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Executive summary
The concept of leading and implementing change refers to guiding an organisation through a transition by creating a clear vision and developing a strategic action plan. Based on that, the following report has considered a specific organisation which is ASDA to understand its recent history of change management. A brief analysis of the influence of the digital disruption, online shopping and AI has been considered by highlighting internal and external factors. The challenges related to the decline in the sales rate that ASDA has faced by ASDA has been examined. Both the models of ADKAR and McKinsey have been evaluated to address the ways in which the change has been managed to overcome the issues. There has been a wider analysis on the application of transformational leadership to maintain productivity followed by the management of alterations for future betterment. Furthermore, objectives have been formed and a suitable change management plan has been developed for ASDA.


Table of Contents
Introduction	4
Company Background	5
Discussion of company’s history of management within the external and internal environment and its impact	6
Outlining the change management models by underlining the issues faced by ASDA as well as the ways it has managed the change	9
Evaluation of management of the change with application of a leadership style and evaluation of the impact of company culture on the change management programme	13
Developing a suitable change management plan for ASDA	15
Conclusion	19
References	20



[bookmark: _Toc215767893]Introduction
Understanding the concept of leading and implementing change has been related to creating a clear vision, building a strategy and managing both technical and human aspects. A successful shift requires commitment from the leadership with comprehensive planning and transparent communication.  This process involves continuous monitoring, adjustment and reinforcement of the new state to ensure sustainability. Based on that, the following report will shed light on the brief details of the chosen organisation. It will highlight the recent history of the company by explaining the current changes in the internal and external environment.  This discussion will focus on the influence of the digital disruption, online shopping and other aspects on the institution. Moreover, a detailed evaluation of the change management models along with current factors related to strategic changes will be taken into consideration. This segment will showcase the dynamic approaches of the company to manage the ongoing strategic shift within the global market. Throughout the discussion, the influence of the leadership role will be highlighted by introducing a relevant theoretical model. This will be an effective approach in understanding the impact of organisational culture on the change management programme. Furthermore, a suitable initiative will be incorporated based on the financial, communication and evaluation plan for the chosen organisation. 


[bookmark: _Toc215767894]Company Background
The overall development of the retail industry is diverse in nature and continuous growth has been observed in productivity and innovation. ASDA is a well-known establishment that sells groceries, garments as well as general merchandise (ASDA, 2025a). According to the facts gathered from the company website, it was developed in 1949 followed by having the headquarters in Leeds, UK. This has been observed that the firm has a range of formats for the company which includes superstores and supermarkets. The firm is currently owned by TDR, Mohsin and Walmart and offers different types of services.
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Figure: Value of edible grocery sales for ASDA
Source:  (Statista, 2025)
The recent growth of the above-mentioned company has showcased continuous productivity and ratio of sales. According to the statistical data, in 2010 18762.59 million sales in US dollars has been observed (Statista, 2025). On the other hand, in the year of 2020 it increased to 23,555.3 million US dollars which sheds light on its growth. The continuous investment in the products and services has been helpful for the firm to maintain proper brand value and sales ratio. 
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Digital Disruption
Internal Impact
The overall sales of ASDA were significantly affected due to organisational issues from its Project Future. This program is to separate its traditional systems from the former owner Walmart and migrate them to its own independent platforms. The shift towards a new approach severely disrupted the flow of stock between depots and stores (Tomičić-Pupek et al., 2023). It increases the inconsistency in the product availability across the various outlets of the company. On the other hand, the launch of a new app and website also significantly impacts the functionality problems which also impact the customer experience in online grocery segments. Internal operational issues at depots and inefficiency within the in-store have disrupted the ability of the company to maintain good performance. The upgradation process of the IT department has affected the overall turnaround plan of the organisation by around six months. 
External Disruptions
The internal system failures had direct and negative consequences for the customer base and market position of ASDA. This has been seen that functionality issues with the new website and app have resulted in a poor online shopping experience. It has affected the crucial grocery home shopping business of the organisation across the various parts of the market (Neligan et al., 2023). On the other hand, the inconsistent availability of products and general operational problems have increased the dissatisfaction among the customers alongside a loss of competitive advantage.  These disparities also created more competition for the company with other providers to capture market share within a highly competitive digital market. The widely reported scenario around the IT upgrade has damaged customer confidence and overall perception of the brand. 
Online Shopping
External Factors
Online shopping has impacted the overall sales of ASDA through a combination of various factors such as intense market competition and evolving customer behaviour. The external environment created a challenging situation as the online operation of the company has struggled to match its rivals and the dynamic market demand (Costa and Castro, 2021). Various secondary articles have indicated that the grocery market has been competitive with major players like TESCO and Sainsbury. Their growing market share and robust operational process have perfectly aligned with the current demographic compared to ASDA. On the other hand, the rise of e-commerce along with the pandemic has shifted the preferences of the customers towards online shopping for convenience and time-saving. The constant change towards constant and substantial capital investment has helped the competitors to stay more relevant in the market than ASDA. 
Internal Difficulties
The challenges from the external environment have directly hindered the ability of the company to stay competitive online effectively. It has been observed that the large-scale IT transformation project of ASDA has caused severe operational disruption. This has increased the risk of functionality problems within their online presence, inconsistent product availability within the stores and operational issues at depots (Brüggemann et al., 2025). This has directly impacted the overall online sales of the organisation which has led to customer dissatisfaction. The previous management of ASDA faced criticisms for focusing on profits and maintaining high margins at the expense of sales growth. It has allowed the rivals to gain a competitive advantage by reducing prices and investing in their own infrastructure. Moreover, the organisation has faced various operational challenges during their IT transition and stock flow which resulted in inconsistent product availability. This is a critical issue for online shoppers as they expect reliable stock levels in both the website and physical stores. 
AI Integration
Internal Environment Impact
The recent decline in sales of ASDA was primarily related to the operational disruption and system issues due to a large-scale IT transformation. It occurred from the Project Future initiative which focused on incorporating a new and independent cloud-based infrastructure such as Microsoft Azure and SAP platforms. This transition caused significant and severe disruption to day-to-day operations as well as impacted the movement of stock between depots and stores. According to various secondary articles, it has led to inconsistent product availability across stores and the online channels which affected the customer trust and brand image (Jankovic and Curovic, 2023). The implementation process of the robotic mechanism caused initial workforce disruption which required substantial training. 
Influences of the External Aspects
The internal operational disparities directly impacted the customer experiences which led to a significant fall in sales. It has been observed that the incorporation process of a new app and website has faced functionality problems (Groot, 2024). This has increased the poor customer experience within the grocery home shopping business which is a crucial area of sales. Moreover, the operational and online issues have lost their previous customer base to the rivals. ASDA leadership recognises AI as a critical aspect for future growth through data-driven decision-making, inventory optimisation and enhanced customer experience. The company expects to recover and leverage these new technologies to improve performance and return to sales growth in the future.  


[bookmark: _Toc215767896]Outlining the change management models by underlining the issues faced by ASDA as well as the ways it has managed the change
[bookmark: _3dgtcc3elxq2]Challenges related to the decline in the sales rate faced by ASDA 
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Figure: Decline in the sales rate of ASDA
Source: (Houlton, 2024)
ASDA which is the renowned retail grocery sector of the UK has faced challenges due to the IT overhaul. Due to this, the operations of the firm were hampered and also created issues in the availability of the products. As per the studies, it has been reported that there has been a sharp decline in the sales rate of the company by 0.8% to £2.1 billion. Besides this, the like-for-like sales have been reduced by 3.4%  (Houlton, 2024). This has decreased the market share as well as the profit margin of the firm. 
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Figure: ASDA struggles to survive in the UK market due to decline in sales
Source: (Riley, 2024)
Due to a huge drop in the sales rate the market share of ASDA has fallen to 11.8% for which the company struggled to thrive in the competitive world. The company has also been facing difficulties due to a corporate debt load amounted to be £3.9 billion (Riley, 2024). Recent reports revealed that the grocery market of the UK has been facing severe competition due to the presence of key established players in the Lidl and Aldi. This has become challenging for the company to survive in the market as both the sales rate and market share have declined.
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Strategy
ASDA has made a new strategy and the main goal has focused on increasing its market share in the UK which has declined. This has been caused due to the key established players who still continue to attract the budget-conscious consumers. The organisation has planned to focus heavily on the price cuts through various initiatives such as the Rollback. Besides this, it also wanted to capture the entire sales from the major competitors such as Lidl and Aldi. Moreover, the firm has also taken another strategy and has made a partnership with the Barratt Development in order to create a new town centre in London  (Riley, 2024).
Structure
The organisation has planned to sell off the distribution centres and 24 stores from which it has raised the capital of around £568 million (Butler, 2025). Moreover, the firm has committed to running the operations from them under the long-term lease agreements. This has generally helped the firm to increase its economic base and a huge capital for the next turnaround.  Moreover, it has also created a refinancing plan in order to raise more than £2.6 billion to create a sustainable capital structure.
Systems 
ASDA has introduced a massive IT transformation project named Project Future which has focused on replacing more than 2500 systems with a unique and cloud-based infrastructure. This has mainly aimed to refine the operations, improve the quality of the data as well as enhance the experience of the customers (ASDA, 2024).  However, it has caused various issues within the operations and also the availability of the product was inconsistent in both the offline as well as online stores. This new system has also hampered the overall sales rate as well as lowered the satisfaction rate of the customers.
Shared Values
The firm has put a strong emphasis on refining the experience of the customers as well as on uncompromising value (Houlton, 2024). This has further helped the company to build a sense of trust and loyalty among them thus strengthening the client base. Moreover, it has helped the organisation to make informed decisions and to create a culture where the workers can collaborate with each other and work together. It has also led the firm to focus on the quality of the food and deliver to the customers at affordable prices.
Style 
Allan Leighton, the CEO of ASDA has followed the transformational leadership approach in order to address the challenges related to the sales. It has focused on setting a clear vision, empowerment and accountability (Bouttell, 2025). The main philosophy of the chairperson was to make it simple and happen as well as make the people accountable. This style has allowed the workers of the firm to work together and adapt to the changes quickly in order to respond to the challenges during a crisis. 
Staff
The organisation is currently investing a huge financial capital of around £30 million to increase the staff hours as well as to improve the experience of the customers in stores  (Houlton, 2024). Moreover, the company has focused on talent management to ensure that the right people are assigned to carry out the major roles. The organisation also wants to improve the restocking process of the products during the opening hours as well as increase the checkouts of the staff on the weekends.
Skills
The firm has organised training programs and courses to upgrade their knowledge and skills as well as their technical skills. This has also helped them to gain hands-on experience and has allowed them to develop unique solutions to resolve the ongoing challenges. Besides this, the organisation has also arranged internship programs for the staff (ASDA, 2025b). 
[bookmark: _hsgtdy9zpazb]Evaluating the challenges and required change with the ADKAR Model 
Awareness 
This stage mainly focuses on understanding the severity of the decline in sales as well as the reason for the loss of the market and the need for change. In this context, the organisation has addressed this problem by returning and establishing itself as a low-price leader in the market. The company has incorporated huge price cuts on a large volume of products through the Rollback initiative (ASDA, 2025c). These campaigns have helped the firm to upgrade the in-store experience as well as stabilise the price values.
Desire
ASDA has engaged the workers in the decision-making process and in the planning stages as well as offered them rewards and other benefits. The company has focused on price leadership and uncompromising value with the aim of changing its core identity (Bouttell, 2025). This has encouraged the staff to become the key established player in the market.
Knowledge 
The organisation has provided a huge financial capital of around £30 million to strengthen the working hours of the employees (Houlton, 2024). Moreover, the company has focused on building a cloud-based infrastructure and introduced Project Future to refine its further operations. The firm has also arranged training and internship programs to upgrade both the knowledge and skills of the staff.
Ability
The organisation has focused on incorporating practical solutions in order to address the challenges of the sales decline. ASDA has suffered from various operational problems and a 2.8% decline after incorporating the Project Future through the Rollout initiative (Beevers, 2025). Here, the teams have worked together to upgrade the operations of the system.  This has encouraged the workers to execute the new processes in an effective manner in their daily work.
Reinforcement 
ASDA has started to monitor the daily activities through the surveys and feedback in order to address the areas that require to be improved. Besides this, the firm has measured the performance rate to track the progress. 
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Explanation of change management 
Proper planning
The concept of change management sheds light on the structured approach that has been used by the firm to make a transition within its current mechanism (Phillips and Klein, 2023). This is mainly associated with planning, implementing, monitoring as well as other aspects that ensure long-term success. According to the case study of ASDA for their sales declination, the concept becomes important to improve their condition for a better management process. The lack of operational process increases the chances of vulnerability which needs to be taken into consideration. The incorporation of large-scale initiatives such as future IT transformation, price-cut strategies can be helpful in overall efficiency.
Involvement of the staff
The application of the ADKAR framework has ensured the importance of employees to understand the requirements of change (Griffioen, 2022). The motivation for this perspective is based on training followed by getting the support from the higher management to apply the new process. Along with that, the model has also highlighted the involvement of transparent communication, involvement of the staff in the decision-making process and others. Through aligning with the strategic priorities, ASDA aims to restore their competitive market and improve continuous betterment. 
Application of the leadership style 
Over the years, ASDA has demonstrated their vision for transformational leadership which has been demonstrated by its CEO Allan Leighton. This has been observed that the leaders have encouraged their staff for various kinds of change. The decline of sales has negatively impacted on the salary structure of the staff and the open chain of communication has influenced them to incorporate new ideas (Perkovic, 2023). All of this approach has been useful during the periods of strategic transition to learn new skills and support for organisational goals. The philosophy of the CEO makes it simple and makes it happen has a strong alliance with the transformational viewpoint. On the other hand, the promotion of accountability and fast decision-making enhances awareness as well as the desire for future business goals development. The culture of continuous learning has been helpful for the firm to deal with the challenges with an open mind and ensure the maintenance of steady growth. 
Impact of company culture on change management 
Positive 
Increases effectiveness
The collaborative cultural environment has been a beneficial approach for the firm to increase the effectiveness of any kind of alterations. The core values of ASDA have always been customer-centric, teamwork, affordability as well as accountability. All of this has shaped their psychology to not compromise the value of profit (Alvesson and Sveningsson, 2024). This has supported the strategic change towards positive leadership and operational efficiency. The open chain of communication has influenced the employee to deliver high-quality service at an affordable rate. On the other hand, it also has alignment with the concept of ADKAR for the betterment of the risk.
Team encouragement
The above-mentioned perspective is another positive side of the cultural influence of ASDA within the operation. The firm has placed strong emphasis on encouragement of team in every department to support each other for the new adaptation of the change related to dealing with sales decline. All of the shared values have been helpful for others for smoother technological upgrades, incorporation of training programmes and others (Alvesson and Sveningsson, 2024). In many cases, the installation of a new system increases issues where all of the members have evaluated the situation and maintained the chain of growth. However, continuous monitoring and coordinated responses are important for stabilising the performance and gaining a competitive edge.
Negative
The culture of ASDA can also create challenges due to the expectation of conflicts in future results. This has been observed that a strong focus on operational simplicity might clash with the overall complexity of large IT transformations which needs to be taken into consideration. There are many employees who have been accustomed to the old process and it can negatively impact productivity (Pitt and Roth, 2023). The overall culture has been both supportive and innovative in dealing with any kind of change. However, challenges within the environment and team must be analysed for better future objectives.  
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Objectives 
To improve their IT infrastructure within the next 1 year to deal with the issue of product availability that causes their decline in sales. 
To re-establish itself as the lowest price leader in the supermarket of the UK for enhancing the brand image within the next 1.5 years. 
To increase the online website traffic by 20% to refine the satisfaction rate of the customers and in-store experiences within the next 2.5 years.
Financial Plan 
	Investment areas
	Estimated budget (£)

	IT Infrastructure and Digital Transformation
	400,000

	Data-Driven Marketing and Customer Engagement
	300,000

	Supply Chain Optimisation and Automation
	350,000

	Brand Reinforcement and Value Proposition
	250,000

	Customer Experience and Retention Strategy
	100,000

	Total
	1,400,000



Analysis 
The estimated budget that will be required to carry out the change management plan amounts to £1,400,000. Additionally, a high financial capital of around £350,000 and £300,000 would be required to refine the operations of the supply chain and to engage the customers.  The lowest amount around £100,000 would be needed for the retention strategy and experience of the consumers.
Communication plan 
Objective 1
	Stakeholders
	Communication goal
	Communication Channels 
	Frequency 

	Staff of the warehouse and store and other employees 
	The main goal is to reduce the operational damages by utilising the new systems to improve the number of stocks and improve the workflow rates.
	Briefings of the operations, email updates, internal portals and team meetings (Sims, 2025).
	Weekly updates

	Customers
	The purpose is to resolve the issues of the product availability which is temporary.
	Social media updates, customer service announcements and website banners (Ologunebi, 2023).
	Biweekly updates

	Suppliers & Logistics Partners
	The main goal is to incorporate new systems into the supply chain management.
	B2B meetings, supplier portal and direct communication from the supply chain management.
	Monthly

	Media & Investors 
	The aim is to manage expectations by creating transparency and outlining the progress. 
	Media Interviews, investor relations reports of investors, and press releases (Hinckley, 2025).
	Quarterly



Objective 2
	Stakeholders
	Communication goal
	Communication Channels 
	Frequency 

	Customers
	The main goal is to change the perception of the price and increase the sales rate. 
	National press, TV radio advertisements, loyalty app promotions.
	Continuous

	Employees
	The purpose is to encourage the staff to convey the message of the prices to the customers clearly.
	Employee newsletters, briefings of the store manager (Sims, 2025).
	Monthly

	Media & Regulators 
	The main activity is to announce and defend the lowest price claims building a positive press.
	Interviews with the CEO, Press releases and corporate website updates (Nel and Baard, 2022). 
	Quarterly



Objective 3 
	Stakeholders
	Communication goal
	Communication Channels 
	Frequency 

	Online Shoppers
	The purpose is to increase the traffic rate by improving the features and the usability.
	Digital media marketing such as social media advertisements, SEO, and email campaigns (Wolniak et al., 2024). 
	Continuous 

	In-store shoppers 
	The aim is to encourage the omnichannel behaviour. 
	Loyalty program messaging, P.A. announcements, and in-store promotions. 
	Quarterly

	IT and Digital Teams
	The goal is to align the teams around the goals of the user experience and metrics.
	Performance dashboards, project management tools such as Slack/Teams (Gurnov, 2025). 
	Monthly

	Investors and Media
	Highlighting the advancements in technology and increasing the market share.
	Tech press releases and investors' briefings (Nel and Baard, 2022).
	Bi-annual updates 



Evaluation plan 
Objective 1
ASDA is required to monitor and track the out-of-stock rate for the major products and improve the accuracy rate of the inventory levels. Moreover, the firm needs to keep a record of the performance dashboards in order to address the major IT issues. The organisation needs to conduct both the feedback sessions and the surveys with the staff to collect the information about the new IT systems. These can be done by using the Stock Out Rate and Inventory Accuracy KPIs (Jenkins, 2025). 
Objective 2
The company needs to monitor the price ranges of the competitors and its own pricing index in order to measure the gap by using CPI (Landau, 2023). Besides this, it is required to track the sales volume as well as the market share as indicators of the success in the price leadership. It is also required to conduct the interviews as well as the surveys to understand the perspectives of the customers about the pricing of ASDA. Therefore, it is required to analyse the reviews and the comments of the people to understand the impact that pricing strategies had on the brand image. 
Objective 3
The company needs to track the online traffic metrics on a monthly basis by using the web analytics tools. It is required to measure the satisfaction rate of the online shoppers by NPS and  CSAT (Pieszko, 2021). Additionally, the firm is required to utilise the AOV and CVR to identify the percentage and the purchase rate of the visitors. The organisation also need to analyse the behaviour on the website through tools like session recordings to address the areas that are required to be improved. 



[bookmark: _Toc215767899]Conclusion 
The discussions have identified that ASDA has faced a major challenge due to an IT overhaul for which affected both the product availability as well as disrupted the operations. It has been depicted that the market share and the sales rate have fallen down which lowered the satisfaction rate of the consumers. This has severely affected both the internal as well as external environment of the firm.  The ways by which the change has been managed and the leadership style have been depicted with the impact. Moreover, the framework of McKinsey has been used to underline the strategies and other approaches that have been taken by the firm to overcome the issues related to the sales decline. The model of ADKAR has also helped to predict the required change that the organisation has incorporated to resolve the issues. Furthermore, a change management plan with the financial budget, communication as well as the evaluation plan has been highlighted in the report. 
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