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Revolutionising Engineer Growth

The tech-powered blueprint for career clarity at ASOS 
Tech



Gareth Waterhouse
Principal Test Engineer @ ASOS.com

� 16 Years Experience

� Variety of Testing Roles & Engineering Management

� Mobile Apps, Web Apps, CRM, CMS, E-Commerce, 
Terminals, Document Management Systems

� Family Man

� Sunderland Fan



Ed Collins
Engineering Manager @ ASOS.com

• Too many years of experience

• Arsenal Fan

• Early background in Lean Six Sigma and process improvement, 
more recently Agile Delivery and Engineering Management

• Professional Coaching qualification, scrum and lean certified, 
team health and ways of working, employee engagement and 
culture champ!



Takeaways
By the end of this talk, you will…

Takeaway #1:
Strategies for navigating 

constructive career conversations, 
both for yourself and others 

Takeaway #2:

Effective frameworks and 
resources for constructing 
competency frameworks

Takeaway #3:

Understanding of which platform of 
delivery are most effective for 

career framework



Where we 
were…
3 Well developed competency matrices

Satisfaction Survey ☹

Promotions Process not clear 



“I have good opportunities to learn 
and grow at ASOS”

66% Scored Favourably

-6 against industry 
benchmark



What we heard

“Can we get away from boring competency lists and 
have something ‘ASOS-y’ ? ”

“Clearer development opportunities would be appreciated, 
as well as clarity on job roles and progression ”

“Career progression is a bit of a mystery” 

“What alternatives are there to the ‘classical’ career paths? 
How much will ASOS support this?”

“There is a need for better support and guidance for your 
desired career progression ”



Career Paths



Focused on the WHAT 
but not the HOW



Career Conversation 
Starters

2 Versions – Engineers & Managers
Covers Planning, Initial Meetings, 

Follow Ups, Building a Plan & 
Additional Support



Example Career 
Conversation



Agile Delivery 
Manager

Engineering 
Manager

- People Management
- Delivery Management

- People Management



EM Role 
Created

What does 
good look like?

Timeline of Events



EM Role 
Created

What does good look 
like?

External 
Research

Timeline of Events

Farewill

Team/People Focused.

SkyScanner

Technical/People Focused. 

Spotify

Delivery/People Focused.



EM Role 
Created

What does good look 
like?

External Research

Workshops

Timeline of Events

ACTIONS

How should an <ROLE> 
act?

THINKING

How should a <ROLE> 
think?

TOOLKIT

What do <ROLE> do?



EM Role 
Created

What does good look 
like?

External Research

Workshops

Competency 
Created

Timeline of Events



Thinking BIG



Blazor Web App
Client Side Hosted in Azure Results Stored

Interactive One Stop Storage

MVP

UX



The framework itself.
• Level Agnostic ⬆
• Tool Agnostic ✂
• Ability to ignore if not relevant 🙈
• Focusing on growth over progression 🪴
• Loosely followed Dreyfus model of skill 

acquisition 5⃣



Github Repo. 
Competency Data. 
Markdown Files.

Github Action.
Converts 

markdown to 
json and 

publishes to 
Azure File 
Storage

Blazor Server 
App

Consumes json 
files from Azure 

File Storage

ASOS Tech 
Employees
Access the 

Blazor App and 
review 

competencies

How it all works



DEMO



Benefits

Clarity

How it works. Consistency. 
Version Controlled.

Engagement

Interactive. 

Branded

Make it consistent with other 
internal tools and feel like it 

was ASOS powered.

Visibility

Accessible to everyone at 
ASOS. 



Popularity

Commercial/Product Finance What Next?



Rushed
Local Client Side App -> 
Server Side App

People still wanted to see 
what expectations were of 
different roles. 

Inner-sourcing
More people to contribute

Role

Lessons Learned

Technical



“I have good opportunities to learn 
and grow at ASOS”

69% Scored Favourably

-3 against industry 
benchmark

63% Scored Favourably

-6 against industry 
benchmark



Next steps

Training Materials

Link to training materials 
from the app.

Overlay of Roles

Average out scores for 
different roles to allow people 
to see just what other people 

at certain levels are 
performing at.

Shared Competencies

Behaviours etc.

Open Sourcing

Share with the wider external 
tech community.



Takeaways

Takeaway #1:

Strategies for navigating 
constructive career conversations, 

both for yourself and others 

Takeaway #2:

Effective frameworks and 
resources for constructing 

competency framework

Takeaway #3:

Understanding of which platform of 
delivery are most effective for 

career framework.
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thank 
you


