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[bookmark: _Toc213410082]Executive Summary
This report focuses on ASOS, one of the most successful e-retailers of fashion products in the UK, to discuss how design thinking and innovation can help the company to develop a more improved digital customer experience. The main aim of this research is to understand the current use of innovation in the company of ASOS and to analyse the current customer experience in the company in various different perspectives, such as the Innovation Ambition Matrix and the Customer Journey Map. The application of these two frameworks will allow assessing whether ASOS is currently using core improvements, adjacent innovations, and transformational opportunities to improve its digital customer experience.
Although ASOS can effectively communicate with its customers across multiple platforms (i.e., social media, mobile apps), as well as successfully utilise both omnichannel and targeted marketing efforts, it also faces some barriers to improving the customer experience. These include the complexities involved in completing a purchase transaction (i.e. check-out process) as well as delays in refunding a customer after a purchase has been made. In addition, the company does not have many ways to reward the loyalty of their customers. To address these barriers to improving the customer experience, this report recommends implementing a new digital transformation initiative utilising AI-driven personalised recommendations, as well as virtual try-on capabilities. This recommended innovation aims to enhance customer satisfaction, minimise friction points in the customer experience, and foster greater loyalty to the ASOS brand.
In conclusion, the application of design thinking at ASOS enables the connection of innovation to customer needs, creating a seamless and emotionally connected digital customer experience that will help the organisation achieve long-term competitive advantages.
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[bookmark: _Toc213410083]Introduction
[bookmark: _Toc213410084]The current competitive retail market is highly competitive with innovation and customer experience being the major success drivers. The fashion industry is evolving at a high rate with the rapid digitalisation and shifting consumer behaviour. ASOS is a prominent online retailer based in the UK, which was established in 2000, and it is a good example of how innovation and design thinking can be used to improve customer engagement and business development. The company has established its brand on accessibility, inclusivity, and technology-driven fashion retailing, and currently has over 20 million active customers and sells over 85,000 products across the globe (ASOS, 2025).
This report assesses the application of design thinking and innovation strategies to enhance the digital customer experience at ASOS through two analytical frameworks, the Innovation Ambition Matrix and Customer Journey Model. The paper, which relies on secondary research sources, including academic, industry, and company sources, relates theory to practice in the rapidly expanding digital fashion industry where innovation is the key to loyalty, efficiency, and competitiveness.
The report is separated into two sections. Part One explores the existing innovation strategy and customer journey of ASOS to pinpoint the main challenges, whereas Part Two suggests a digital transformation project based on artificial intelligence and virtual try-on technology to improve personalisation and minimise friction. Collectively, these segments show that design thinking can assist ASOS to remain competitive, customer-satisfied, and brand-loyal in a fast-changing market.

Part 1 – Customer Journey and Current Innovation 
[bookmark: _Toc213410087]1.1 Customer Journey Analysis – ASOS
This part is dedicated to the way Customer Journey Mapping (CJM) can be used to enhance the application of digital technology by ASOS to enhance brand loyalty and customer engagement. Figure 1 CJM recognises five stages of customer experience, namely Awareness, Consideration, Purchase, Post-Purchase, and Loyalty, which are influenced by certain technologies, communication channels, and consumer expectations.
ASOS engages in digital advertising, influencer marketing, and social media campaigns at the Awareness stage to attract attention and interest. Although these channels are effective in reaching the audiences, they may lead to information overload. To solve this, ASOS ought to use data-driven segmentation and predictive targeting to send more relevant and personalised messages.
During the consideration process, customers interact with the ASOS site and application to compare prices and styles. Although the interface is intuitive, the question of size and fit is still a hindrance. Lemon and Verhoff (2016) discovered that online customers want to trust and be accurate, which implies that AI-based recommendation systems and AR try-on applications may boost confidence and purchase rates.

According to Pine and Gilmore (1999), effective brands create feelings of excitement and trust instead of emphasising on functionality. The customers of ASOS tend to experience excitement in the discovery, anxiety in the selection, and satisfaction in the post-purchase. The digital design can be enhanced with empathy and reassurance by adding such features as real-time tracking, transparent pricing, and personalised feedback, which can turn the routine transactions into memorable experiences.
The Purchase stage is also important to the overall satisfaction. Despite the secure payment methods provided by ASOS, numerous users complain about the redundant processes when making a purchase. The simplification of this step by one-click checkout and digital wallets is consistent with the design thinking principle of simplification, which states that less friction leads to greater usability (Brown, 2019).
During the Post-Purchase stage, the customers evaluate the performance of delivery and returns. The trust is established by the fast delivery and flexible return policies of ASOS, whereas the delays in refunds and the lack of communication decrease the satisfaction. Automated refund updates and real-time notifications would enhance reliability.
Lastly, the Loyalty stage identifies long-term involvement. ASOS has discounts with its membership programme, but minimal personalisation undermines customer relationship. Retention can be enhanced by creating loyalty rewards that are dependent on purchase history and interaction. According to Kotler et al. (2022), emotional attachment and perceived fairness are the primary factors of long-term loyalty.
In general, ASOS is doing well in terms of digital convenience and inconsistently in terms of emotional engagement. By solving pain points with specific innovations, including AI personalisation, AR try-ons, and automated returns, one would make the experience smoother and more emotionally satisfying.
[image: A customer journey map with many different items
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Figure 1. ASOS Customer Journey Map illustrating key customer touchpoints and emotional responses

[bookmark: _Toc213410085]1.2 Innovation at ASOS
[bookmark: _Toc213410086]ASOS is a global online fashion retailer that is digital first in its innovation. Besides sophisticated logistics and data-driven marketing, ASOS has employed AI and automation to offer the most seamless online shopping experience ever. Trott (2023) defines innovation as a blend of creative thought and systematic management that generates value out of new products, services, and processes. ASOS employs these principles with the help of AI, automation, and personalisation to improve its competitive advantage even further.
The fashion retail business is undergoing rapid change, and three key trends will influence the way fashion retailers operate in the future: fast delivery, sustainable practices, and inclusive products. To address these evolving consumer needs, ASOS has created stock management predictive analytics, chatbots to handle customer service, and algorithms to make product recommendations based on the browsing behaviour of an individual. ASOS is using technology to address the changing consumer demands effectively without compromising its operational effectiveness.
Although technology can be of great help to ASOS as it enables it to deliver to the consumer what they desire in a fast and efficient manner, there are also risks involved in over-reliance on automation like loss of human creativity and empathy. According to Trott (2023), companies that pay too much attention to the process component of innovation can lose the capacity to establish an emotional connection with their customers. Moreover, the innovations of ASOS have been more of an incremental nature, improving the current processes, but not disruptive. To continue expanding, ASOS must leverage its innovative potential to create human-centred designs and foster an organisational culture that values creativity and efficiency.
1.3 The Innovation Ambition Matrix – ASOS
The Innovation Ambition Matrix (Figure 2) is an example of how ASOS leverages its resources to create innovative products at different levels of ambition. Core innovations enhance the efficiency of operations of an organisation and/or customer experience. To illustrate, the latest core innovations of ASOS are the creation of its website and mobile application user interface, the improvement of data analytics, and the optimisation of last-mile delivery. These innovations allow customers to locate products fast, receive product suggestions correctly; and receive their purchases in a shorter and more reliable way.
New innovations enter new markets with the use of similar technologies. The introduction of sustainable product lines, including the Responsible Edit, and the use of Artificial Intelligence-based size guidance would be an example of an adjacent innovation at ASOS. These neighbouring innovations enable ASOS to keep delivering the advantages of online shopping to its customers and address the evolving consumer values in terms of sustainability and inclusion. Transformational innovations represent the highest risk/impact initiatives that transform the way organisations operate and/or provide services to consumers. ASOS is currently exploring the use of Virtual Reality (VR) and Augmented Reality (AR) solutions to offer customers immersive try-on experiences. Although VR/AR technology is in its infancy; it indicates ASOS's intent to be a leader in digital retail transformation.
Compared to H&M and Boohoo, ASOS’s approach to innovation is more multi-dimensional and technology-driven. For example, while H&M uses brick and mortar stores and uses innovative ways to make products from environmentally sustainable materials, ASOS is focused on digitally connecting with customers through its use of customer analytics tools. Boohoo focuses on quickly getting products out to consumers through fast-fashion logistics, but it also lacks transparency and ethical innovation in many areas (The Guardian, 2024). Due to this, ASOS has an advantage over both H&M and Boohoo in terms of offering speed, ethics, and technological capabilities in the fashion marketplace, and also will be well-positioned to support future trends in retail and consumer behaviour.
ASOS supports its design focus on customer needs and its long-term vision for leading in digital through its diverse types of innovations. The equilibrium of core stability and experimental innovation in support of design thinking provides a foundation for design thinking that emphasises empathy, prototyping and continuous learning (Brown, 2019).
ASOS's approach to innovation is consistent with Schumpeter's (1942) concept of "creative destruction", which views innovation as an ongoing process of market restructuring through replacement. Through its use of first-to-market experimentation and an agile development environment, ASOS continuously challenges existing retail models. This perspective is reinforced by Tidd and Bessant (2023), who indicate that collaborative relationships among design, logistics and data teams are critical for achieving sustainable growth through co-innovation. Furthermore, the fact that ASOS’s cross-functional development team collaborates on testing new features among marketing, technology and analytics teams indicates that the organisation can effectively manage innovation in a systematic way rather than being reactive.
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Figure 2. ASOS Innovation Ambition Matrix

[bookmark: _Toc213410088]Part 2 – Proposed Digital Transformation
[bookmark: _Toc213410089]2.1 Overview of the Proposed Innovation
This form of innovation is becoming increasingly essential for fashion brands to address the constantly evolving demands of fashion consumers, who desire a seamless, data-driven shopping experience tailored to their individual preferences and values. According to McKinsey (2024), more than 70 per cent of the current digital shoppers have now developed a desire to receive real-time personalisation by the retailers they are shopping with. The use of AI at ASOS will ensure that users can find what they need fast and easily, and reduce the amount of waste caused by wrong-size purchases and impulse purchases.
By introducing digital efficiency and sustainability, the digital transformation initiative will allow improving operations and assist in preserving brand credibility in the case of ASOS. Besides that, the ASOS AI Personal Stylist will help overcome three major obstacles that exist in the customer experience at ASOS: uncertainty in product selection, checkout friction, and low post-purchase loyalty rates. By using AI-based services, ASOS can build emotional relationships with its customers by delivering them personalised and dynamic experiences, which will lead to higher customer satisfaction. According to Norman (2013), true innovation is the process that happens when technology is integrated with human-centred design to produce both functional and emotionally fulfilling experiences.
The virtual try-on feature, as a part of the proposal, will enable the customers having access to a VR/AR headset (e.g., Meta Quest) to view the virtual try-on as an entirely immersive experience, allowing them to place outfits on a 3D avatar and play around with clothes in real time. However, because most ASOS individuals lack such devices, the feature would need to be on the mobile application. In the latter type, the customers would post a photograph, or a smartphone camera would generate a custom avatar in order that they could see the fit, size, and style of the products without any specialised equipment. This two-access business will ensure that the innovation is more accommodative and realistic to the wider ASOS customer base.
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Figure 3. Proposed Digital Innovation for ASOS: AI Personal Stylist

[bookmark: _Toc213410090]2.2 Applying Design Thinking Principles
The concept of design thinking provides a structured framework for developing user-centred innovations. Brown (2019) defines it as an iterative process comprising five stages: Empathise, Define, Ideate, Prototype, and Test. Applying these principles to ASOS ensures that technological improvements remain closely aligned with customer needs and emotional responses.
Empathise:
ASOS’s extensive customer data and feedback systems enable the company to understand user frustrations with fit accuracy, delivery reliability, and return convenience. Interviews, surveys, and data analytics can reveal deeper insights into emotional triggers, such as disappointment caused by inaccurate sizing or anxiety about returns.
Define:
These insights highlight the central problem: customers want to enjoy a confident, seamless shopping experience but often face uncertainty during key stages. Clearly defining this challenge allows ASOS to direct innovation toward increasing confidence, personal relevance, and convenience.
Ideate:
ASOS’s design and IT teams could brainstorm solutions combining AI and AR technologies, such as virtual try-on mirrors, voice-enabled outfit recommendations, and AI chat assistants offering personalised advice. Encouraging collaboration across teams promotes creativity and avoids one-dimensional technical solutions.
Prototype:
A limited beta version of the AI Personal Stylist could be launched to a small group of app users. Real-time testing would reveal how users interact with the feature, what data improves accuracy, and whether it reduces cart abandonment.
Test:
Innovations such as those created by ASOS will continue to evolve and improve as new technologies and tools become available and as feedback from customers continues to provide insight into how to serve their needs better. To measure the success of digital innovations, metrics such as engagement time, average order value, and return rates, etc. can be used to determine if ASOS's digital innovations meet both the customer expectations and the business requirements of the company.
Liedtka (2018) states that Design Thinking is a methodology that enables organisations to create innovative technologies that are both creative and practical. Design Thinking is an iterative process that develops products and services that are both empathetic and manageable. The use of Design Thinking will help ASOS ensure that its technological innovations are both inclusive and emotionally satisfying, rather than simply efficient.
Additionally, ASOS can improve their innovation process by implementing inclusive design methodologies. Inclusive design will enable ASOS to ensure that the website and mobile applications are accessible to customers with visual and/or mobility disabilities through adaptive interfaces that utilise alternative text and enable users to operate screen readers on ASOS.com, etc. Furthermore, ASOS can support diversity through cultural representation (utilising diverse models and demonstrating body positivity) and do so in a way that demonstrates how ASOS uses empathy in practical ways to develop products that align closer to its brand identity as an inclusive retailer.
Lastly, the implementation of Design Thinking principles should not be limited to the product development department at ASOS. When all the marketing, logistics, and customer service departments implement Design Thinking principles, they will encourage a culture of shared innovation and therefore allow ASOS to react more quickly to changing market conditions and deliver a consistent brand promise to customers throughout their shopping experience of ASOS.com.
The adoption of Design Thinking is consistent with the Double-Diamond Model of Design (Design Council, 2019). The Double-Diamond Model of Design describes two stages of divergent and convergent thinking during the innovation process and ASOS may utilise the Double-Diamond Model of Design to balance the exploratory aspects of innovation (creative idea generation) with the problem-focused aspects of innovation (identifying and solving specific problems). Utilising customer feedback loops in conjunction with the Double-Diamond Model of Design will further enhance the empathetic characteristics of ASOS's innovations and strengthen ASOS's leadership position in User Experience (UX) design.
[bookmark: _Toc213410091]2.3 Expected Benefits of the Digital Transformation
The implementation of the AI Personal Stylist is expected to generate benefits across multiple areas of the business.
Enhanced customer experience:
Customers are given personalised suggestions based on their body type, past purchases, and their favourite styles, which enhances satisfaction and confidence in making purchases. McKinsey (2024) states that AI-based personalisation can boost customer conversion rates by 30 percent and decrease return rates by 25 percent, which proves that the retail industry is improving in practise. Assisting customers in locating the right items that suit and match their style, ASOS will be able to make the process more interesting and emotionally satisfying, which will lead to brand loyalty.
Operational efficiency:
AI algorithms automate product curation, releasing marketing resources and lowering the cost of manual merchandising. Repetitive tasks can be automated and the staff can concentrate on strategic projects like creative campaigns and partnership development. These efficiencies lead to lower operational costs and increased responsiveness to market demands in the long run.
Increased customer retention:
Emotional loyalty is enhanced through personalisation. Customers will reorder and refer others to the brand when they feel recognised and understood (Kotler et al., 2022). By combining loyalty information with stylist suggestions, ASOS will be able to provide personalised rewards, which will keep the customer interested and will help the brand to create a stronger emotional connexion with the customer.
[bookmark: _Toc213410092]Data-driven innovation:
Whenever an ASOS user engages with the Stylist tool, they generate more data that is utilised by ASOS to enhance product development, inventory management, and marketing campaigns. The entire data ecosystem will facilitate further learning, which will enable ASOS to detect the emerging fashion trends in the future earlier and respond more proactively by making timely adjustments to their collections. Tidd and Bessant (2023) state that when organisations utilise customer data to make the sustainability of their innovation, they have sustainable innovation, as the decision-making process is not assumption-based, but evidence-based. 
Overall, the suggested innovation will allow ASOS to combine customer experience and operational intelligence, which will support its position as one of the leaders in digital fashion retail. By transforming data into insights and personalisation to trust, ASOS will be placed in a competitive position and will not lose its consistency with innovation and long-term brand values.
2.4 Future Customer Journey after the AI Personal Stylist Implementation
The redesigned customer journey, following the introduction of the AI Personal Stylist, demonstrates how digital innovation reshapes the user experience at every touchpoint. By embedding AI, personalisation, and automation, ASOS transitions from a transactional model to a relational one driven by empathy, trust, and engagement.
Awareness
In the enhanced journey, awareness becomes more targeted and interactive. AI enables ASOS to deliver personalised advertisements that showcase clothing items aligned with each user’s preferences and browsing history. Instead of generic campaigns, customers encounter ads reflecting their size, colour choices, and price range. This reduces information overload and encourages curiosity by making content relevant. As Camilleri (2024) argues, personalisation at the awareness stage strengthens cognitive and emotional connection with the brand, leading to higher engagement rates.
Consideration
In a similar way to how the Consideration Stage has been enhanced by the Stylist, who provides customers with personalised suggestions for outfits while they are shopping, the Augmented Reality feature of "trying on" clothes allows customers to see how products would look on them before making a purchase. The tools used by customers will allow them to have confidence in their purchases and reduce the main concern that was found in an earlier stage- uncertainty about sizes, as shown in research done by Lemon & Verhoef (2016) which stated that the amount of uncertainty greatly affects the intent to make a purchase when shopping digitally.
Depending on the technology available to the respective customers, the virtual try-on feature will operate differently. Users with an AR/VR headset (i.e. Meta Quest) are potentially exposed to a fully immersive experience, where clothes are shown in 3D and outfits can be interacted with. However, the feature would also involve a mobile-based version as most ASOS users do not have access to the equipment. The ASOS app also allowed customers to create a personalised avatar and preview size, fit and style with their smartphone camera and no specialised hardware. This will render the proposed innovation a bigger and more viable innovation to the whole customer base.
The stylist also allows ASOS to use social validation within the app. Users can send the AI-recommended outfits to friends and get feedback. Social interaction combined with technology allows for inclusion of all customers and shows that this is one of the core values of ASOS.
Purchase
Purchase Phase Speed & Intuitive Nature. ASOS’s AI Assistant is integrated with the One-Click Checkout System. Payment Methods, size data, and delivery preferences are Automatically Added to the Order Form. Eliminating Repeated Steps in the Purchase Process Reduces Friction & Cognitive Load. According to Brown (2019), Design Thinking that Simplifies Processes Creates Positive Emotional Impact Through Effortless Experiences.
Predictive Analytics enable ASOS to forecast order volumes, enhancing stock accuracy and delivery scheduling. Estimated arrival times for orders are provided prior to payment completion, enhancing transparency and trust.
Post-Purchase
The post-purchase interaction has a significant influence on customer loyalty and, consequently, the customer's overall experience with the Brand. With the AI Personal Stylist, customers receive ASOS app messages with shipment and possible returns tracking information along with suggestions for the customer's purchase aftercare, which may have been completely unrelated to the customer's purchase, i.e., product suggestions or accessory match suggestions based on the customer's prior purchasing history. The AI Personal Stylist transforms what was once a mechanical process —the post-purchase communication process —into an emotionally connected experience with the brand.
Automating the refund process and sending immediate notifications regarding the status of refunds directly addresses one of the most significant problems in the customer journey at present—delayed communication. According to Johnston et al. (2021), providing transparency during post-purchase processes will create greater trust in the customer relationship and will possibly increase the likelihood of future business transactions with the customer, especially in e-commerce where establishing trust is very important.
Loyalty
The "loyalty" in the new journey changes from being about transactions to be about relationship-building. The loyalty program at ASOS uses game mechanics to reward users not just for purchasing products but for their interactions with the AI stylist and their sustainable actions (such as using a garment collection service or buying clothing from ASOS's eco-friendly product lines) by earning them points and unlocking content including exclusive content, first looks at upcoming collections, and sustainability badges.
ASOS has built an emotional connection between its customers and the brand, which is what Kotler et al. (2022) refer to as creating long-term, meaningful brand relationships through consistent recognition and shared interests/ values, so that customers feel truly appreciated and want to continue participating in the ASOS ecosystem.
Impact and Measurement
The impact of the AI Personal Stylist can be evaluated using both quantitative and qualitative metrics.
· Customer satisfaction (CSAT) and Net Promoter Score (NPS) will indicate emotional engagement.
· Conversion rate and average basket value will show how effectively personalisation drives sales.
· Return rate will reveal improvements in fit accuracy.
· Repeat purchase frequency and loyalty programme participation will measure long-term retention.
Continuous feedback loops ensure that the innovation evolves alongside customer expectations. This aligns with Liedtka’s (2018) concept of “learning loops” in design thinking, where iterative feedback supports both efficiency and empathy.

	Customer Type
	Awareness 😊
	Consideration 😌
	Purchase 😃
	Post-Purchase 🙂
	Loyalty 😁

	AR/VR Users
	VR-compatible ASOS campaigns; immersive branded experiences
	3D virtual try-on; interactive outfit preview
	Checkout inside VR via linked ASOS account
	VR notifications; delivery updates inside the virtual environment
	VR-exclusive loyalty events; immersive rewards

	Non-AR Users
	AI-powered targeted ads; social media promotion
	Mobile AR try-on via camera or photo upload
	One-click checkout; seamless mobile payments
	App notifications; tailored recommendations
	Gamified loyalty programme; points and rewards


Figure 4. Future Customer Journey Map and Impact Analysis

This enhanced journey demonstrates how ASOS moves from a transactional model to a relationship-driven experience supported by empathy, data, and innovation. By integrating AI and design thinking principles, ASOS strengthens both functional performance and emotional satisfaction, ensuring that customers not only complete purchases efficiently but also feel recognised and valued throughout their interaction with the brand.
[bookmark: _Toc213410093]2.5 Sustainability and Long-Term Value
[bookmark: _Toc213410094]This innovation will help ASOS to meet its objectives of minimising waste due to returns, improving inventory management, and enhancing sustainability by minimising the number of unnecessary packaging and shipping of products that do not have to be bought, as a consequence of the customer being offered the products that they are likely to fit into. Thus, it will be used to further support the corporate values of ASOS of ethical retailing.
The digital retail environment has been characterised by ethical innovation in the past few years. The application of AI to ethical purposes (e.g., removing bias in algorithms to inform decisions; ensuring customer information is secure) will give ASOS the opportunity to become a pioneer in the field of sustainable technologies in retail. According to Paton et al. (2021), the generation of long-term value out of innovation is not only possible by enhancing efficiency, but also by allowing an organisation to operate in a socially and environmentally responsible way.
Thus, the AI Personal Stylist can be viewed as a demonstration of how technological innovations, guided by design thinking, can add value to ASOS in terms of profitability as well as foster social responsibility as a part of its overall mission to combine digital innovation with inclusiveness and sustainability.

Conclusion
ASOS was examined through the lens of design thinking and innovation, focusing on digital customer experiences. An examination of the present customer journey showed that although ASOS has demonstrated significant digital interaction and operational efficiency there continue to be problems associated with providing a fluid and emotionally gratifying experience throughout the entire customer journey. For example, the complexities associated with the checkout process, the lack of clarity about whether a selected item will fit a customer and the time it takes for communication regarding refunds are examples of the necessity for user-centric innovation.
Therefore, the new AI Personal Stylist was designed to address these customer concerns through the application of artificial intelligence and augmented reality to provide each customer with individualised product recommendations, virtual product try-on capabilities and post-purchase support services. As a result, the AI Personal Stylist incorporates principles from design thinking (empathy, testing, iterative improvement) to allow customers to focus on interacting with people during the usage of this technology. The revised customer journey map illustrated the changes made to reduce friction experienced by customers, increase customer satisfaction and foster stronger emotional connections between customers and ASOS.
In addition to improving the quality of the customer's experience, the development of the AI Personal Stylist will assist in reaching ASOS's sustainable goals such as reducing returns and supporting responsible consumption. Additionally, the adoption of AI technology further strengthens ASOS’s position as a leader in the digital segment of the fashion retail market. Therefore, the research demonstrates that through the application of design thinking and digital innovation, ASOS can improve the functionality and build trust with customers leading to long-term customer loyalty and competitiveness within a changing market.
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