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1. INTRODUCTION
Asda Group PLC is one of the biggest retailers in the UK, with stores, depots and offices across the country. It needs many employees to serve customers and keep daily work running well. Asda (2026) says employees are important because they help the business perform well and give value to customers. Like many retailers, Asda faces workforce challenges as new technology develops. CIPD (2026) found that organisations are using AI and digital systems faster than they are training staff, so employees may not always be ready for these changes.
Employee expectations have changed in recent years. Armstrong and Taylor (2026) explain that employees are more likely to stay when they get development opportunities, manager support and can see a future in the organisation. This means Asda needs to focus not only on hiring staff, but also on keeping them by making workers feel valued and included. This report looks at three main HR challenges for Asda: technology, hiring and keeping staff, and diversity, equity and inclusion (DEI). It also discusses HR practices and how managers can help apply them across the business.

2. KEY FACTORS AFFECTING ASDA
2.1 Adapting to Technological Advancements
Technology is changing how businesses manage staff and daily work. Asda (2026) uses digital systems to support HR, and CIPD (2026) found that many organisations are also using more AI and digital tools. However, employees still need the skills to use these systems effectively.
CIPD (2026) found that many organisations bring in technology faster than they train employees. McKinsey (2026) also reported that employers often focus on current staffing needs instead of future skills. In Asda’s case, technology will only be useful if training and workforce planning improve alongside it. Otherwise, investment in new systems may not lead to the improvements the organisation expects.
2.2 Talent Acquisition and Retention
Finding and keeping employees remains a challenge in retail. Collings et al. (2023) argue that organisations compete for employees with valuable skills and experience. When experienced employees leave, valuable knowledge is lost.
Collings et al. (2023) focus on attracting and developing talent, whereas Boxall and Purcell (2023) argue that organisations often concentrate on recruitment without addressing why employees leave. This means recruitment may fill vacancies, but it does not always reduce staff turnover.
Armstrong and Taylor (2026) explain that recognition and development opportunities can encourage employees to remain with an organisation. They also argue that employees are motivated by future rewards and career opportunities. Garavan, Carbery and Rock (2022) add that development opportunities can improve retention. Asda may find that development opportunities are just as important as recruitment when trying to retain employees.
2.3 Diversity, Equity and Inclusion (DEI)
Armstrong and Taylor (2026) argue that DEI is about more than workforce diversity. Employees also need fair access to development opportunities and promotion. For the organisation, diversity alone is unlikely to improve employee experiences if fairness is not reflected in everyday practice.
Dick (2022) argues that organisations often focus on recruitment while giving less attention to progression opportunities after employees join. Acas (2026) also argues that inclusion is shaped by recruitment decisions, promotion opportunities and management behaviour.
Boxall and Purcell (2023) argue that employees are more likely to contribute positively when they feel respected and treated fairly. Creating fair opportunities across recruitment, development and promotion is likely to have a greater impact on Asda than focusing only on diversity targets. This may also strengthen teamwork and employee commitment.
2.4 HR Planning, Performance Management and Personnel Development
Armstrong and Taylor (2026) argue that workforce planning helps organisations identify future staffing and skill needs before shortages affect performance. This is important because different areas of the business require different skills.
Garavan, Carbery and Rock (2022) suggest that training is more useful when employees can see how new skills may support future job opportunities. Armstrong and Taylor (2026) also explain that Goal-Setting Theory links stronger performance to clear objectives and regular feedback rather than relying mainly on annual appraisals.
Workforce planning, employee development and performance management need to work together within Asda. Linking these activities may help reduce skill shortages and provide employees with clearer opportunities to develop and progress within the organisation.


3. EVALUATION OF CONTEMPORARY HR PRACTICES
3.1 Digital HR Systems and Workforce Analytics
Digital HR systems are used to store employee data and support management decisions. McKinsey (2026) found that workforce data can help identify skill shortages, recruitment needs and turnover patterns. For Asda, this may help managers identify workforce issues before they begin to affect operations. 
However, access to data does not automatically improve decision-making. McKinsey (2026) found that many organisations struggle to turn workforce information into practical action. The Information Commissioner's Office (2023) also warns that poor-quality data or excessive reliance on automated systems may affect decisions in unintended ways. Asda is likely to benefit most from workforce data when it supports management judgement.
CIPD (2026) found that many organisations are introducing new technologies faster than they are developing employee skills. Asda is unlikely to see improvements in performance from digital HR systems unless employees and managers receive appropriate training. Without this support, the value of workforce data may be limited.
3.2 Employer Branding and Strategic Workforce Planning
Attracting employees has become more difficult in sectors where employers compete for similar skills and experience. CIPD (2024) argues that applicants often consider career opportunities, workplace culture and development opportunities when choosing an employer. How potential employees perceive Asda is likely to affect recruitment outcomes.
Collings et al. (2023) argue that organisations can gain more value from developing existing employees than relying heavily on external recruitment. In contrast, Boxall and Purcell (2023) suggest that employers often focus on filling vacancies while paying less attention to why employees leave. Recruitment campaigns may fill roles, but they are unlikely to reduce turnover if workplace issues remain unresolved. This suggests that retention may provide greater long-term value for Asda than focusing heavily on recruitment alone.
Armstrong and Taylor (2026) argue that workforce planning helps organisations identify future staffing and skill needs before shortages affect performance. Asda may achieve better results when workforce planning supports employee development rather than relying mainly on recruitment.


3.3 Inclusive Recruitment and DEI Development
Dick (2022) argues that inclusive recruitment can help organisations attract applicants from a wider range of backgrounds. However, increasing diversity through recruitment does not automatically create equal opportunities after employees join the organisation.
Armstrong and Taylor (2026) argue that diversity and inclusion should not be viewed as the same issue. Representation may improve while inequalities remain in development and promotion opportunities. Acas (2026) also argues that inclusion is shaped by everyday workplace practices rather than policies alone. Asda is unlikely to improve employee experiences through diversity targets alone if opportunities remain uneven across the organisation.
Boxall and Purcell (2023) suggest that employees are more likely to contribute positively when they feel respected and treated fairly. The organisation is likely to achieve better DEI outcomes when recruitment, development and promotion processes follow the same principles of fairness rather than focusing only on representation targets.
3.4 Developing Individuals and Teams, Performance Management and Personnel Development
Garavan, Carbery and Rock (2022) argue that employee development is most useful when learning supports business needs and career goals. Employees are more likely to value training linked to future opportunities. Armstrong and Taylor (2026) explain that Goal-Setting Theory links stronger performance to clear objectives and regular feedback. They argue that regular discussions can identify problems earlier than annual appraisals. Garavan, Carbery and Rock (2022) also suggest that development can take place through mentoring, coaching and workplace experience rather than formal training alone.

4. CRITICAL EVALUATION OF MANAGERIAL IMPLEMENTATION
4.1 Leadership Accountability and Communication
Managers often decide whether HR practices actually work because they are responsible for applying them within their teams. Kotter (2021) argues that employees are more likely to support change when they understand why it is happening and how it may affect their work. However, communication is unlikely to have much impact if managers do not support new ways of working through their daily actions. CIPD (2025) argues that line managers have a strong influence on employee engagement, development and retention. This means the same HR initiative may be applied differently across departments if managers provide different levels of support. For Asda, managers are more likely to take HR initiatives seriously when outcomes such as employee development, retention and support form part of their own responsibilities. Without clear accountability, HR practices may be applied inconsistently across the business.
4.2 Monitoring, Performance Measurement and Organisational Culture
Organisations need to know whether HR practices are working. Armstrong and Taylor (2026) argue that information such as employee turnover, training participation and performance levels can help identify workforce issues. However, figures alone do not explain why problems exist.
Pulakos et al. (2019) argue that performance information should be supported by employee feedback and regular discussions rather than being used on its own. Good performance figures do not always reflect employee experiences. Employee feedback strengthens the value of performance data by providing additional insight into workplace issues. Workplace culture affects whether new HR practices are accepted. These practices are more likely to be effective when managers demonstrate the same behaviours they expect from employees and apply policies consistently across stores and departments.
4.3 Barriers to Implementation and Overcoming Resistance
Employees often resist change when new systems, policies or working methods are introduced. Kotter (2021) argues that resistance is often linked to uncertainty rather than opposition to change itself. Employees may worry about how change will affect their work. Uncertainty about new systems, changing responsibilities and future expectations may also increase stress levels among employees. Managers can help reduce this by providing clear communication, appropriate training and ongoing support throughout the change process. This may improve employee wellbeing while helping employees adapt more successfully to organisational change.
Marchington and Wilkinson (2021) suggest that employees are more likely to support change when they receive training, clear communication and opportunities to share their views. Involving employees may also help identify practical issues before implementation begins. Employees are more likely to support change when they understand why it is happening, receive support and have opportunities to raise concerns. The success of HR practices is therefore likely to depend less on the policies themselves and more on how consistently managers apply them across different parts of the business. This is likely to create more commitment than simply expecting employees to follow new procedures without explanation.

5. RECOMMENDATIONS AND CONCLUSION
Recommendations
Based on the findings of this report, Asda should continue investing in digital skills training to ensure employees and managers can adapt to technological change and use new systems effectively (CIPD, 2026; Armstrong and Taylor, 2026). The organisation should also strengthen employee development through training, mentoring and clearer career progression opportunities to improve retention and retain valuable skills and experience (Garavan, Carbery and Rock, 2022; Armstrong and Taylor, 2026). Workforce planning should be used more proactively to identify future staffing and skill requirements before shortages affect performance, while the same standards of fairness should be applied across recruitment, development and promotion to ensure DEI is reflected throughout the employee experience (Dick, 2022; Acas, 2026). In addition, line managers should receive support and guidance to help them communicate change effectively, reduce uncertainty, support employee wellbeing and apply HR practices consistently across the organisation (CIPD, 2025; Kotter, 2021).
Conclusion
This report examined the challenges of technological change, talent acquisition and retention, and diversity, equity and inclusion (DEI) at Asda. The findings show that technology, retention and inclusion are closely connected to organisational performance and employee engagement. The report also found that contemporary HR practices are most effective when they are supported by workforce planning, employee development and fair management practices. Finally, successful implementation depends on managers because they influence communication, employee support and the consistent application of HR policies across the organisation. By addressing these areas, Asda may be better positioned to develop workforce capability, improve retention and create a more inclusive and supportive working environment.
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