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[bookmark: _Toc225136034]1. Introduction and Background of ASOS
Founded in 2000, ASOS began as a small online fashion retailer in the United Kingdom, initially holding only around 5% market share compared to competitors such as Next, which held approximately 7% at the time (Hawkes, 2008). Despite this modest beginning, ASOS experienced rapid growth and successfully overtook its competitors to become the largest independent online fashion retailer in the UK by 2016. The company built its success on a wide and diverse product range, offering more than 85,000 items across womenswear, menswear, footwear, accessories, and beauty categories.
ASOS’s vision is to become the world’s number one destination for fashion-loving 20-somethings. This vision reflects the company’s focus on a young, trend-driven audience and its ambition to lead the global online fashion market. It also highlights ASOS’s commitment to staying relevant, innovative, and customer-focused in a highly competitive digital retail environment. ASOS’s mission is to give its customers the confidence to be whoever they want to be (ASOS plc, 2024). The company achieves this by offering a wide variety of fashion products that cater to different styles, identities, and preferences. Through its inclusive approach and strong digital presence, ASOS empowers individuals to express themselves freely through fashion
As of 2026, ASOS has established itself as a global e-commerce fashion leader headquartered in the UK, operating in over 200 international markets employing more than 2800 employees, including the United States and across Europe. The company serves approximately 17 million active customers and manages around 10 own-label brands alongside numerous third-party fashion labels (Asos plc, 2025). While ASOS maintains a strong global presence, the UK remains its most profitable market, generating retail sales of nearly £1.27 billion in 2024, compared to approximately £977 million from European Union countries (Jobst, 2025).
ASOS has consistently expanded its footprint in the EU market, achieving significant year-on-year growth between 2014 and 2023 and reaching close to £1 billion in retail sales in the region. Even the COVID-19 pandemic did not hinder ASOS’ growth as half-year profits grew 275% in 2021. A defining feature of ASOS is its pure-play, online-only business model, which has enabled it to compete directly with major brick-and-mortar retailers, with UK online sales exceeding £1.1 billion (Statista, 2025). However, despite its strong global presence and digital capabilities, ASOS has recently faced a decline in sales and growth, indicating emerging strategic challenges and increasing pressure within the competitive online fashion industry.
ASOS has been selected as the focus of this report due to its significance as a leading pure-play online fashion retailer and its relevance in the context of digital transformation and change management, however, it has recently lost its position as a top online fashion store, facing declining sales, increased competition, shifting consumer behaviour, and operational challenges.
[bookmark: _Toc225136035]2. Evaluation of the Business Environment and Organisational Context
Environmental scanning involves monitoring external factors such as adaptation of changes in technology, economy, and society that may impact an organisation’s future. By identifying these trends early, businesses can adapt their strategies proactively and maintain competitiveness (Choo, 2003).
The external environment consists of factors outside an organisation’s control that influence its operations and strategic decisions, which can either drive growth or create challenges for overall performance (Buye, 2021).
[bookmark: _Toc213098161][bookmark: _Toc225136036]Macro-Environment
[bookmark: _Toc225136037]PESTLE Analysis
The PESTEL framework is a strategic tool used to analyse macro-environmental factors, helping managers identify potential opportunities and risks that may impact organisational strategy (Witcher & Chau, 2010, p. 91).
Political Factors
ASOS operates in over 200 markets, making it highly exposed to trade regulations, taxation policies, and post-Brexit challenges, particularly within the EU. In addition, increasing regulatory focus on sustainability and ethical sourcing is adding pressure on the company to maintain compliance while managing costs. 
Economic Factors
Economic conditions have had a significant impact on ASOS’s performance. Inflation reached a 40-year high, reducing consumers’ disposable income and shifting spending priorities towards essential needs and experiences such as travel and subscriptions. ASOS primarily targets young consumers with lower discretionary income, making them more sensitive to price changes and more likely to switch to cheaper competitors or premium brands offering better value.
This has resulted in declining financial performance, with ASOS reporting a £32 million loss compared to a £177 million profit in the previous year. The company also expects further reductions in consumer spending as living costs continue to rise.
Social Factors
Changing consumer behaviour is a key social factor affecting ASOS. Modern consumers, especially Gen Z and Millennials, are becoming more value-conscious and selective in their spending. There is also a growing preference for quality over quantity, which challenges ASOS’s fast-fashion model. Additionally, increased awareness around sustainability and ethical consumption is influencing purchasing decisions, pushing ASOS to adopt more responsible practices.
At the same time, fashion trends are heavily influenced by social media and digital culture, which creates both opportunities and challenges. While ASOS benefits from being digitally native, it must constantly adapt to rapidly changing trends and customer expectations.
Technological Factors
ASOS relies heavily on its digital platform, including data analytics, AI-driven personalisation, and mobile commerce. However, rapid technological advancements and competition from more innovative and omnichannel retailers require continuous investment to remain competitive.
Environmental Factors
Sustainability concerns are becoming increasingly important in the fashion industry. Issues such as waste, carbon emissions, and overproduction are placing pressure on ASOS to adopt more responsible practices. Balancing sustainability with affordability remains a key challenge.
Legal Factors
ASOS must comply with various global regulations, including consumer protection laws, data privacy requirements such as GDPR, and labour laws. Increasing legal pressure related to sustainability and supply chain transparency further adds to compliance demands.
[bookmark: _Toc225136038]Micro-Environment
Porter’s Five Forces model is widely used to analyse industry dynamics by continuously scanning, monitoring, and collecting competitive intelligence, enabling organisations to evaluate both current and potential competitors (Masinde Indiatsy et al., 2014).
[bookmark: _Toc225136039]Porter’s Five Forces
	Force (Porter, 2008)
	Level
	Application to ASOS

	Competitive Rivalry
	High
	ASOS faces intense competition from Zara, H&M, Boohoo, and especially Shein. ASOS specifically suffered from the “Shein effect,” where Shein’s ultra-low pricing, rapid trend adoption, and strong digital marketing led to ASOS losing its position as a leading online fashion retailer (Khosla and Green, 2024).

	Threat of New Entrants
	Moderate to High
	E-commerce and social media reduce entry barriers, allowing new brands to enter easily. However, ASOS’s established brand and global presence provide some competitive advantage.

	Bargaining Power of Buyers
	High
	Customers have many alternatives and are highly price-sensitive. Due to rising living costs, consumers are shifting towards cheaper options like Shein or higher-quality premium brands.

	Bargaining Power of Suppliers
	Moderate
	ASOS works with multiple suppliers and its own-label brands, reducing dependency. However, rising production costs and sustainability pressures increase supplier influence.

	Threat of Substitutes
	High
	Consumers are increasingly spending on alternatives such as travel, subscriptions, and second-hand fashion, reducing demand for fast fashion.



[bookmark: _Toc225136040]Factors Driving Change
ASOS is undergoing significant change due to both internal and external pressures. A key driver is declining brand visibility and market position, as competitors such as Shein continue to dominate through aggressive pricing and rapid growth, reporting $2 billion in profit on nearly $30 billion revenue and targeting $59 billion by 2025, while ASOS’s market capitalisation has fallen below £500 million (Johnson, 2024).
Internally, ASOS faces inventory mismanagement, with stock overloading and an 18% drop in sales in March 2024 due to new inventory launches without clearing excess stock (Reuters, 2024), leading to heavy discounting and reduced margins. Low customer engagement further weakens performance, with 67.44% of customers unaware of its loyalty programme (Zhang, 2022). Although ASOS shows strong engagement through an 11% add-to-cart rate, 308 seconds average time on site, and 1.97% revenue loss rate, it struggles to convert this into sales, reflected in a 70.09% cart abandonment rate, 3.29% conversion rate, and low £39.48 average transaction value (LEČIĆ-CVETKOVIĆ et al., 2024). 
Despite investment in PPC, remarketing, and social media campaigns (Chaffey and Ellis-Chadwick, 2019), these efforts have not significantly improved conversion or revenue, highlighting the urgency for strategic change.
[bookmark: _Toc225136041]3. Assessment of Change Management Frameworks
[bookmark: _Toc225136042]Comparison between ADKAR and Kotter Change Models
The comparison of the ADKAR model and Kotter’s Eight-Step model is derived from the analysis presented by Calder (2013).
	Aspect
	ADKAR Model
	Kotter’s Model

	Focus
	Focuses on individual change, aiming to transform employee behaviour and mindset to support change
	Focuses on organisational change, driven by leadership to align the entire organisation

	Approach
	Bottom-up approach that builds change starting from individuals
	Top-down approach led by senior management and leadership teams

	Structure
	Consists of five sequential stages: Awareness, Desire, Knowledge, Ability, Reinforcement, ensuring step-by-step individual adoption
	Consists of eight structured steps providing a detailed roadmap for implementing organisational change

	Framework Alignment
	Aligns with Lewin’s model, where Awareness, Desire, and Knowledge relate to unfreezing, Ability to change, and Reinforcement to refreezing
	Also aligns with Lewin’s model, with strong emphasis on preparation stages such as urgency and vision before implementation

	Key Emphasis
	Emphasises people, motivation, and behavioural change at an individual level
	Emphasises leadership, strategic vision, urgency, and organisational alignment

	Handling Resistance
	Addresses resistance by building awareness and desire, focusing on personal motivation and acceptance
	Actively removes barriers and encourages risk-taking and creative problem solving to overcome resistance

	Driving Motivation
	Focuses on creating internal desire within individuals through intrinsic and extrinsic motivators
	Focuses on creating a strong sense of urgency to drive collective action

	Communication
	Provides individuals with the necessary knowledge and information required to implement change effectively
	Strongly emphasises clear, continuous communication of vision and strategy across the organisation

	Role of Leadership
	Limited emphasis on leadership, more focused on individual participation and support systems
	Strong emphasis on leadership involvement, guidance, and sponsorship throughout the process

	Target Audience
	Applicable to individuals, teams, and organisations, making it flexible across different levels
	Primarily targets senior management and organisational leaders responsible for driving change

	Reinforcement of Change
	Reinforces change through individual recognition, feedback, and support to sustain behaviour
	Reinforces change by embedding it into organisational culture and ensuring leadership continuity

	Overall Strength
	Highly effective for ensuring employee adoption, reducing resistance, and managing behavioural change
	Highly effective for driving large-scale transformation, aligning organisational goals, and sustaining long-term change



[bookmark: _Toc225136043]Analysis:  All change management models emphasise the importance of creating awareness about the need for change and clearly communicating why the change is necessary. However, the effectiveness of a model depends on factors such as who is leading the change, their level of experience, and the degree of structure or guidance required during the process. This suggests that no single model can be universally applied as a complete solution. Instead, change leaders must adopt a flexible approach, selecting and adapting elements of different models based on the organisation’s specific context and needs (Calder, 2013).
A hybrid approach combining Kotter’s Eight-Step model and the ADKAR model is most appropriate for ASOS given the nature of its challenges. As a digital-first organisation facing declining market position, stock overloading, and intense competition from players such as Shein, Kotter’s model provides a structured, leadership-driven framework to create urgency, establish a clear strategic direction, and drive large-scale organisational change. However, ASOS’s issues are not purely strategic but also operational and behavioural, particularly in areas such as low customer engagement, weak brand loyalty, and poor conversion performance. In this context, the ADKAR model is essential to ensure that change is effectively adopted at the individual level, especially among employees responsible for digital operations, marketing, and customer experience. Therefore, integrating Kotter’s focus on strategic transformation with ADKAR’s emphasis on individual adoption enables ASOS to address both organisational and customer-facing challenges effectively.
[bookmark: _Toc225136044]4. Impact of Leadership and Organisational Culture on Change Management
Leadership plays a crucial role in determining the success of change at ASOS, particularly given its current challenges such as declining performance, stock overloading, and weak brand engagement. Transformational leadership, which focuses on vision, inspiration, intellectual stimulation, and individual consideration (Collins, 2014), is highly relevant for ASOS. The organisation requires a clear strategic vision to regain its market position and compete with fast-growing rivals like Shein. By motivating employees and encouraging innovation in areas such as digital experience and brand repositioning, transformational leadership can drive long-term change. However, relying solely on this approach may overlook immediate operational issues.
In contrast, transactional leadership, based on performance, rewards, and corrective actions and rewards between leaders and their followers (Kouzes and Posner, 2016), can support ASOS in addressing short-term challenges such as inventory mismanagement and operational inefficiencies. For example, stricter performance targets and accountability systems can help reduce stock overloading and improve cost control. However, this approach is limited in driving deeper cultural or strategic transformation. Therefore, situational leadership, which adapts leadership style based on context, needs, capabilities and employee readiness, is particularly suitable for ASOS. It allows leaders to combine directive approaches in operational areas with supportive and participative approaches in innovation and digital strategy.
From a cultural perspective, Schein’s model highlights that ASOS’s artefacts, such as its online platform and fast-fashion positioning, may no longer align with underlying values as consumer preferences shift towards quality and sustainability. If these deeper assumptions are not addressed, resistance to change may persist. Similarly, Hofstede’s dimensions, particularly uncertainty avoidance, suggest that employees may resist new strategies or restructuring efforts, especially during periods of declining performance. Handy’s model indicates that ASOS likely operates with elements of task culture due to its digital and fast-paced nature, which supports adaptability. However, operational issues such as stock overloading suggest the presence of role-based rigidity in certain functions, limiting responsiveness.
Overall, effective change at ASOS requires a combination of transformational leadership to drive vision and innovation, transactional leadership to control performance, and situational leadership to adapt to different organisational needs, supported by a cultural shift that aligns underlying values with current market demands.
[bookmark: _Toc225136045]5. Proposed Strategic Change Implementation Plan
[bookmark: _Toc225136046]a) Vision and Objectives for Change
[bookmark: _Toc225136047]Change Vision
The vision for ASOS is to transform into a resilient, data-driven, and customer-centric online fashion retailer that delivers strong value, operational efficiency, and differentiated brand positioning. This involves restoring its competitive advantage in the global e-commerce market by improving digital performance, strengthening customer relationships, and aligning its business model with evolving consumer expectations. The vision emphasises sustainable growth, improved profitability, and long-term market relevance in an increasingly competitive and price-sensitive industry.
[bookmark: _Toc225136048]Strategic Objectives
1. Inventory Optimisation and Demand Forecasting
· Implement automated stock and inventory monitoring systems.
· Digitise demand forecasting using real-time data analytics. 
· Utilise loyalty programme and customer data to forecast trends more accurately. 
· Reduce excess inventory levels and prevent stock overloading.
2. Enhancement of Conversion and Revenue Performance
· Reduce cart abandonment rate and improve website conversion rate.
· Increase average transaction value through product bundling and smart recommendations. 
· Introduce personalised discounts based on user behaviour and purchase history. 
· Improve checkout experience for seamless transactions. 
3. Strengthening Brand Visibility and Market Position
· Reposition ASOS to compete effectively with fast-growing competitors such as Shein. 
· Expand target audience beyond Gen Z to include millennials and other underserved consumer groups in the fashion industry.
· Adopt high-performing marketing strategies such as influencer marketing, short-form video content, and targeted digital advertising. 
· Encourage targeted word-of-mouth through referrals and social engagement. 
4. Enhancing Customer Engagement and Personalisation
· Increase awareness and effectiveness of the loyalty programme 
· Use customer data to deliver personalised recommendations and tailored shopping experiences 
· Implement intelligent product suggestions, for example recommending complementary items such as accessories with clothing purchases .
· Strengthen customer retention through customised offers and engagement strategies. 
5. Digital Innovation and Customer Experience
· Introduce advanced technologies such as augmented reality (AR) for virtual try-ons and styling as they positively impact customer engagement and interest (Bezawada, 2025).
· Implement virtual recommendations to enhance the online shopping experience .
· Continuously improve website usability and mobile experience.
· Leverage AI-driven personalisation to align with modern consumer expectations.
[bookmark: _Toc225136049]b) Evaluation of Key Stakeholders in Change
Organisations often use structured tools such as tables or charts to classify stakeholders according to their level of power, influence, and interest. This enables a clearer understanding of how different groups should be engaged and communicated with. In this project, a power–interest framework was used to evaluate stakeholder influence and involvement, supporting effective prioritisation and strategic decision-making (Ginige, Amaratunga and Haigh, 2022).
	Quadrant & Description
	Stakeholder Group
	Power
	Interest
	Expectations and Influence

	Key Players (High Power, High Interest) Need continuous involvement and consistent communication
	Senior Management, Board of Directors
	High
	High
	Drive strategic direction, expect recovery in performance, profitability, and competitive positioning.

	
	Investors and Shareholders
	High
	High
	Expect financial returns, growth, and effective cost management. Influence funding and strategic decisions.

	
	Key Technology Teams (Developers, Data Analysts)
	High
	High
	Responsible for implementing digital transformation, AI, and platform improvements.

	
	Major Brand Partners (Top labels on ASOS)
	High
	High
	Expect strong sales performance and brand visibility through the platform.

	Keep Satisfied (High Power, Low Interest) Should be managed carefully to avoid disruptions
	Regulatory Authorities
	High
	Low
	Expect compliance with laws, data protection, and sustainability regulations.

	
	Logistics and Distribution Partners
	High
	Low
	Expect efficient operations and consistent order volumes. Critical for delivery performance.

	
	Financial Institutions / Credit Providers
	High
	Low
	Expect financial stability and repayment capability.

	Keep Informed (Low Power, High Interest) Highly interested but less influential, requiring regular updates
	Customers (Gen Z and Millennials)
	Low
	High
	Expect affordable pricing, quality, personalisation, and seamless digital experience.

	
	Employees (Marketing, Operations, Customer Service)
	Low
	High
	Expect job security, clear communication, and support during change implementation.

	
	Suppliers and Manufacturers
	Low
	High
	Expect stable demand, timely payments, and long-term relationships.

	
	Influencers and Content Creators
	Low
	High
	Expect collaboration opportunities and brand alignment. Influence brand visibility.

	Monitor (Low Power, Low Interest)
 Limited impact but should be monitored for any developments
	General Public
	Low
	Low
	Limited direct impact but can influence brand perception over time.

	
	Media and Press
	Low
	Low
	Can shape public opinion and brand image if issues arise.

	
	Competitors (e.g., Shein, Boohoo)
	Low
	Low
	Indirect influence through market competition and pricing strategies.



[bookmark: _Toc225136050]c) Framework for Change Implementation
This section explains how ASOS will implement change using a structured model in a practical, step-by-step manner.
	Step
	Practical Implementation at ASOS
	Estimated Timeline

	Step 1: Create Urgency (Kotter) + Awareness (ADKAR)
	ASOS will highlight urgency by sharing real performance data such as the £32 million loss, £1.1 billion excess inventory, and competitive pressure from Shein through internal dashboards, team meetings, and performance reports to ensure all departments understand the need for immediate action.
	Weeks 1–2

	Step 2: Build a Guiding Coalition (Kotter)
	A cross-functional team including senior management, data analysts, marketing teams, and supply chain managers will be formed to lead key initiatives such as inventory optimisation, digital transformation, and customer engagement improvements.
	Weeks 2–3

	Step 3: Develop Vision and Strategy (Kotter) + Desire (ADKAR)
	A clear vision of becoming a data-driven and customer-centric retailer will be communicated. Employees will be motivated by linking the change to job stability, performance incentives, and future growth opportunities to gain their commitment.
	Weeks 3–4

	Step 4: Communicate the Change Vision (Kotter)
	The strategy will be communicated through internal platforms, regular meetings, training sessions, and leadership updates. Clear messaging will focus on benefits such as improved efficiency, better customer experience, and long-term competitiveness.
	Weeks 4–6

	Step 5: Empower Action (Kotter) + Knowledge and Ability (ADKAR)
	Employees will be provided with tools such as AI-based recommendation systems, automated inventory tracking, and data dashboards. Training sessions will be conducted to ensure teams can effectively use these technologies, while outdated processes will be removed.
	Weeks 6–10

	Step 6: Implement Digital and Operational Changes (Kotter)
	ASOS will implement practical initiatives including automated inventory monitoring, using loyalty programme data for demand forecasting, personalised product recommendations, AR-based virtual try-ons, and targeted marketing strategies such as influencer campaigns and short-form content.
	Months 3–6

	Step 7: Generate Short-Term Wins (Kotter)
	Performance improvements will be tracked using KPIs such as reduced cart abandonment, higher conversion rates, and increased average transaction value. Early successes will be shared across teams and rewarded to maintain motivation.
	Months 4–6 (ongoing)

	Step 8: Sustain and Reinforce Change (Kotter) + Reinforcement (ADKAR)
	Changes will be embedded into daily operations through continuous monitoring, performance feedback, and incentive systems. Leadership will ensure that improvements in digital strategy, inventory control, and customer engagement are sustained over time.
	Months 6–12 (continuous)



[bookmark: _Toc225136051]d) Communication Plan
	Stakeholder
	Message
	Channel
	Frequency
	Purpose

	Employees
	Need for change, new systems, roles, and expectations
	Emails, team meetings, internal dashboards, training sessions
	Weekly / Ongoing
	Ensure alignment, reduce resistance, and support adoption

	Senior Management & Investors
	Performance updates, progress on KPIs, strategic outcomes
	Reports, presentations, board meetings
	Monthly / Quarterly
	Maintain confidence and support decision-making

	Customers
	Improved experience, personalisation, offers, new features
	Email marketing, app notifications, social media
	Regular campaigns
	Increase engagement, retention, and conversions

	Suppliers & Partners
	Demand changes, inventory updates, coordination needs
	Emails, coordination meetings
	Monthly / As needed
	Ensure smooth supply chain and operational efficiency

	Influencers & Media
	Brand positioning, campaigns, collaborations
	Social media, PR releases, partnerships
	Campaign-based
	Strengthen brand visibility and reach

	General Public
	Brand updates and major changes
	Website updates, press releases
	As needed
	Maintain brand image and transparency



[bookmark: _Toc225136052]e) Financial and Resource Plan
The implementation of change at ASOS will require investment in both financial and human resources. Key financial allocations will include investment in advanced technologies such as AI-driven recommendation systems, AR-based virtual try-on tools, and automated inventory management systems. Budget will also be allocated to digital marketing strategies, including influencer partnerships, targeted advertising, and content creation.
From a resource perspective, ASOS will utilise cross-functional teams including data analysts, IT specialists, marketing professionals, and supply chain managers. Training programs will be conducted to enhance employee capabilities in using new technologies and systems. Although these investments may increase short-term costs, they are expected to improve operational efficiency, reduce losses from excess inventory, and increase revenue through better customer conversion and retention.
[bookmark: _Toc225136053]f) Mitigation of Potential Risks
	Risk
	Impact on ASOS
	Likelihood
	Mitigation Strategy

	Resistance to AI tools and automation
	Slows digital transformation and operational efficiency
	Medium
	Provide training, pilot testing, and incentives

	Delays in AR and recommendation systems
	Poor customer experience and wasted investment
	Medium
	Phased rollout and testing before full launch

	Stock overloading (inventory > £1.1bn)
	High costs, heavy discounting, reduced margins
	High
	Use AI and real-time data and loyalty insights for accurate forecasting

	Competition from Shein
	Loss of market share and pricing pressure
	High
	Focus on personalisation, quality, and brand differentiation

	Low engagement with loyalty programme (67.44% unaware)
	Weak retention and limited conversion improvement
	Medium
	Improve visibility, personalised offers, and targeted campaigns

	Ineffective digital marketing (PPC, influencers)
	High cost with low return
	Medium
	Optimise campaigns using ROAS, funnelling, micro advertising campaigns and focus on high-performing channels like Tik-Tok etc

	Data privacy risks
(Potential)
	Loss of trust and legal issues
	Low–Medium
	Ensure compliance and strong data security despite it is already up to the mark

	Supply chain disruptions
	Delivery delays and poor customer experience
	Medium
	Improve coordination and diversify suppliers



[bookmark: _Toc225136054]g) Evaluation and KPIs
The success of ASOS’s change initiatives will be tracked using key website performance metrics that directly impact sales. The main focus will be on reducing the cart abandonment rate from 70.09% to below 65%, improving the conversion rate from 3.29% to above 4%, and increasing the average transaction value from £39.48 towards £60+. These improvements will be driven by optimising the checkout process, introducing personalised recommendations, and offering targeted discounts.
The effectiveness of newly implemented digital tools will also be monitored. The success of personalised recommendation systems will be measured through higher click-through rates and increased add-to-cart actions from suggested products. Virtual try-on and AR features will be evaluated based on user adoption rates, time spent interacting with these features, and their impact on purchase decisions. Additionally, product bundling and add-on suggestions will be assessed through the increase in multi-item purchases.
Inventory performance will be monitored through reduced excess stock levels and improved inventory turnover, ensuring better alignment between demand and supply. Customer engagement will be improved by increasing loyalty programme awareness from 32.56% to over 50%, along with higher repeat purchases and retention rates.
Marketing performance will be evaluated through return on ad spend and customer acquisition cost, ensuring that campaigns such as influencer marketing and short-form video content deliver measurable results. All KPIs will be tracked through real-time dashboards and monthly reviews, allowing ASOS to continuously monitor performance and make data-driven improvements.
[bookmark: _Toc225136055]6. Critical Discussion and Reflection
The proposed change plan for ASOS demonstrates several strengths, particularly its practical and data-driven approach. By integrating digital tools such as personalised recommendations, AR-based features, and automated inventory systems, the plan directly addresses key performance gaps including high cart abandonment (70.09%) and low conversion rates (3.29%). The use of a hybrid Kotter and ADKAR framework further strengthens the plan by combining strategic direction with individual adoption, ensuring both organisational alignment and effective implementation.
However, the plan also has limitations. It requires significant financial investment in technology and marketing, with no guarantee of immediate returns. Additionally, the success of advanced tools such as AR and personalisation depends heavily on customer adoption, which may vary across segments. Operational complexity and resistance to new systems may also slow implementation.
From an ethical perspective, the increased use of customer data for personalisation raises concerns regarding privacy and data protection. ASOS must ensure compliance with regulations and maintain transparency to build trust. In terms of sustainability, while improved inventory management reduces waste and overproduction, the fast-fashion model still presents environmental challenges. Therefore, long-term success depends on balancing innovation with responsible and sustainable practices.
[bookmark: _Toc225136056]7. Conclusion
This report has critically analysed ASOS’s current business environment and identified key challenges affecting its performance. The findings highlight that ASOS is facing declining brand visibility, strong competitive pressure from Shein, operational inefficiencies such as stock overloading, and weak conversion performance despite strong customer engagement. Key website metrics, including a high cart abandonment rate (70.09%), low conversion rate (3.29%), and low average transaction value (£39.48), indicate that ASOS is struggling to convert traffic into revenue. Additionally, low awareness of the loyalty programme (67.44%) reflects gaps in customer retention and engagement.
To address these issues, a strategic change plan has been proposed focusing on digital transformation, inventory optimisation, and enhanced customer experience. The integration of personalised recommendations, AR-based features, targeted marketing, and data-driven demand forecasting provides practical solutions to improve both operational efficiency and revenue performance. The adoption of a hybrid Kotter and ADKAR framework ensures that change is implemented effectively at both organisational and individual levels.
It is recommended that the board prioritise investment in high-impact digital tools, strengthen brand positioning beyond price competition, and continuously monitor performance through key KPIs. By doing so, ASOS can restore growth, improve profitability, and regain its competitive position in the online fashion market.
[bookmark: _Toc225136057]
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