through the practical implication of Fish bone decision-making, the benefits of each of the solutions have been evaluated. Based on the findings, offering the WFA option to employees was found to be the most effective tactic that Asda can apply for managing people in a hybrid work model. For implementing the solution, team leaders, the HR Manager, and employees will be responsible. Furthermore, for communicating the plan, CHRO, HR Manager, and HR executives will be involved. For effective measurement, review, and monitoring of the plan, PERT and CPM can be used. With these reviewing techniques, cost minimisation, job allocation, and monitoring of each minor phase within the plan can be possible. 
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