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Executive Summary
The aim of this feasibility study is to establish how Asda could improve retention and recruitment by designing a pilot training programme via a project management approach after the recent protests surrounding new contracts. The enforcement of a new contract affecting 118,000 Asda employees has resulted in 12,000 employees (supported by their union) refusing to sign.  The new contract enforces many changes such as an increase in pay and being expected to move between departments and doing different jobs which has led to dissatisfaction.  Although retention, recruitment and job satisfaction are not the same they are closely linked. Studies have shown that employees’ value long term benefits such as training opportunities, progression and the opportunity to work with colleagues with similar goals over financial reward. This leads on to a discussion on how all employees should be given the opportunity to work together as across organisations, teams work to achieve the same goals but fail to communicate with each other outside their own area which leads to missed opportunities. Moreover, the future of work is changing and megatrends such as technological advances and demographic shifts appear to be the top two to recognise in order to remain competitive. Taking these megatrends into consideration the project management approaches to be utilised are project management software and design thinking combined. This moves on to a discussion on the resources needed for the project. However, as this feasibility study relies heavily on secondary information the exact costs and number of employees cannot be determined which leads to the recommendation that the project should not go ahead at this time.
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[bookmark: _Toc29904779]1.0 Introduction
Asda is one of Britain’s leading retailers (Asda, 2019a; Witherow, 2019). However, the enforcement of a new contract has left many workers refusing to sign. Therefore, the aim of this feasibility study is to establish how Asda could improve retention and recruitment via a project management approach after the recent protests surrounding new contracts. Although the new contract enforces many changes (Wood, 2019; Butler, 2019; Halliday, 2019; Hotten, 2019) the main focus will be to find a solution of how employees can work in unity throughout different departments and the benefits associated with this.
[bookmark: _Toc29904780]1.1 The Idea
The idea is based on “Work-life fit: Employee training is the secret to flexible work success”, by Williams-Yost (2013). The concept was to design a training programme supported by a HR leader and training leader, delivered via a multi layered development programme with an additional platform where employees could share information and address challenges. This approach created a functional culture, a culture where all employees were empowered to take control of their own learning while responding to and sharing experiences of common issues. Albeit, the original idea was more about improving flexible working through training, the concept is adaptable in a way that it can be utilised for this project.
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[bookmark: _Toc29904782]2.1 Project Description
A feasibility study can be used to help the organisation determine whether the project will be viable. By firstly Identifying the benefits of the project to the organisation and its stakeholders, verifying if the project aligns with the overall business strategy, followed by an analyse of associated costs and resources will allow the organisation to make a clear judgement whether to take forward the project (Kumar, 2018; Wrike, 2019).
The initial aims and objectives included in the project initiation document have been changed as they did not clearly outline the main points of what was to be achieved. As this is a feasible study the use of primary research via evaluation is unsuitable and will no longer be included.
The aim of this feasibility study is to establish how Asda could improve retention and recruitment via a project management approach after the recent protests surrounding new contracts which Bottaro (2019) refers to as a “reputational hurdle”. In addition, Halliday (2019) reports that Asda employees are being supported by their trade union who are handing out leaflets to shoppers informing them of the new contracts and enforcements. However, the response from Asda was:
[bookmark: _Hlk29292393]“This contract is an investment of more than £80 million and increases real pay for over 100,000 colleagues in return for a level of flexibility that ensures we are able to adapt to the demands of the highly competitive retail industry." (Jahshan, 2019).
One of Asda’s founding principles is: “From checkout to boardroom, our colleagues are the heroes, and they've always made Asda special. Every one of us shapes the character of this company.” (Asda, 2019b). However, the enforcement of a new contract has resulted in 12,000 Asda employees (supported by their union) refusing to sign resulting in Asda threatening to terminate their employment. Those that have signed have done so because they fear being unemployed so close to Christmas. Although 118,000 staff will be on a higher basic rate of pay, they fear the new flexible contract which includes moving between different departments and doing different jobs. (Wood, 2019; Butler, 2019; Halliday, 2019; Hotten, 2019). In addition, company reviews by current and former Asda employees reveal dissatisfaction to be ongoing and dating back to 2016 due to lack of training and progression (Glassdoor, 2019a; Glassdoor, 2019b). (Appendix 1). Although retention, recruitment and job satisfaction are not the same they are closely linked. Studies have shown that employees’ value long term benefits such as training opportunities, progression and the opportunity to work with colleagues with similar goals over financial reward. (ACAS, 2014; HR Review, 2014; Farrugia, 2017).  The significance of this will be discussed in more detail in 2.2.
2.1.1 Project Aim
· Design a training programme to include 10 Asda stores across South Wales (store locators appendix 2).
2.1.2 Objectives
· To increase active engagement between all employees via a project management approach over a 12-month trial period. 
· To include a monthly evaluation throughout the project life cycle.

[bookmark: _Hlk29302348][bookmark: _Toc29904783]2.2 Business Case
Aforementioned in section 2.1, Asda workers are refusing to sign new contracts and those that have signed have done so reluctantly (Wood, 2019; Butler, 2019; Halliday, 2019; Hotten, 2019). The average cost of replacing an employee is £30.000 (ACAS, 2014; HR Review, 2014; Cotton (2017). The greatest expense comes from loss of productivity as it can take 28 weeks for large organisations to train new staff members which suggest that retaining or retraining is much more cost effective than replacing (ACAS 2014; HR review, 2014).  In addition, Farrugia (2017) states that “ambitious career minded people will gravitate to a company that invests in their human capital”.  According to McCord (2017) it is not only about retaining but attracting the right people for the job in the first instance before actively engaging with employees to pinpoint their strengths and weaknesses. However, Asda have invested £80 million in this new contract to include a higher basic rate of pay in order for them to remain a sustainable business (Hotten, 2019; Jahshan, 2019), yet according to Butler (2019) this has affected satisfaction levels of the 118,000 workers involved. Conversely, Pink (2018) and McCord (2017) argue that it is not always about money in terms of job satisfaction, people also want to feel part of the team. They want to do a good job with the right team of people and be recognised for that good job. 
2.2.1 Benchmarking: The Netflix Approach 
The enforcement of these new contracts suggests that Asda employees were not consulted before hand or involved in any decision making. Albeit, a different industry to Asda, McCord (2017) the former chief talent officer of Netflix suggests that it is far more sustainable for organisations to involve all their employees in all aspects of the business. Open discussions generate criticism and feedback which allows for creativity among the workforce. Employees work far more productively when they are happy in their jobs. And those employees that do leave, do so to do other things; thus, leaving the reputation of the organisation intact. The Netflix approach is to treat adults like adults as adding layers of policies and processes hampers productivity. 
2.2.2 Complex Adaptive Systems 
In terms of layers of policies and procedures all organisations are complex adaptive systems (CAS) (Marchese, 2013; Plectica, 2019) The actions that arise from CAS are the result of a huge number of decisions made by management (Dooley, 2002}. Snowden (2018) states that this can lead to over constrained systems. When it comes to CAS you have to interact with it as merely analysing it can lead to more layers which only result in dissatisfied employees. However, as previously mentioned, people want to do a good job with the right team of people and be recognised (Pink,  2018; McCord, 2017) and Asda employees are being given the opportunity to move between different departments (Wood, 2019; Butler,2019; Halliday, 2019; Hotten,2019) which with the right training may benefit them going forward by allowing for opportunities to progress and learn new skills.
2.2.3 Working in Silo’s 
In agreement , Hughes (2016) states  that all employees should be given the opportunity to work together, as across organisations teams work to achieve the same goals but fail to communicate with each other outside their own area which leads to missed opportunities.  Moreover, Friday (2011) states that when individuals or teams work in a silo environment, they only look to achieve the goals of their own department without a care for what anyone else is doing. The Institute for Systemic Leadership (2016) suggests that organisations should look to see how people can work together to be operative: “A system is a whole made up of constituent parts - human or non-human that need to work together in order to be effective.” Working in silos can lead to “confused goals and weak system-wide understanding”. In addition, Janis (1982) and Golkar (2013) state that people like to maintain harmony so often reject different ways of doing something which can lead to group think. Bond (2014. P. 5) describes group think as people “highly susceptible to the winds of social influence” and any threat to the unity of such groups can lead to conflict. Section 4 includes a detailed discussion on how Asda can increase satisfaction of their employees utilising appropriate approaches to address the issues.
[bookmark: _Toc29904784]3.0 Environmental Analysis 

[bookmark: _Toc29904785]3.1 PEST Analysis
PEST is an acronym for political, economic, social and technological and can be used to analyse the organisations external environment (Henry, 2018). This analysis enables the organisation to respond to any weak signals in terms of opportunities and threats in order to remain sustainable (Ginter, and Duncan, 1990). This analytic framework will be utilised to analysis Asda’s position in the general environment.  
Supermarket chains across the country are facing economic strain due to the uncertainty surrounding Brexit. This has led to a “weak pound” making it more expensive to import goods. Supermarkets are reluctant to pass the price onto customers, so they are looking at ways to remain sustainable by cutting overheads. In contrast, a key driver of economic behaviour is uncertainty. Some organisations have become pessimistic particularly surrounding the Brexit process. However, delaying investment decisions such as a change to a process could mean sacrificing potential profits while waiting for an outcome. (Bank of England, 2019).  Asda suffered a 1.5% drop in sales (Makortoff, 2019). Although they remain in the top four in terms of market share, they are still 11.8% behind market leaders Tesco. (Witherow, 2019) (Appendix 3) And even though Asda are trying to remain competitive by introducing ways to remain competitive in a volatile market they may experience sales losses due their reputation being tarnished over the new contracts (Bottaro, 2019).
[bookmark: _Toc29904786]3.2 VUCA
Moreover, the future of work is changing. The 21st century is fundamentally a VUCA world (volatile, uncertain, complex and ambiguous) and leaders need to be able to respond to the changes driven by megatrends by meeting the needs of their workforce. Two examples of megatrends are technological advances and demographic shifts (Elkington, et al,2017 p.2; PWC, 2019a; Deloitte, 2013). The future of work has changed and where talent was once considered to be an expense it is now seen as an investment (CIPD, 2016; Deloitte, 2013). 
Figure 1 shows results from a survey involving business leaders world-wide when asked what top two megatrends are most likely to transform stakeholder expectations of business over the next five years (PWC, 2016b).
Figure 1: Megatrend Rankings (Source: PWC, 2019b)
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According to White (2016) organisations need to keep up with technological trends to retain millennials and stay competitive. Figure 2 shows the percentage of those aged 18-34 who are motivated by A1 assisted technology at work.
Figure 2: Employees Want the Latest Tech (Source: White, 2016).
[image: ]
Hannon (2019) states that the workforce of the future will be intergenerational and that organisations should have strategies in place to accommodate “the speed of youth and the wisdom and experience of age”. In developed countries birth-rates have fallen and most organisations are not realising this demographic shift resulting in a lack of career development opportunities to include technical training for all workers “to be successful in the digital age”. According to Purtill (2019) organisations such as BMW have realised the shift in trends and accommodated the older worker resulting in increased productivity and a decline in absenteeism.
To summarise this section, one of Asda’s founding principles is: “From checkout to boardroom, our colleagues are the heroes, and they've always made Asda special. Every one of us shapes the character of this company.” (Asda, 2019b). Therefore, the following sections focus on how Asda can meet stakeholder expectations and maintain this principle. Firstly, by analysing key stakeholders and the power they exert on Asda as an organisation.
[bookmark: _Toc29904787]3.2 Stakeholder Analysis  
“Stakeholders are those individuals or groups who affect or are affected by the achievement of the organisations objectives.” (Freeman, 2010). An example (although not exhaustive) of these groups and individuals are shown in figure 3:
Figure 3: Examples of Internal and External Stakeholders
        

(Source: Henry, 2018)

In relation to the above diagram, as the aim of this project has a direct focus, only relevant stakeholders will be used going forward.
According to Henry (2018) there is an ongoing argument that management focus too much on the needs of one group of stakeholders namely shareholders when the focus should be to balance the need of groups or individuals affected. Management needs to prioritise groups or individuals in terms of the “power they exert on an organisations objective” (Henry, 2018, P. 98). Figure 4 is a stakeholder power interest matrix (Henry, 2018, p.98) adapted and arranged in order of how much power key stakeholders possess and level of interest regarding the Asda project aim and objectives aforementioned in section 2.2.1:
Figure 4: Stakeholder Power Interest Matrix
[image: ]
(Source: Henry, 2018)

· Manage closely: Design a training programme to meet individual needs and actively engage via project management approach and monthly evaluations.
· Keep satisfied: Asda profits have “rose by 13% to £805m last year” (Wood, 2019). Consider costs of project and the impact of such costs on shareholders. Trade union GMB are communicating treatment of Asda employees to the media and Asda customers (Halliday, 2019).
[bookmark: _Toc29904788]4.0 Operational Requirements
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4.1.2 Project Manager Defined
A project manager is a person responsible for the planning and accomplishment of a project (Project Management Institution, 2013; Graham, 2015). Project managers can use feasibility studies as a critical guideline to determine whether the project will succeed by assessing the resources required. (Kumar, 2018; Wrike, 2019). The following is a discussion of the project management approaches to be utilised, followed by the resources needed for the training programme.
4.1.3 Project Management Software Defined
information systems have fundamentally changed how many organisations operate particularly in terms of agility.  They allow for a more simplified coordination within the organisation due to the accessibility of information thus improving capabilities by stimulating learning capacities (Overby, Bharadwaj and Sambamurthy, 2006; Boudreau et al, 1998). Information systems are also useful when conducting complex projects, an example being project management software. This software provides a central workspace facilitating effective communication between all project stakeholders. Project management software enhances the productivity of the teams involved thus maintaining competitive advantage (Pellerin et al, 2013). In agreement Wrike (2019) describes the benefits of project management software. The following benefits have been adapted to show how Asda could benefit from this approach (graphic examples included in appendix 4):
· Centralisation: Simplifying the process – Providing Asda employees with a “central workspace and knowledge base”, a more effective and efficient way of tracking information and tasks related to the training.
· Communication - Enabling employees to communicate via a unified hub across all 10 Asda stores. They can log in and access any time or place for updates, notifications, or to resolve any issues they have with the training as opposed to separate communication methods such as email and text or arranging meetings with trainers.
· Efficiency – Project manager and lead trainers can save time on meetings and other manual tasks as all data and information are accessible and stored in one place.
[bookmark: _Hlk29302442]4.1.4 Design Thinking Defined
“Design Thinking is a team based, user centred process, powered by a thorough understanding of what users want and need.” (Brown, 2008). Design thinking is the opposite of group think, rather than suppress creativity it liberates it via collaboration (Brown, 2018). This can be compared to the Netflix approach (2.2.1) where employees are encouraged to express creativity when working across different departments so that they can actively seek outside ideas and feedback, welcome self-criticism within their groups before consciously evaluating conflicting evidence and opinions. 
4.1.5 Design Thinking 101
Design Thinking 101 provides a solution-based approach to solving problems. Although these stages appear to be sequential this is a non-linear process, for example, testing may reveal insights that redefine the problem or generate new ideas (Appendix 5) (Sorkin, 2018; Gibbons, 2019; Friis, Dam and Siang Teo, 2019).  The following 5 stages have been adapted to show how Asda could benefit from a design thinking approach followed by a discussion on how this could be combined with project management software while responding to technological advances and demographic shifts.
· Empathy: Identify the training needs of individual employees.
· Define: Consider the needs before the solution – observe where these training needs exist.
· Ideation: Consider the solution – Generate ideas and narrow them down to overcome the problem.
· Prototype: Discuss and design a training programme to suit the needs of the trainee.
· Test: What is the feedback, invite questions. Does the training meet the needs of the trainee?
4.1.6 Combining Project Management Software with Design Thinking 
· Identify the training needs of individual employees via a confidential platform. This will enable those responsible for the training programme to arrange group meetings with employees of similar needs to discuss where the training needs exist. 
· Within those groups, generate ideas to find a solution before designing an e-learning training programme where employees are encouraged to communicate and share ideas via the unified hub. 
· Groups can then utilise the hub to express any issues with the training via the ‘stuck’ column with trainers and other employees. Employees will also be encouraged to provide feedback of how their training is progressing (Appendix 4).
· This will enable the trainers to pinpoint strengths and weaknesses of employees and how they can be addressed and whether individuals may benefit from another group meeting with employees of similar needs. 
4.1.6.1 Rationale: The Future of Work at Asda
As discussed in section 3.2, the future of work is changing in terms of stakeholder expectations. Hence the project management software combined with Design Thinking 101 utilised for this project can also be used to accommodate these changes for those who are motivated by A1 assisted technology at work, and career development opportunities for the more mature worker resulting in a more inclusive workforce. As according to the CIPD (2018) There is a “moral case for building fairer and more inclusive labour markets and workplaces, it is indisputable: people matter, and organisations must ensure their people management approaches do not put any group at a disadvantage”. Also aforementioned in 2.2.3, meeting the training needs to work in different departments and working in unity can not only help to reduce the number of teams working in a silo environment it can reduce the threat of group think due to design thinking.
[bookmark: _Toc29904790]4.2 Resources (Gantt Chart included in appendix 9)
· Monthly meetings to discuss progression of project. Management will also be able to communicate via the project management software.
· HR Lead – Must have experience in working with project management software. This newly created role will involve working alongside the project manager and training lead to ensure all employees receive a consistent message of how the training will be implemented, evaluated and by whom.
· Training lead – Must have experience in working with project management software This newly created role will involve liaising with employees in order to identify the training to be delivered, to deliver the training, working alongside the project manager and HR lead to ensure consistency and design of training required.
· HR – To create a job description for the new roles. To keep a record of retention and recruitment to measure the outcome of the project.

4.2.1 Associated Costs
The limitations of study here are not being able to provide exact costs or numbers of employees in each store associated with this project. Exact data would only be able to be obtained if the project manager was able to communicate with Asda managers and employees directly. The following costs are average benchmark salaries provided by Glassdoor (See appendix 6), the cost of the project management software, followed by the number of Asda stores across the UK. These stores will then be divided by the 118,000 employees involved in the new contract which will provide an average number of employees in each store. These figures will then be used to work out the average cost of the project per person throughout the 10 stores.
The associated costs of wages include the project manager, one training lead and one HR lead at each store to oversee the project across ten stores. 
· 1 x Project Manager: £45,000/yr. (Glassdoor, 2019c) = £45,000
· 10 x Training Coordinators: £25,613/yr. (Glassdoor, 2019d) = £256,130
· 10 x HR Officer Salary: £27,586/yr. (Glassdoor, 2019e) = 275,860
Total cost = £576,990
There is a free 14 day trial for the project management software available (Monday.com, 2019b) However, the limitations here are that for unlimited users, Asda would need to contact the providers for a quote, consequently the associated cost of the project management software is benchmarked using the most popular package of £1360 per month for every 200 users (Monday.com, 2019b).
According to Wunsch (2019) (Appendix 8) there are 633 stores across the UK. This figure can be divided by the number of employees involved in the new contract
The number of employees divided by the number of UK stores gives an average number of 186 employees in each store. These figures do not include management or trainers. Therefore, the cost will be based on 200 users per store to allow for project scope:
Total cost of project:
· Wages = £576,990
· Project management software = 10 x £1,360 = 13,600 x 12 months = £163,200
· Number of users across 10 stores = 10 x 200 = 2000
Total cost = £740,190/2000 = £370 per person per year.
4.2.2 Associated Risks
4.2.2.1 Scope Creep Defined
Scope creep can be defined as any unexpected changes to the project scope leading to unintended directions often moving away from the original boundaries (Amoatey and Anson, 2017). The advantage of a feasibility study is that risks can be determined early on, indicating whether the project is likely to succeed. A feasibility study can verify risks such as costs and scope of the project, if the project aligns with the organisation’s strategy, and whether or not it meets stakeholders’ expectations (Kumar, 2018; Wrike, 2019).
 The following are based on examples by Mar (2013) and will be utilised as a checklist for the Asda project:
· Scope: Due to limitations discussed in 4.2.1 there is a risk of the project going over budget. Recognise the limitations of PEST – It is not a one-off check list, organisations should continuously monitor the external environment for nascent changes (Porter, 1985)
· Project may not meet stakeholder expectations – Regular communication with stakeholders so that their expectations are met as outlined in section 3.2.
· Requirements:  Ensuring the project remains aligned with the overall business strategy by training all employees to work across departments.
·  Technical Issues: The project management software company is responsible for the maintenance, they also ensure that all data is secure and meets current GDPR legislation (Monday.com, 2019c).
· Integration: The pilot scheme involves 10 Asda stores in proximity enabling the project manager to visit different stores more frequently (Appendix 2). The project management software allows for integrated feedback from all 10 stores. Therefore, if trainers are not available in one store employees can be assisted via the unified hub. 
[bookmark: _Toc29904791]5.0 Recommendations and Findings

[bookmark: _Toc29904792]5.1 Findings
Asda employees fear working in different departments and Asda reviews reflect this in terms of lack of training and progression. As discussed, adding processes and procedures to make changes only adds to the problem. Evidence suggests that Asda employees were not aware of these changes until they were enforced, resulting in missed opportunities in terms of open discussion and feedback from employees involved. These employees are key stakeholders who can exert power by threatening to refuse to sign the contract; leaving Asda with significant costs in terms of recruitment. Asda employees are strongly supported by their union who have involved customers and the media which risks their reputation as a good company to work for and they may lose sales in what is already a volatile market. 
The project management approaches reflect what Asda should do in terms of training. And the project management software 14-day free trial could be used to aid training in digital skills before the training commences for those employees who require it. Recognising the top megatrends will improve their chances of hiring talent who want to work for Asda and those who already do will have the opportunity to progress. The workforce of the future will be intergenerational and therefore, Asda as an organisation should have strategies in place to accommodate “the speed of youth and the wisdom and experience of age”.
[bookmark: _Toc29904793]5.2 Recommendations
The evidence suggests that there is a need for a training programme and that Asda will benefit from the points mentioned in 5.1. However, at this time it is recommended that the project should not go ahead due to the limitations of the feasibility study. Although there is a chance that the costs and numbers of employees provided could be overestimated. Asda will need a thorough breakdown of exact costs and numbers of employees in each store associated with this project to avoid scope creep.
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Key:
1) Swansea
2) Gorseinon
3) Living Llanelli
4) Ystalyfera
5) Llanelli Murry Street
6) Maesteg
7) Pyle
8) Bridgend
9) Tonypandy
10) Aberdare
(Asda, 2019b)
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	Action
	Start Date
	Finish Date
	Evaluation (include when completed or state where this information can be found)

	Project manager to arrange staff meetings in all 10 stores to discuss the project 
	1 February 2020
	 14 February 2020
	

	HR recruit for new roles
	2 February 2020
	16 February 2020
	

	Project manager, training leads and HR leads to design the training and arrange for free trial of software
	1 March 2020
	14 April 2020
	

	Project manager to arrange staff meetings in all 10 stores to discuss the project and resolve any issues
	14 March 2020
	28 March2020
	

	Project manager, training leads and HR leads to start delivering pilot scheme 
	15 April 2020
	15 April 2021
	

	Project manager, management, training leads and HR training leads to review pilot scheme monthly
	15 April 2020
	15 April 2021
	

	HR to review retention and recruitment figures monthly and liaise with leading staff and project manager
	15 April 2020

	15 April 2021
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