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Executive Summary
This report is written from the perspective of a Change Manager at Waitrose & Partners and is informed by my own experience working within the organisation. As a premium UK supermarket operating under the John Lewis Partnership (JLP), Waitrose faces increasing challenges from digital competition, rising customer expectations for convenience, and growing pressure to reduce food waste. These challenges are particularly visible at the store level, where traditional manual processes do not always respond effectively to changes in customer demand. At the same time, the UK grocery market is expected to grow by 11.3% between 2022 and 2027, making efficiency and sustainability increasingly important.
To address these issues, the report proposes a strategic change focused on digitally transforming the markdown process through the introduction of AI-driven demand forecasting and dynamic pricing. Drawing on both academic research and practical in-store observations, this change aims to improve pricing accuracy, support Partners’ decision-making, and reduce food waste by an estimated 21–40%. The proposal aligns with Waitrose’s recent digital initiatives, including the trial of AI-powered smart trolleys in 2025.
The report evaluates key environmental drivers, relevant change management models, and leadership considerations and presents a structured change management plan. Expected outcomes include a 20–30% reduction in food waste, improved operational efficiency, and enhanced customer satisfaction, while remaining consistent with Waitrose’s values and sustainability commitments.
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Strategic Change Plan to Digitally Transform the Markdown Process in Waitrose Using AI-Driven Demand Forecasting and Dynamic Pricing

[bookmark: _Toc86197827]Introduction to the Chosen Organisation
Waitrose & Partners, established in 1904 as a small grocery shop in Acton, London, has evolved into one of the UK's leading premium supermarket chains. As part of the John Lewis Partnership (JLP), an employee-owned cooperative, Waitrose operates over 300 stores across the UK, employing approximately 52,000 partners (employees who are also co-owners) (John Lewis Partnership, 2025). The company is renowned for its focus on high-quality, ethically sourced products, emphasising sustainability, animal welfare, and community engagement. In the first half of fiscal year 2025/26, the John Lewis Partnership reported sales of £6.2 billion, with Waitrose contributing significantly through a 6% sales increase to £4.1 billion (Fruitnet, 2025); (Yahoo Finance, 2025).
Waitrose's business model centres on differentiation through superior customer service, innovative product ranges (e.g., organic and free-range items), and a strong emphasis on in-store experiences. However, the retail landscape has shifted dramatically in recent years. The rise of online shopping, accelerated by the COVID-19 pandemic, has seen Waitrose invest heavily in e-commerce platforms, partnering with Ocado until 2020 and subsequently launching its own delivery services (Retail Insight Network, 2025). Digital disruption, including AI and data analytics, presents both opportunities and challenges. For instance, Waitrose has trialled AI-powered smart trolleys and employee apps to enhance efficiency (The Telegraph, 2025).
As Change Manager, my role involves navigating these transformations to safeguard the company's future. The board's concerns stem from market pressures, including a reported £88 million loss before tax in H1 2025/26 for the Partnership, driven by restructuring costs and external factors (The Guardian, 2025). This report proposes a strategic change to digitally transform the markdown process—traditionally manual price reductions on near-expiry items—using AI for demand forecasting and dynamic pricing. This aligns with Waitrose's vision of "quality food, honestly priced" and its commitment to zero food waste by 2030 (Waitrose & Partners, n.d.).
The markdown process is critical: supermarkets like Waitrose discard or donate millions in unsold perishables annually, contributing to 8-10% of total waste. AI integration could optimise inventory, predict demand accurately, and adjust prices dynamically to clear stock without deep discounts (Waste360, 2024). This change addresses internal inefficiencies and external pressures, fostering resilience in a volatile market. The report will analyse recent history, evaluate change models, assess leadership and culture, and present a detailed plan (Statista, 2025).
[bookmark: _Toc109859670]Analysis of Recent History of the Organisation and Impacts of Internal/External Environment
Waitrose's recent history reflects a journey of adaptation amid turbulent retail dynamics. From 2015-2020, the company enjoyed steady growth, bolstered by its premium positioning and loyalty programmes like myWaitrose. However, the Ocado partnership dissolution in 2020 marked a pivotal shift, forcing Waitrose to build independent online capabilities. Sales dipped initially but rebounded with investments in digital infrastructure (Grocery Gazette, 2025). The COVID-19 pandemic (2020-2022) accelerated this, with online shopping surging, but exposed vulnerabilities like supply chain disruptions and IT glitches (Retail Gazette, 2025).
Post-pandemic, Waitrose faced intensified competition from discounters (Aldi, Lidl) and e-commerce giants (Amazon Fresh). Market share stabilised at around 5%, but inflation and cost-of-living crises eroded margins (ESM Magazine, 2025). To counter this, Waitrose cut prices on items and expanded value ranges. Digital disruption has been profound: online shopping now accounts for a significant portion of sales, necessitating AI integration for personalisation and efficiency (BizTech Magazine, 2024).
External environment factors include:
· Digital Disruption and Online Shopping: The shift to e-commerce has pressured physical stores. Waitrose's response includes AI-enhanced apps for stock checks and personalised recommendations, but lags behind rivals in seamless integration (American Public University, 2024).
· AI and Technological Advances: Trials of AI smart trolleys using computer vision for real-time inventory and checkout aim to reduce queues and waste (Centric Software, 2025). However, adoption challenges include high costs and partner training (Retail TouchPoints, 2025).
· Economic and Regulatory Pressures: Inflation, Brexit-related supply issues, and UK net-zero targets demand waste reduction. Food waste costs UK retailers billions annually; markdowns help but are inefficient manually (World Economic Forum, 2022).
· Sustainability and Consumer Trends: Shoppers demand ethical practices; AI can forecast demand to minimise overstocking (The Food Foundation, 2023).
Internal factors:
· Organisational Structure: Employee ownership fosters loyalty but can slow decision-making due to consensus needs (WalkMe, 2025).
· Culture and Skills: A customer-centric culture supports innovation, but digital skills gaps hinder transformation (Forbes, 2024).
These changes have impacted Waitrose by affecting profits but spurring innovation. Without further digitalisation, Waitrose risks losing premium status; the proposed AI-driven markdown transformation addresses this by optimising perishables management, potentially saving millions annually in waste (Kearney, 2025 ); (Provectus, n.d.).
	Environmental Factor
	Impact on Waitrose
	Response Examples

	Digital Disruption
	Reduced footfall; online competition
	AI smart trolleys trial (Centric Software, 2025)

	Economic Inflation
	Margin squeeze; volume decline
	Price cuts (Fruitnet, 2025)

	AI Adoption
	Efficiency gains; skill gaps
	Personalisation with AI (BizTech Magazine, 2024)

	Sustainability Regulations
	Waste reduction pressure
	Markdown process optimisation (Waitrose & Partners, n.d.)


The Partnership's recent financials highlight a 4% sales growth yet losses tripled due to external pressures (The Guardian, 2025). This underscores the need for AI to drive efficiency. In terms of sustainability, Waitrose's commitment to the Food Waste Reduction Roadmap aims for a 50% cut by 2030 (Cawleys, 2025). AI forecasting can enhance these efforts by predicting demand more accurately (Algonomy, n.d.). Overall, these factors create a compelling case for change.

[bookmark: _Toc1123567864]Evaluation of Change Management Models, Incorporating Issues Related to Strategic Change
Strategic change at Waitrose, such as the proposed digital transformation of markdown processes, requires robust models to mitigate risks like resistance, cost overruns, and implementation failures. Three key models—Lewin's Change Model, Kotter's 8-Step Process, and ADKAR—are evaluated here for their relevance.
Lewin's Model (1947) conceptualises change in three stages: Unfreeze (preparing for change by challenging status quo), Change (implementing new processes), and Refreeze (solidifying changes) (Zendesk, 2025). This model's simplicity suits Waitrose's structured environment. For instance, unfreezing could involve workshops highlighting waste costs, addressing resistance from staff reliant on manual markdowns. However, its linear nature overlooks ongoing digital disruptions, potentially underestimating iterative AI adjustments (Sciedu Press, 2023).
Kotter's 8-Step Process (1996) offers a more comprehensive approach: Create urgency, build coalitions, form vision, communicate, empower action, generate wins, consolidate gains, anchor culture (Whatfix, 2024). At Waitrose, urgency stems from competitive threats; coalitions could include IT and operations teams. Past changes, like digital shifts, used similar steps but faced delays due to poor communication. Kotter addresses strategic issues like alignment but requires strong leadership, which Waitrose's democratic culture might dilute (Prosci, 2025).
ADKAR (Prosci, 1998) focuses on individual change: Awareness, Desire, Knowledge, Ability, Reinforcement (SafeStart, 2020). This model excels in employee-centric organisations like Waitrose, where partners' buy-in is crucial. For AI adoption, building desire through waste reduction benefits mitigates resistance. Issues like skill gaps are addressed via training. Unlike Lewin, ADKAR is flexible for digital changes, but it may neglect broader strategic vision (CoachHub, 2022).
In Waitrose's context, a hybrid approach—Kotter for strategy and ADKAR for individuals—best manages issues like cultural inertia and tech integration (Sideways6, n.d.). Past IT upgrades highlight poor change management; models could have prevented this by emphasising reinforcement. For strategic change, these models incorporate digital disruption by promoting agility, but challenges include aligning with JLP's partnership model (180ops, 2024).
	Change Model
	Strengths
	Weaknesses
	Application to Waitrose

	Lewin
	Simple, focuses on stability
	Linear, ignores complexity
	Unfreeze via workshops on waste (Zendesk, 2025)

	Kotter
	Strategic, step-by-step
	Time-consuming
	Build coalition for AI roll-out (Whatfix, 2024)

	ADKAR
	Individual-focused
	Less strategic
	Build desire through benefits (Prosci, 2024)


Further evaluation shows that in retail, these models have led to successful transformations, such as in supply chain optimisations (YouTube, 2025). However, for AI-specific changes, ADKAR's emphasis on knowledge and ability is vital to overcome tech adoption barriers.
[bookmark: _Toc530023584]Evaluation of How the Change Was Managed and Leadership's Role, Including Leadership Style and Organisational Culture Impact
While the proposed AI-driven markdown transformation is future-oriented, Waitrose's management of past changes provides valuable insights into its approach to innovation and adaptation. For instance, the dissolution of the Ocado partnership in 2020 represented a significant shift, requiring Waitrose to rapidly develop its own e-commerce capabilities. This change was managed somewhat reactively, with initial disruptions in online delivery services, but ultimately led to a rebound through substantial investments in digital infrastructure (Retail Insight Network, 2025). More recently, in 2025, Waitrose has undertaken several technological upgrades, including the trial of AI-powered smart trolleys using Shopic technology for frictionless shopping and real-time inventory management (Retail Tech Innovation Hub, 2025); (Supply Chain Digital, 2025). These initiatives, part of the company's largest-ever tech investment of £50 million, also include electronic shelf labels (ESLs) and shelf-edge cameras to improve stock availability and reduce waste (Grocery Gazette, 2025). However, reports suggest that implementation has been cautious and incremental, with pilots limited to select stores, reflecting a lack of proactive, widespread engagement that could accelerate adoption (The Grocer, 2025). This reactive stance has occasionally resulted in operational hiccups, such as delays in scaling innovations, highlighting opportunities for more agile change management strategies.
Leadership has played a pivotal role in these transitions. Under the John Lewis Partnership's (JLP) democratic model, leaders like former Chair Sharon White adopted a delegating style, empowering teams but sometimes leading to slower decision-making due to the emphasis on consensus (CMI, 2019). Current leadership, including CEO Nish Kankiwala, continues this collaborative ethos, aligning with JLP's co-ownership principles where knowledge, power, and profit are shared (John Lewis Partnership, n.d.). In the context of recent tech upgrades, such as the AI employee app trial for stock checks and customer queries (Retail Systems, 2025), leaders have focused on inclusive decision-making, involving Partners (employees) in pilots to foster buy-in. However, this approach has been critiqued for prolonging timelines, as seen in the gradual rollout of the 'Home of Food Lovers' concept stores, which integrate AI for enhanced service but required extensive internal consultations (John Lewis Partnership, 2025).
For the proposed AI-driven markdown transformation, transformational leadership—characterised by inspiration, intellectual stimulation, individualised consideration, and idealised influence—is strongly recommended (PMC, 2023). This style would enable leaders to inspire Partners by linking AI adoption to shared values like sustainability and ethical sourcing, thereby fostering innovation in demand forecasting and dynamic pricing (ResearchGate, 2025). Unlike transactional leadership, which relies on rewards and compliance, transformational approaches empower teams to embrace change proactively, suiting the dynamic retail sector where rapid adaptation to digital tools is essential (McKinsey, n.d.). Real-world examples illustrate its efficacy: At Amazon, Jeff Bezos's transformational leadership drove innovation through visionary goals and employee empowerment, resulting in revolutionary supply chain efficiencies (Steering Point, n.d.). Similarly, in retail, Inditex (Zara) under Pablo Isla's leadership transformed operations by encouraging creative risk-taking, leading to agile fast-fashion models that reduced waste and boosted responsiveness (Modus Create, 2025). For Waitrose, adopting this style could involve leaders modelling AI use in daily operations, providing tailored training, and recognising innovative contributions to mitigate resistance.
Organisational culture significantly impacts change management at Waitrose. The JLP's employee-owned, democratic culture promotes loyalty and high engagement, with mechanisms like Partnership Councils ensuring every voice is heard, which aids in gaining buy-in for changes (JLP Jobs, n.d.). Positive aspects include a strong sense of ownership that motivates Partners to support sustainability-driven initiatives, such as waste reduction through AI (HR Zone, n.d.). However, this consensus-driven model can engender risk aversion and delay implementation, as extensive consultations may hinder swift tech adoption in a fast-paced retail environment (SEC Newgate, 2023). In retail contexts, studies show that adaptive cultures enhance change success; for example, Walmart's shift to data-driven decisions under a collaborative culture reduced operational waste by 15-20% (Walden University, 2025). Waitrose could emulate this by addressing potential culture clashes, such as fears of AI displacing manual roles, through transparent communication and reskilling programs (Taylor & Francis, 2024). Research indicates that when culture aligns with change goals, success rates improve by up to 30%, but misalignment can lead to resistance and morale dips (Forbes, 2024); (MNP, 2023).
Overall, effective change management at Waitrose involves transformational leaders navigating the Partnership's unique culture through targeted communication, training, and alignment with core values. The impact could be profound: Successful AI adoption might evolve the culture towards greater innovation and agility, enhancing competitiveness, while failure risks eroding trust and engagement in this employee-centric model (ScienceDirect, 2022); (Prosci, 2023). In retail, where transformational leadership has boosted commitment and outcomes—as seen in Costco's employee-focused culture driving low turnover and high performance—Waitrose stands to gain by leveraging its democratic strengths for sustainable digital transformation (Teamshares, 2025); (Parker Avery Group, 2025).
[bookmark: _Toc507198588]Development of a Suitable Change Management Plan
[bookmark: _Toc62062177]Proposed Change and Clear Objectives
The proposed change is to digitally transform Waitrose's markdown process using AI-driven demand forecasting and dynamic pricing. Currently, markdowns are manual, leading to inconsistencies and waste (5-7% of perishables) (KLTV, 2025). AI forecasting will analyse data to predict demand accurately, reducing overstock by 20-30% (YouTube, 2025); (Medium, 2025). Dynamic pricing will adjust prices in real-time via electronic shelf labels, boosting sales without fixed discounts (Grocery Doppio, 2024); (Innovating with AI, 2025).
Objectives (SMART):
· Specific: Implement AI system in 50 pilot stores by Q3 2026.
· Measurable: Reduce food waste by 25% and increase sell-through rates by 15% (Puzl.ai, 2025).
· Achievable: Partner with AI vendors for tools (EPIC, 2025).
· Relevant: Aligns with sustainability vision and cost savings (YouTube, 2025).
· Time-bound: Full rollout by 2028.
Benefits include cost reductions (up to 30% in excess stock), improved customer satisfaction, and a competitive edge (IJSAT, 2025).
[bookmark: _Toc126588242]Financial Plan
Implementation costs: £10-15 million initial (AI software, ESLs, training). Ongoing: £2 million/year. Savings: £20-30 million annually from waste reduction (Bards.ai, n.d.). ROI projected at 18-24 months (IBM, 2025).
	Cost Category
	Estimated Cost (£m)
	Timeline
	Funding Source

	AI Software & Integration
	5-7
	Year 1
	Capital Budget (Hypersonix, 2024)

	ESL Hardware
	3-4
	Year 1-2
	JLP Reserves

	Training & Change Support
	1-2
	Ongoing
	Operational Budget

	Total Initial
	9-13
	-
	-

	Projected Savings
	20-30/year
	From Year 2
	Revenue Gains (Kearney, 2025)


Breakeven analysis: Costs recovered via waste drop, equating to significant savings (Deloitte, 2024).
[bookmark: _Toc407476449]Communication Plan
Effective communication mitigates resistance. Using Kotter's principles, a multi-channel approach (Kotter, 2014):

	Step
	Kotter's Step
	Main Goal
	Key Channels
	Key Messages
	How Often
	Who Sends It

	1
	Create Urgency
	Show why we need to change now
	Town halls, emails, intranet
	“Why now?” (e.g., waste stats)
	Start big + weekly first month
	CEO & leaders

	2
	Build Guiding Team
	Form a strong leadership group
	Emails, intranet announcement
	Introduce the team
	Once + mention often
	Leaders

	3
	Create Vision
	Share a clear future picture
	Town hall, video, intranet page
	Benefits (e.g., better efficiency)
	Launch + repeat often
	Senior leaders

	4
	Communicate Vision
	Keep everyone informed
	Emails, webinars, demos, updates
	“What it means for you”
	Weekly or more
	Leaders & managers

	5
	Empower Action
	Help people start changing
	Training webinars, demos, Q&A
	“How to join in”
	During rollout, every 2 weeks
	Managers & trainers

	6
	Create Short Wins
	Celebrate early successes
	Emails, intranet stories, events
	Highlight wins & thank people
	When wins happen (monthly)
	Leaders

	7
	Build on Wins
	Keep pushing for more change
	Updates, webinars, app notifications
	“Progress & next steps”
	Monthly
	Leaders

	8
	Make It Stick
	Lock changes into culture
	Surveys, success stories, training
	“This is our new way”
	Every 3 months + yearly
	Leaders & HR


Stakeholders: Partners (internal), suppliers (webinars), customers (app notifications).
Leadership: Leads messaging, emphasising benefits (Business Chief, 2022).
[bookmark: _Toc1788501004]Evaluation Plan
[bookmark: _Toc682947762]The evaluation plan is an important part of the proposed change, as it explains how the effectiveness of the AI-driven markdown system will be measured and reviewed over time. Its main purpose is to assess whether the new system supports Waitrose in reducing food waste, improving operational efficiency, and assisting Partners in making more informed pricing decisions. Regular evaluation is essential in change management, as it helps organisations monitor progress and ensure that implemented changes remain aligned with strategic objectives (Prosci, 2024). In the context of grocery retail, where customer demand and stock levels can change rapidly, continuous evaluation also allows timely adjustments to be made if performance issues emerge (Retail TouchPoints, 2025). 
The evaluation approach will combine both quantitative and qualitative measures to provide a balanced assessment of the change. Quantitative data will focus on measurable indicators such as food waste levels, sell-through rates and financial performance, which are commonly used to assess the success of AI-based forecasting systems in retail environments (Leafio, 2025). Qualitative feedback will be collected from Partners and customers to understand how the new system affects daily operations, usability, and service quality. This mixed-methods approach aligns with the ADKAR model, which emphasises the importance of reinforcement and feedback following implementation to sustain change (Prosci, 2024). By reviewing outcomes at regular intervals, Waitrose can identify early successes, address challenges promptly, and support continuous improvement.
Key Metrics
Metrics will be multifaceted to capture operational, financial, and human impacts. Quantitative metrics include:
· Waste Reduction: Tracked via inventory management systems, measuring the percentage decrease in unsold perishables. Baseline data from current manual markdowns (estimated 5-7% waste) will be compared post-implementation, targeting a 25% reduction. AI-driven forecasting integrates factors like sales history, weather, and events to predict demand, minimising overstock (OrderGrid, n.d.); (WJARR, 2024).
· Sales Uplift and Sell-Through Rates: Monitored through point-of-sale (POS) data, assessing increases in revenue from dynamic pricing. Expected outcomes include a 15% improvement in sell-through for perishables, as AI adjusts prices in real-time to optimise clearance without excessive discounts (10xDS, 2025); (Apriorit, 2025).
· Financial ROI: Calculated by comparing implementation costs (£10-15 million) against savings from reduced waste and enhanced margins. Key indicators include cost per unit sold and overall profitability, with projections of £20-30 million annual savings (IJSAT, 2025).
Qualitative metrics will involve employee and customer satisfaction surveys, using Likert scales to gauge perceptions of AI usability and impact on service quality. Net Promoter Scores (NPS) will evaluate customer loyalty, while Partner feedback forums assess cultural fit (Nexocode, 2024).
[bookmark: _Toc487065578]Milestones and Timeline
The evaluation will follow a phased timeline to allow iterative improvements:
· Short-Term (Q1-Q2 2026): Pilot review in 50 stores, focusing on initial metrics like waste reduction and system integration. Data collection via dashboards for real-time insights.
· Medium-Term (Q3-Q4 2026): Interim audits every three months, assessing scalability and adjustments based on feedback.
· Long-Term (2027): Full organisational audit, evaluating sustained impacts against objectives, including a comprehensive ROI analysis.
This staged approach ensures early detection of issues, aligning with agile methodologies in retail AI projects (ResearchGate, 2024).
[bookmark: _Toc1318511897]Tools and Methods
Evaluation tools will include Key Performance Indicators (KPIs) tailored to AI outcomes, such as forecast accuracy (measured by Mean Absolute Percentage Error - MAPE) and pricing elasticity. A Balanced Scorecard will integrate financial, customer, internal process, and learning/growth perspectives, providing a 360-degree view (BCG, 2024). ADKAR feedback loops will incorporate surveys at each milestone to address awareness, desire, knowledge, ability, and reinforcement gaps, enabling dynamic adjustments (Prosci, 2024). Advanced analytics platforms, like those used in AI forecasting, will automate data aggregation for efficiency (Great Game of Business, n.d.); (ShareCouncil, 2025).
	Evaluation Tool
	Purpose
	Examples of Metrics

	KPIs
	Track specific outcomes
	Waste %, Sales uplift, MAPE (Leafio, 2025)

	Balanced Scorecard
	Holistic assessment
	Financial ROI, Customer NPS (WAIR, n.d.)

	ADKAR Surveys
	Feedback for adjustments
	Employee adoption rates (Prosci, 2024)


[bookmark: _Toc1193993492]Risks and Mitigation
Potential risks must be proactively managed to safeguard the project's success. Key risks include:
· Technical Failures: System downtime or inaccurate AI predictions due to data integration issues. Mitigation: Implement robust backups, redundancy protocols, and phased rollouts with pilot testing (Walton UARK, n.d.); (ConcordUSA, n.d.).
· Employee Resistance and Cultural Misalignment: Partners may fear job displacement or resist tech changes in JLP's democratic culture. Strategies: Comprehensive training, communication emphasising benefits, and involvement in decision-making to build buy-in (SolidBrain, 2024); (StockIQ Tech, 2024).
· Data Privacy and Security Concerns: AI handling sensitive sales data risks breaches. Mitigation: Compliance with GDPR via encrypted systems and regular audits (Pavion, n.d.); (MobiDev, 2025).
· Implementation Costs and Complexity: High upfront expenses and operational disruptions. Addressed through cost-benefit analyses and vendor partnerships (Invensis, 2024).
A risk register will be maintained, with quarterly reviews to monitor and mitigate emerging issues (ScienceDirect, 2025).
[bookmark: _Toc1175855901]Success Criteria
Success will be defined by achieving an 80% adoption rate among Partners, positive ROI within 18-24 months, and sustained 20-30% waste reduction. Thresholds include at least 70% satisfaction in surveys and no major disruptions. If met, the plan will scale organisation-wide, ensuring long-term sustainability (OrderGrid, n.d.).
This evaluation plan ensures the transformation is not only implemented but optimised for enduring impact, integrating industry best practices where AI reduces forecasting errors by 20-50% and boosts efficiency (Retail TouchPoints, 2025); (The Parker Avery Group, 2025). By combining rigorous metrics with adaptive feedback, Waitrose can achieve its vision of innovative, waste-free retail.
Recommendation
To strengthen the implementation and long-term impact of the AI markdown optimisation system, the following recommendations are made:
Recommendation 1: Establish a Centralised AI Enablement Team
Waitrose should create a dedicated cross-functional team responsible for AI governance, data quality, continuous improvement and scaling support.
Benefits:
· Ensures consistent performance across stores
· Reduces operational risk
· Accelerates innovation cycles
· Aligns with best practices in AI deployment (McKinsey & Company, 2024; BCG, 2024)
Recommendation 2: Invest in Partner Upskilling and Digital Confidence
A structured training programme should be developed to improve digital literacy and confidence among Partners, including:
· Hands-on AI system training
· Understanding forecasting logic
· Applying dynamic pricing principles
Benefits:
· Higher adoption and reduced resistance
· Better alignment with JLP’s people-centric culture
· Stronger performance outcomes (Prosci, 2024; ScienceDirect, 2022)
Recommendation 3: Expand Dynamic Pricing to Online Channels After In-Store Success
Once in-store implementation stabilizes, Waitrose should extend dynamic pricing and forecasting capabilities across:
· Waitrose.com
· Click & Collect
· Rapid delivery partners
Benefits:
· Unified pricing strategy
· Improved online waste management
· Enhanced omnichannel competitiveness (Retail TouchPoints, 2025)
All these recommendations help Waitrose & Partners use AI markdown optimisation successfully in the long term. They improve control and consistency, build Partner confidence with new technology, and support future expansion across online channels, leading to better efficiency, less waste, and stronger competitiveness.
[bookmark: _Toc1041066888]Conclusion
[bookmark: _Toc187758478]This strategic change plan positions Waitrose & Partners to stay competitive in a retail environment shaped by digital development and growing environmental pressure. The introduction of AI-driven markdown optimisation has strong potential to improve demand forecasting, reduce food waste, and support profitability, which is consistent with existing evidence on the benefits of automation in modern retail (Taylor & Francis, 2024). However, these advantages can only be achieved if the change is supported by clear leadership commitment and a structured change management approach that helps embed the system into daily store operations (FMG Leading, 2023). The proposed transformation also aligns with UK sustainability priorities and expectations for responsible resource management (Gov.uk, 2019). Taken together, this initiative provides a realistic and scalable foundation for future digital development and supports Waitrose in strengthening its position as an innovative and responsible UK retailer.
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