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Introduction 
Aldi is a German multinational, family-owned discount supermarket group operating over 13,000 stores in around 18 countries, including major markets such as Germany, the UK, the US and Australia. Originating from a small grocery store opened in Essen, Germany in 1913, it was later expanded by brothers Karl and Theo Albrecht and ultimately split into two independently run but aligned groups: Aldi Nord and Aldi Süd. (Alonso, 2022)
Aldi’s core business model is a hard-discount format built on a limited product range, heavy use of private-label brands and highly efficient, no-frills store operations to keep prices low while maintaining quality. Stores are typically smaller than conventional supermarkets and carry far fewer SKUs, which simplifies supply chains, reduces costs and supports consistently low pricing for value-conscious consumers. (Aldi South Group, 2023; Pareira, 2022)
Today, Aldi ranks among the world’s largest grocery retailers by store numbers and continues to expand in key markets, particularly the UK and US. The company’s private family ownership allows a long-term strategic approach, supporting sustained investment in new stores, logistics and selective digital services without the short-term pressure of public shareholders. (Alonso, 2022; Aldi South Group, 2023)
Analysis of the recent history of Aldi and how changes in the internal/external environment impacted the company
Over the last few years, Aldi UK has faced rapid growth in online grocery, digital disruption and AI, and has responded by selectively adopting technology while doubling down on its low-cost, store‑based model. Internal choices about efficiency and price leadership have led Aldi to scale back some digital services, even as it experiments with AI and automation in targeted areas like product data, checkout‑free formats and in‑store experience.
Recent history in Aldi UK
Aldi introduced click‑and‑collect grocery in 2020 to meet the surge in online demand during the Covid‑19 lockdowns, rolling it out to around 170 UK stores. (Radojev, 2024)
In 2024, decided to end this service to refocus on running and protecting its low‑price positioning. (Easton, 2024)
At the same time, Aldi has continued heavy physical expansion, investing hundreds of millions of pounds in new stores and distribution capacity and becoming the UK’s fourth‑largest supermarket by market share. (Farrell, 2024; Martin, 2024)
External environment: online and digital
Online grocery adoption and competitor services like Tesco, Sainsbury’s, Asda, Ocado, created pressure to offer e‑commerce and omnichannel convenience. (Movassaghi, 2025)
Aldi’s response has been highly selective: it trialled online grocery via click‑and‑collect but then exited when it judged the model too complex and costly for a hard‑discount operator, preferring to keep prices low rather than match full online convenience.
Instead of a full grocery e‑commerce offer, Aldi has focused more on using digital tools to support marketing, price communication and in‑store value perception rather than building a large home‑delivery platform. 
Internal strategy
Internally, Aldi’s core strategy prioritises simplicity, limited assortments and lean operations; large‑scale online fulfilment and last‑mile logistics would add cost and complexity that conflict with this model. 
Ending click‑and‑collect reflects a deliberate strategic choice to protect the cost base and maintain a clear price gap versus traditional supermarkets, even if that means offering fewer digital shopping options.
Store and distribution investment indicates that leadership sees physical expansion and operational productivity as delivering higher returns than full online rollout in the UK discount segment.
AI, automation and new tech
Aldi has begun using AI and automation in back‑end and digital‑channel processes, partnering with Digital Wave Technology to deploy generative AI for product attribution and copy, which automatically extracts attributes from images and generates consistent, SEO‑friendly descriptions. These AI tools help Aldi fill data gaps, improve digital discoverability and scale content creation without large teams, supporting both efficiency and better online product information where Aldi does sell digitally, for example, non‑food or special buys. (Hamilton, 2025; Staff, 2025)
Aldi is also piloting advanced checkout technologies: its Shop & Go store in Greenwich uses AiFi’s computer‑vision platform to enable checkout‑free shopping, and by early 2025 the store had sold over ten million items, showing Aldi is willing to trial cutting‑edge tech when it clearly enhances convenience without undermining cost control. (Aldi, 2025; Greenwich, 2025)
External digital and AI trends have pushed Aldi to adopt technology in targeted, efficiency‑enhancing ways (AI product data, automated checkout, digital marketing), rather than copying full‑service online grocers.
Internally, the company has used these tools to strengthen its core value proposition-low prices and simple operations-while consciously stepping back from offerings, such as widespread online grocery, that risk eroding its cost advantage in the UK market.
Evaluation of change management models and how was managed
Strategic change issues at Aldi UK  
Key strategic changes in the UK include:
Launch and then withdrawal of click‑and‑collect grocery, moving from rapid digital expansion during Covid‑19 to a renewed focus on in‑store efficiency and low prices.
Heavy investment in new stores and distribution while competitors deepen online operations, reinforcing a store‑led growth model.
Adoption of AI and automation mainly in back‑end processes (product data, content, some checkout‑free trials) rather than a full digital transformation of the customer journey.
These choices create issues typical of strategic change: balancing cost versus convenience, managing customer expectations when digital services are withdrawn, aligning staff and operations with new priorities, and ensuring technology deployment supports the low‑cost strategy rather than undermining it.
How change was managed in the UK  
Specific features of Aldi’s UK change management include: 
Top‑down, strategy‑led decisions: Key shifts such as launching and later withdrawing click‑and‑collect, and committing to store and distribution investment, were driven centrally to align with the hard‑discount business model.

Experiment–then‑simplify approach:  The UK arm used time‑bound pilots for new services and technologies, then simplified operations by retaining only those elements that improved efficiency or value, such as AI‑based product data automation.

Limited omni‑channel integration:  Unlike UK peers building comprehensive online ecosystems, Aldi UK has chosen not to fully integrate online grocery, which simplifies change implementation but may limit future competitiveness if digital expectations keep rising.

Communication framed around value, not transformation:  Public messaging focuses on price and efficiency, framing the end of click‑and‑collect as necessary to keep costs down, rather than as part of a broader digital transformation narrative.
Using change management models reveals that Aldi UK has handled strategic change in a way that tightly protects its low‑cost positioning and operational simplicity, but this approach carries risks around customer expectations, digital competitiveness and the organisation’s readiness for deeper technology‑driven transformation in the future UK retail environment.
Evaluation of how the change was managed and impact of the leadership role
Aldi’s recent digital and operational changes were managed in a tightly controlled, top‑down way that aligns strongly with a transactional leadership style, with some selective elements of transformational leadership in back‑end digital projects. Leadership consistently prioritised cost discipline and strategic focus over experimentation, which shaped both the scope of change (AI in supply chains) and the decision to reverse some initiatives (click‑and‑collect).
How change was managed
Aldi’s large IT overhauls and AI‑enabled freight projects were run as centrally driven programmes, with clear performance goals around efficiency, cost savings and risk reduction. Management introduced standardised digital tools such as Jira for project coordination and a global AI “control tower” for freight, and embedded new processes across countries, indicating a structured, programmatic approach rather than emergent change.
In contrast, UK online shopping and click‑and‑collect were treated as pragmatic trials: launched to meet pandemic‑era demand, evaluated on cost and complexity, then discontinued when they conflicted with Aldi’s core low‑price operating model. This illustrates a willingness to reverse change quickly when it does not support strategic priorities, even if it satisfies some customers’ convenience expectations.
Leadership style: mainly transactional
Transactional leadership focuses on clear targets, performance monitoring and rewards or sanctions tied to results, which fits Aldi’s approach to digital and AI‑driven change. Senior leaders framed initiatives like the AI freight platform around measurable outcomes such as reduced freight rates, improved cost transparency and fewer manual tasks, and these “wins” were used to justify roll‑out and secure buy‑in.
The decision to end click‑and‑collect also reflects transactional logic: leadership judged that the costs and operational complexity outweighed the benefits, so the initiative was stopped rather than adapted, reinforcing the “deal” that Aldi offers customers—lowest possible prices in exchange for a simpler, primarily in‑store experience. This style delivers strong alignment with financial and operational KPIs but can underplay softer elements like experimentation, staff empowerment and long‑term capability building in new channels.
Transformational elements in digital transformation
Alongside this, there are selective transformational aspects, particularly in internal digital transformation and culture around data‑driven operations. Leadership articulated a broader vision of becoming a more agile, integrated and digitally enabled organisation, for example, by overhauling legacy IT and introducing collaborative platforms across thousands of sites, which required staff to rethink how projects are managed and how decisions are made.
By investing in AI, automation and global visibility rather than only short‑term cost cutting, leaders signalled a longer‑term shift toward smarter, technology‑enabled operations that still serve the core low‑cost mission. This shows elements of transformational leadership-creating a compelling future state and aligning people behind it-but within tight strategic and financial guardrails set by a predominantly transactional culture.
Leadership at Aldi has been effective at protecting strategic coherence: decisions about which changes to pursue or reverse (AI logistics vs. online grocery) consistently reinforce the hard‑discount, efficiency‑driven model. The downside is a relatively conservative posture toward customer‑facing digital innovation, where a strongly transactional, cost‑focused mindset can limit more experimental, participative or customer‑centric change that might be championed under a more fully transformational or adaptive leadership approach.
Evaluation of the impact of organisational culture on the change management programme 
Aldi’s organisational culture has strongly shaped which changes were pursued, how they were implemented, and which were reversed, particularly around digital and online initiatives. A lean, no‑frills, efficiency‑driven culture has supported back‑end digital transformation and AI adoption, but constrained more radical, customer‑facing change such as full e‑commerce.
Aldi is known for a culture centred on cost leadership, operational simplicity, tight control and clear performance expectations. The organisation values standardisation, fast decision‑making by a small leadership group and a strong focus on efficiency over experimentation, especially in store operations.
This culture has positively affected the change programme in IT and supply chain. Large projects like the overhaul of Aldi Süd’s IT systems and the adoption of an AI‑enabled global freight “control tower” aligned directly with the cultural emphasis on efficiency and cost control. Because staff are accustomed to standardised procedures and centrally driven change, the rollout of common digital tools and data‑driven planning processes could be integrated relatively smoothly across multiple countries and business units.
The same culture has constrained changes that add complexity or threaten the low‑cost identity. The UK click‑and‑collect and limited online grocery experiments during and after the pandemic clashed with the long‑standing expectation of a lean, in‑store model. When these online services increased operational complexity and risked higher costs, cultural preferences for simplicity and price discipline made it easier for leadership to terminate them in 2024, even though external norms were moving toward omnichannel retail.
Overall, Aldi’s culture has reinforced selective, strategically aligned change-particularly digital initiatives that improve back‑end efficiency and protect the discount model-while acting as a brake on changes that pull the organisation toward a more complex, service‑heavy retail format. This has produced a change programme that is internally coherent and operationally successful, but relatively conservative in terms of customer‑facing digital innovation and long‑term omnichannel capability building.
Development of suitable change management plan for Aldi
Aldi should implement a focused digital‑operations change programme that strengthens its low‑cost model while cautiously improving customer convenience, rather than a full pivot to online grocery. The plan below fits Aldi’s culture of efficiency and simplicity and builds on its growing AI and IT capabilities.
Proposed change and objectives  
Proposed change:
Introduce a digitally enhanced, “lean omnichannel” model built around:  
A unified Aldi app (or app section) offering digital receipts, store stock visibility for key lines and time‑slot “rapid shop” reservations (customers pre‑select baskets but pay and collect in‑store). 
Deeper use of AI and data analytics in demand forecasting, store replenishment and labour planning, integrated with Aldi’s existing AI freight and control tower platforms.
Key objectives (3–5 years):
Improve operational efficiency and availability.
Enhance customer convenience without full home delivery.
Protect or improve price competitiveness by ensuring digital changes are at least cost‑neutral within three years.
Strengthen data and IT capabilities to support future digital options if strategy shifts.
Financial plan  
1. Investment areas (high level):
IT infrastructure: Upgrades to integrate store systems with central AI/analytics and the app (POS integration, APIs, data lake), building on Aldi Süd’s current IT overhaul.
Digital product development: Internal and/or external teams to develop and maintain the app modules, forecasting tools and in‑store “rapid shop” workflows.  
Training and change support: Store management training, digital champions, and simple in‑store guides.  
2. Phasing and cost discipline:
Phase 1 (Year 1): 
Capex/opex limited to a small percentage of annual IT and operations budget (for example, reallocated from sunset legacy systems as per the IT modernisation roadmap).
Strict pilot budget with clear go/stop criteria (payback period, reduction in waste, improved availability).  
Phase 2 (Years 2–3):
Gradual geographic expansion only where KPIs show positive ROI; use AI‑driven logistics savings (already proven in global freight projects) to help offset added digital costs.
Phase 3 (Year 4–5 optimisation):
Consolidate vendors and platforms to minimise ongoing tech spend; use standardised solutions across countries, in line with Aldi’s preference for global standardisation.
Communication plan
 1. Internal communication (aligned with Aldi culture):
Top‑down launch: Board and country MDs communicate the change as an efficiency and service improvement that strengthens Aldi’s core promise of “best value at lowest possible prices”, not as a move into high‑cost e‑commerce.

Clear, simple messages: “Digital tools to make stores even more efficient.”; “Better availability, less waste, same low prices.” 

Use existing project governance tools (Jira) to keep regional leaders and store managers informed on timelines, responsibilities and performance, supporting the structured change style already in place.

Store‑level engagement: Brief “toolbox talks” and digital training modules to show how the new systems reduce manual tasks (ordering, rostering) and support staff, addressing concerns about workload or job security.
2. External communication (customers and stakeholders):
Soft, value‑oriented messaging: “Same Aldi prices, smarter shopping.”

Emphasise convenience features (digital receipts, stock visibility, rapid shop) rather than “going online”, to avoid expectations of full home delivery. 

Clear boundaries: State that Aldi remains focused on in‑store value, avoiding commitments to broad e‑commerce that proved misaligned previously.

Transparency on what data is collected via the app and how it is used to improve availability and reduce waste, supporting trust and sustainability narratives.
Evaluation plan  
1. KPIs and metrics:
Operational:
Stock‑out rate on key lines.
Food waste / markdown levels.
Forecast accuracy for high‑volume SKUs.
Labour scheduling efficiency (e.g. variance between planned vs actual hours).

Financial:
Incremental cost per transaction (IT, labour, licences).
Savings from reduced waste, improved logistics and lower freight and handling costs (linked to AI freight platform outcomes).
Payback period on digital investments.

Customer:
App adoption and engagement rates.
Net Promoter Score (NPS) and satisfaction for “rapid shop” users vs non‑users.
Basket size and visit frequency changes among app users.
2.Governance and review:
Quarterly steering committee reviews at country level, escalating major issues to the global digital/IT leadership that already coordinates AI and IT projects.

Stage‑gate approach:  
After Year 1 pilots, proceed, adapt or stop based on predefined thresholds (e.g. at least cost‑neutral, measurable improvement in availability, no negative impact on store productivity).

Continuous improvement loop: 
Use operational and customer data to refine forecasting models, app features, and in‑store processes; prioritise changes that simplify operations and reduce cost per transaction, consistent with Aldi’s culture.
This plan allows Aldi to respond to ongoing digital disruption in a way that leverages its strengths-efficiency, AI‑driven logistics and disciplined, centralised change-while avoiding the complexity and cost of a full online grocery model that previously clashed with its strategic identity.
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