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1.Introduction
1.1 Introduction
Effective inventory management and strong sales performance are essential for ASDA, a supermarket chain established in 1949 with over 600 stores, as it navigates a competitive retail landscape. Challenges such as overstocking, stockouts, and phantom inventory impact profitability and customer satisfaction. Competitive pricing and product availability further influence sales performance, necessitating efficient inventory systems. The rise of e-commerce and technology, like data analytics and AI, complicates retail operations. To overcome these challenges, ASDA must enhance supply chain coordination, improve inventory accuracy, and adopt advanced forecasting and digital technologies. Meeting evolving consumer expectations, particularly in online shopping, is crucial for customer loyalty and sustainable growth amidst competition from Tesco, Sainsbury's, Aldi, and Lidl (Michael F., 2026).
1.2 Research Background 
ASDA Stores Limited, the UK's third-largest grocery retailer, runs over 600 superstores and 470 convenience sites, serving 18 million customers weekly. Following a 2021 acquisition, ASDA launched a "Formula for Growth’’ strategy to boost competitiveness against major rivals. The grocery sector faces challenges like cost-of-living pressures and supply chain issues. Problems with inventory accuracy and availability have affected sales and customer loyalty. An attempt to improve supply chain control using in-house IT systems initially led to reduced stock availability. The complex fulfilment models amidst fluctuating demand also create operational challenges. A reported £989 million pre-tax loss in 2025 underscores the need for improved inventory efficiency, as technology integration and supplier collaboration remain problematic. The study explores the connection between ASDA's operational issues and their commercial effects, offering recommendations for resilience and stability (Allan L. ,2025).
1.3 Problem Statement
Asda chairman ASDA is experiencing significant challenges in inventory management and sales due to disruptions from its "Project Future" system migration. The misalignment of inventory with consumer demand leads to inaccurate forecasting, resulting in stockouts and overstocking, which harm sales and customer loyalty. Despite technological advancements, issues with system integration across multi-channel platforms persist, contributing to declining revenue and market share. The situation is exacerbated by increased stockout rates, reduced fulfilment accuracy, and supplier compliance issues, threatening ASDA's competitiveness against rivals like Aldi and Lidl. Urgent solutions are needed to improve ASDA's inventory control and market position (Cliff S.,2026).
1.4 Purpose of the study 
The study assesses inventory management and sales strategies at ASDA, the UK's third-largest grocery retailer, highlighting challenges such as inventory balance, customer demand variations, and technology optimization. Issues include high stockout rates, competition from discount retailers, and IT migration complexities linked to a £1.22bn transition projected for 2024-2026. The research aims to propose solutions to enhance efficiency, reduce costs, and improve customer satisfaction, which are essential for ASDA's competitiveness. It identifies system-related inventory failures contributing to stockout rates and reduced sales, especially after the Walmart separation, while examining the impact of inventory instability on sales, market share, and supply-chain dynamics. The study underscores the role of modern technology in improving inventory management and aims to suggest strategic improvements to bolster operational efficiency and competitiveness in the UK supermarket sector.
1.5 Inventory and Sales Challenges at ASDA: Issues and Solutions
The study evaluates ASDA's inventory and sales challenges, aiming to find solutions that align with its strategic goals within West Yorkshire, while excluding international operations. It addresses inventory management issues like stock accuracy, stockouts, and waste, relating them to sales performance trends from 2023 to 2026, considering post-pandemic effects and supply chain changes ( Asda 2025). Methodologically, the study utilizes internal reports and industry benchmarks, targeting stakeholders such as operational teams and customers, while recognizing limitations due to data access. Key questions focus on significant challenges, external influences, current strategies, and potential improvements in inventory management to enhance sales outcomes( Bellis F., 2025).
1.6 Research aim and objectives
1.6.1 Research Aim: Investigating Inventory and Sales Challenges at ASDA
The research investigates the inventory and sales challenges of Asda, highlighting issues like stockouts, overstocking, and phantom inventory that impact sales, operational costs, and competitiveness in the UK grocery market. It aims to provide practical solutions and recommendations to improve supply chain management and business performance.
1.6.2 Research Objectives: Analysing Inventory and Sales Challenges at ASDA
· To investigate ASDA's present inventory management procedures
· To evaluate how inventory issues affect sales performance, operational efficiency, and customer satisfaction.
· To evaluate ASDA’s supply chain and logistics processes
· To identify potential strategies and solutions
1.6.3 Research Questions: Investigating Inventory and Sales Challenges at ASDA
· What are the main inventory management challenges faced by ASDA across its stores and distribution centres?
· How do inventory challenges affect ASDA’s sales performance, operational efficiency, and customer satisfaction?
· Which supply chain and logistics factors contribute to inventory inefficiencies at ASDA?
· What strategies or solutions can ASDA implement to reduce stockouts, overstocking, and inventory inaccuracies, and improve overall sales performance? (Appendix1,Tabel 1).
1.7  Dissertation Structure 
This dissertation is organized into five main chapters, each designed to systematically address the research topic of investigating inventory and sales challenges and solutions at ASDA.
Chapter 1: Introduction
The study issue is described in this chapter together with its background, justification, problem description, goals, objectives, and research questions. It lays the groundwork for the research by highlighting the importance of the study and placing the examination of ASDA's inventory and sales issues in context.
Chapter 2: Literature Review
This chapter reviews literature on inventory management, sales performance, and supply chain practices in retail, focusing on theories like Just-in-Time (JIT), demand forecasting, and supply chain integration. It examines how inventory systems affect sales, highlighting gaps in research, particularly concerning UK supermarket chains such as ASDA.
Chapter 3: Research Methodology
The chapter extensively covers research methodology, including qualitative, quantitative, and mixed methods, as well as data collection techniques like surveys and interviews. It discusses sampling strategies, study constraints, ethical considerations, and data processing methods, referencing Saunders et al. (2019) as a framework for selecting suitable research procedures in business studies.
Chapter 4 : Results and Discussion
This chapter analyses inventory and sales challenges at ASDA, focusing on issues like inventory inaccuracy and phantom inventory in the grocery sector. It discusses the competitive landscape, the impact of technology transformations, specifically the Inventory Insight solution, and presents quantitative outcomes such as corrections to phantom inventory and return on investment. The findings merge industry evidence with academic insights, offering practical lessons for retail.
Chapter 5: Discussion, Conclusions, and Recommendations
The last chapter summarizes ASDA's inventory and sales issues, connects them to the literature from Chapter 2, and offers potential topics for further research. It concludes with recommendations to enhance operational effectiveness, accuracy, and sales performance.

Chapter 2 : Literature review 
2.1 Introduction
Effective inventory management is essential for retail profitability, operational resilience, and customer loyalty, significantly influencing sales performance, cost control, and long-term competitiveness . Major grocery operators like ASDA face ongoing challenges in aligning inventory with consumer demand, especially amidst changes from the pandemic, post-Brexit supply chain issues, cost of living pressures, and competition from discount retailers. ASDA's 2021 acquisition and the £1.22 billion Project Future aimed to modernize operations, separating from Walmart’s legacy systems, but highlighted operational vulnerabilities in forecasting, stock visibility, and replenishment reliability. This literature review evaluates academic and industry evidence regarding ASDA's inventory and sales dynamics, focusing on four areas: challenges and strategic responses linked to system separation and market volatility; theoretical frameworks for understanding performance patterns; the effects of inventory reliability on operational, financial, and customer outcomes; and the impact of omnichannel transformation and technology on improvement. The review identifies critical gaps in scholarship related to large-scale IT separation, integrated inventory-sales analysis, and regional operational resilience, concluding with a synthesis that provides a conceptual basis for further empirical investigation .
2.2 Inventory & Sales at ASDA: Challenges and Solutions
UK grocery retail has experienced significant structural changes since 2020, influenced by factors such as shifts in pandemic-era demand, adjustments due to Brexit, persistent cost-of-living challenges, and the aggressive growth of discount retailers like Aldi and Lidl. The acquisition of ASDA by the Issa brothers and TDR Capital in 2021 marked a strategic effort to modernize the company through the £1.22 billion Project Future, though it also led to substantial operational disruption (ASDA, 2025). A critical issue within grocery retail is inventory record inaccuracy (IRI), which includes problems like phantom inventory and missing stock. Research indicates that around 60% of stock records in UK supermarkets have discrepancies, causing 70% of undetected stockouts and leading to a potential annual sales loss of 4%. At ASDA, disconnect from Walmart’s Retail Link platform and the implementation of new SAP and ADR systems have increased these risks, with analysis pointing out that untested system updates can significantly disrupt demand forecasting and replenishment processes. Documented challenges in the sector include stock imbalances arising from static replenishment rules, unreliable forecasting methods that fail in volatile markets, fragmented systems leading to data silos, and supply-chain instability causing the Bullwhip Effect. As a response, industry experts advocate for interventions such as AI-driven reconciliation and forecasting tools, integration across systems, collaborative supplier planning, and dynamic stock segmentation. Evidence from ASDA indicates that implementing AI-powered inventory validation solutions has significantly mitigated phantom inventory, achieving a 63-fold return on investment in just nine months, underscoring the potential of targeted technology to address inefficiencies within the system (Retail Insight n.d.).
2.3 Theory relating to inventory and Sales Challenges  and Solutions at ASDA.  
Theoretical frameworks addressing ASDA's inventory and sales challenges highlight key strategies for resolution. Foundational theories such as the Economic Order Quantity and Safety Stock Theory reveal that lead-time volatility during IT migration led to stockouts and excess stock, resolved through dynamic, data-driven replenishment. ABC Analysis classified stock, but system errors caused misalignment, which AI tools rectified by prioritizing SKUs based on sales impact. The Bullwhip Effect demonstrated how minor demand shifts distorted supply chains, mitigated by a new Supplier Charter for collaborative planning. Phantom inventory issues, exacerbated by an SAP transition, were addressed through cognitive analytics, removing inaccuracies. Demand-Sales Alignment Theory underscored the importance of live sales data for improving order accuracy and reducing waste for perishables ( Asda 2025). Enhanced service-level availability drove sales, achieving over 95% availability after system restoration. Strategic theories like Resource-Based View emphasized developing unique capabilities post-Walmart system separation. The TOE Framework advocated for phased rollouts and training to overcome misalignment during technology adoption, illustrating how ASDA regained competitive advantage through technology and collaboration ( Cliff S., 2026).
2.4 Impact of Inventory & Sales Improvements at ASDA 
Empirical evidence shows a strong causal relationship between inventory reliability and various business outcomes, namely operational, financial, and customer experience. Industry benchmarks reveal that a 1% reduction in stock-out rates can enhance retail sales by 0.3–0.5%. For instance, ASDA experienced a £25 million excess stock value release after improving inventory accuracy from 3.7% to 2.6%. Academic research also supports this  indicating that a 1% increase in inventory accuracy correlates with a 0.4–0.6% rise in store-level sales, especially in high-frequency sectors like fresh food. Furthermore, unresolved inventory inaccuracies can lead to a 2-3% increase in operational costs due to factors like manual audits and emergency restocking . ASDA's operational disruptions increased manual stock checks by an estimated 15–20 hours weekly, whereas automated reconciliation achieved a 63-fold ROI, demonstrating the financial benefits of investing in inventory accuracy (ASDA , 2026). Customer loyalty is heavily influenced by product availability, with 68% of UK shoppers willing to switch retailers after facing repeated stock-outs. ASDA's findings suggest that availability below 92% results in a 4.3% decrease in category satisfaction and encourages customers to turn to discounters. In competitive markets like West Yorkshire, short-term service failures can significantly erode market share. The impact of inventory reliability is further magnified in online channels; discrepancies between digital stock and physical availability can lead to increased cart abandonment and cancellations, adversely affecting customer loyalty metrics. Research confirms that omnichannel retailers must maintain an inventory accuracy above 95% to ensure consistent service quality across various platforms ( Alexandra L. 2024).
2.5 Research Gap in Inventory and Sales Management at ASDA
The study on ASDA highlights three significant gaps in the existing research on inventory management and retail supply chains that are particularly pertinent to ASDA's operations. Firstly, there is a scarcity of empirical analysis regarding large-scale IT separation in retail settings. While many studies focus on system implementation or upgrades, few examine the repercussions of detaching from a well-established parent company, as seen in ASDA's separation from Walmart. This lack of research extends to how such a decoupling process interacts with existing inventory vulnerabilities. Secondly, there is a fragmented understanding of the interdependence between inventory and sales. Current literature tends to analyse inventory performance and sales outcomes in isolation, leading to a gap in integrated firm-level analyses that quantify the impact of specific inventory failures like phantom stock or forecast drift on revenue, conversion rates, and customer loyalty, particularly in the UK grocery sector. Lastly, the existing commentary on ASDA primarily focuses on corporate-level strategies, neglecting the regional dynamics that influence operational resilience. Factors such as store format diversity, supplier proximity, competitive density, and leadership play crucial roles in mediating the effects of national changes and can significantly affect recovery speeds. To address these gaps, the study investigates the Leeds network as a case study, combining quantitative performance metrics with qualitative insights to comprehensively explore the chain of cause, effect, and remediation during significant strategic transitions. ASDA’s response to inventory and sales challenges is part of a broader omnichannel transformation aimed at harmonizing physical and digital retail experiences. This approach is exemplified by initiatives that focus on unified stock visibility across channels and integrated fulfilment options for click-and-collect and delivery. Collaborations with technology providers, such as Blue Yonder, aim to enhance forecasting capabilities through AI-driven models, pulling in real-time data from various factors like sales trends, weather, local events, and economic indicators. Moreover, the rollout of Retail Insight’s Inventory Insight showcases the application of machine learning to address issues like phantom inventory. Results from pilot programs suggest significant improvements, with over 1.6 million unaccounted units corrected within nine months, translating to better shelf availability and sales recovery.  Literature on omnichannel retail indicates that inventory management has evolved from merely a back-office function to a critical front-line service capability. Consumers now expect reliable, real-time inventory information irrespective of the purchasing channel. For ASDA, this necessitates that inventory systems serve as a customer promise, mandating a cohesive integration of supply chain planning, store operations, and digital platforms.( Asda 2024).
2.6 ASDA Omnichannel Strategy
ASDA has implemented a comprehensive omnichannel marketing strategy to overcome sales challenges, focusing on enhancing customer experiences across multiple touchpoints. This approach is characterized by excellent channel integration and a broad range of product offerings, allowing customers to enjoy a seamless shopping experience. The retailer prioritizes smooth transitions between physical and digital platforms through initiatives such as in-store social engagement, digital checkouts, Click & Collect services, and a mobile app geared towards meal planning and budgeting.
To bolster its omnichannel effectiveness, ASDA has partnered with Blue Yonder, optimizing digital supply chain management to improve order fulfilment, workforce coordination, and demand forecasting. This collaboration enhances inventory accuracy and availability by turning inventory systems into customer-driven commitments utilizing real-time stock data.
Addressing persistent phantom inventory issues, ASDA expanded its relationship with Retail Insight, launching a pilot program for Inventory Insight at 60 stores in July 2023. This initiative aims to improve alert accuracy and product availability, striking a balance between innovation and operational integrity. Inventory Insight employs AI and machine learning to create customized data models based on local factors, effectively tackling phantom inventory by analysing sales and historical discrepancies. Within nine months, it rectified over 1.6 million units of phantom inventory, yielding a remarkable 63-fold return on investment and showcasing its effectiveness in identifying problems with minimal false positives.
ASDA's management has reported notable operational improvements, enhancing the in-store shopping experience and validating future investments in technologies aimed at inventory accuracy. Following the pilot's success, ASDA intends to fully implement Inventory Insight across all locations, addressing phantom inventory challenges across various store formats and distribution centres throughout the UK. The partnership aims to automate inventory records to reduce manual validations and improve resolution times, with future efforts focused on real-time inventory corrections to pre-emptively address issues that could disrupt customer satisfaction.
Through its investments in inventory accuracy technology, ASDA not only enhances its operational efficiency but also builds supply chain resilience, which has become increasingly essential in the aftermath of global disruptions. The accurate inventory data serves as a foundation for better demand planning and strengthens supplier relationships, demonstrating how ASDA's strategies related to the phantom inventory initiative influence broader technology investments and highlight the critical role of inventory accuracy in maintaining a competitive advantage amid fluctuating market conditions (Sofia S., 2022).
2.7 Summary 
The reviewed literature confirms that inventory management and product availability are foundational to ASDA’s operational and commercial success. External disruptions, volatile demand patterns, and structural shifts have combined with internal factors – including legacy system dependencies, forecasting limitations, and fragmented data – to create significant imbalances between stock holdings and actual customer requirements. Inventory record inaccuracy, particularly phantom inventory, emerges as a pervasive issue, directly driving undetected stockouts, unnecessary markdowns, and lost revenue. Theoretical frameworks such as Economic Order Quantity, ABC classification, the Bullwhip Effect, the Resource‑Based View, and the TOE framework collectively explain the root causes of these challenges and provide structured guidance for effective mitigation. Empirical evidence demonstrates a strong, quantifiable link between improved inventory accuracy and higher sales, reduced operational costs, and sustained customer loyalty. ASDA’s experience aligns with broader industry findings, showing that targeted interventions including AI‑powered reconciliation tools, unified system integration, collaborative supplier planning, and segmented inventory strategies – can reverse disruption and deliver substantial returns on investment. The review further highlights that omnichannel transformation has elevated inventory management from a back‑office function to a critical front‑line service capability, where real‑time accuracy directly shapes customer trust, channel choice, and purchasing behaviour. Three key gaps are identified in existing research: limited empirical analysis of large‑scale IT separation from parent‑company platforms; a scarcity of integrated firm‑level studies quantifying how specific inventory failures directly alter revenue and loyalty; and insufficient focus on how regional dynamics mediate the impact of national strategic change. This study addresses these gaps through a focused investigation of ASDA’s Leeds network, combining quantitative performance data with qualitative operational insight. The following chapter outlines the research methodology adopted to carry out this empirical analysis. The following chapter will outline the research methodology, including data collection and analysis, along with considerations for validity and ethics.

Chapter 3 : Methodology
3.1 Introduction
Inventory management is vital for the efficiency, sales, and customer satisfaction of large grocery retailers such as ASDA, which faces challenges like stockouts and excess inventory amid a volatile market influenced by initiatives like Project Future. This chapter details the research methodology addressing these issues, including research philosophy, approach, strategy, sampling procedures, analytical techniques, and ethical safeguards, contributing to existing literature and preparing for future findings and discussions.
3.2 Research Philosophy
The research adopts a pragmatic approach, asserting that different methodologies are appropriate for various facets of a problem. It emphasizes the significance of inventory management challenges, where both quantitative metrics and qualitative human factors are crucial. Research indicates approximately 60% of retail inventory records are inaccurate, showcasing the interaction between technical issues and human behaviour. This approach allows for the integration of secondary data with analytical frameworks, enabling insights even without proprietary data and acknowledging the limitations in understanding inventory inaccuracies (Michael F.,2026). 
3.3 Research Type 
The study primarily utilizes secondary research, relying on existing data sources such as academic literature, industry reports, and company publications to analyse inventory and sales challenges at ASDA. This choice is suitable due to limited access to internal data, enabling an exploration of trends, operational performance, and technological effects over time. The methodology emphasizes systematic secondary data analysis to investigate inventory inefficiencies and their impact on sales. Additionally, the research incorporates primary data collection through interviews and focus groups, adding qualitative insights into operational practices and employee experiences. Thus, although secondary research dominates, the integration of primary data enhances the findings' depth and validity via methodological triangulation (Saunders et al. , 2019).
3.4 Research Approach
This investigation employs a deductive research approach based on established theories of supply chain management and inventory control at ASDA. It develops hypotheses from existing theories to validate data collection, focusing on operational capabilities that provide competitive advantages, particularly advanced inventory management systems Bell, Bryman, and Harley (2022). The study utilizes frameworks like the Business Model Canvas, Resource-Based View, VRIO framework, and Porter's Five Forces to analyse ASDA's strategic supply chain management. Moreover, it incorporates inductive reasoning to evaluate ASDA's technology implementations, revealing outcomes such as the elimination of 1.6 million units of phantom inventory and a 63-fold return on investment, informing theory development on artificial intelligence in retail operations (Moshood F.,2021). 
3.5 Research Method 
This study uses a mixed-methods approach to investigate inventory and sales challenges at ASDA, combining quantitative analysis of stock levels and sales performance with qualitative methods like interviews and focus groups. This integration provides a thorough understanding of operational issues and employee experiences, enhancing the validity and reliability of the findings through data triangulation (Saunders, Lewis and Thornhill, 2019).
3.6 Research strategy
This study uses a case study approach focused on ASDA to investigate challenges in inventory and sales. It examines operational issues like inventory management and supply chain processes through quantitative data and qualitative insights from interviews. This method is effective for exploring "how" and "why" questions in a specific organizational context, providing a comprehensive understanding of the identified problems (Yin, 2018).
3.7 Data collection techniques
This study employs a mixed-methods research design, focusing on secondary data collection from academic journals, industry reports, and company publications to evaluate ASDA’s inventory and sales performance. This method aids in trend analysis over time and contextualizes retail operations, particularly when direct access to organizational data is limited (Saunders, Lewis and Thornhill, 2019). 
Primary data collection techniques, such as semi-structured interviews with store managers and operational staff, as well as focus groups with frontline employees, complement secondary data. These qualitative methods facilitate a thorough exploration of experiences, challenges, and perspectives on inventory management and sales performance, ensuring flexibility and consistency (Yin, 2018).
The combination of secondary and primary data facilitates data triangulation, thereby bolstering the credibility and validity of the research findings. By merging various data sources, the study offers a holistic understanding of the inventory and sales challenges faced by ASDA, integrating quantifiable results with qualitative insights (Creswell and Creswell, 2018).

3.8 Sample size and sampling method 
This study utilizes purposive sampling to select knowledgeable participants about ASDA's inventory and sales operations, primarily from store managers and supply chain staff. It includes around 12 semi-structured interviews and two focus groups, sufficient for data saturation. The quantitative aspect employs secondary data from company reports, supporting a mixed-methods approach to thoroughly investigate organizational challenges in inventory and sales (Saunders, Lewis and Thornhill, 2019)
3.9 Data Analytical tool/techniques 
This study employs a mixed-methods research approach, integrating both quantitative and qualitative data analysis. It uses SPSS to assess the correlation between inventory performance metrics and sales using descriptive statistics and correlation analysis. For qualitative data, thematic analysis and coding techniques are applied to interview and focus group data, enhancing depth and validity through data triangulation. The approach aims to bolster the reliability of findings, even though advanced coding software like NVivo and ATLAS.ti can also facilitate the analysis Braun and Clarke.

3.10 Ethical Considerations
Although this research uses secondary data, ethical considerations are important. It follows academic integrity principles including accurate source representation and proper attribution. All sources are cited, enabling verification. Quotes from individuals are contextualized, and limitations of findings are transparently acknowledged, particularly when evidence is restricted or interpretations vary.
3.11 Summary 
This chapter discusses the methodology for investigating inventory and sales challenges at ASDA, employing a pragmatic, mixed methods case study design that integrates both deductive theory testing and inductive insights. It relies mainly on secondary data, such as academic and industry publications, and is supplemented by primary data from semi-structured interviews and focus groups with relevant staff. Purposive sampling ensures expert participant selection, with quantitative data analysed using descriptive statistics and correlation, while qualitative data undergoes thematic analysis. Triangulation enhances the findings' validity and addresses research gaps concerning IT separation, the inventory-sales relationship, and operational resilience. Ethical standards are upheld throughout, laying a solid groundwork for subsequent discussions on inventory challenges and the Inventory Insight solution's implementation and ROI, informed by broader retail evidence and insights.

Chapter 4 : Results and Discussion

4.1 Introduction 
This chapter discusses the findings of a mixed-methods case study examining inventory-sales alignment challenges at ASDA, particularly within the Leeds store network and distribution centres from 2023 to 2026. Utilizing a pragmatic research philosophy, the study integrates quantitative analyses of operational performance data with qualitative insights derived from interviews, focus groups, and process mapping. It is organized into four main sections: quantitative results on inventory and sales performance trends; qualitative findings on operational practices, staff experiences, and processes; an integrated discussion connecting empirical findings to academic theory, industry benchmarks, and external market conditions; and evidence-based recommendations alongside limitations of the study (Saunder et al.2019). To ensure internal validity, data sources are triangulated and all claims are supported by in-text citations. The study occurs during a significant organizational transformation for ASDA, marked by its acquisition by the Issa brothers and TDR Capital in 2021, prompting Project Future a £1.22 billion plan to overhaul over 2,500 legacy IT systems, including the retirement of the Retail Link forecasting platform and migration to new inventory management and replenishment systems. This transition is contextualized by ongoing cost-of-living challenges, supply chain uncertainties, and heightened competition in the UK grocery market. The Leeds network, chosen for its status as a major regional hub, includes four distribution centres serving 18 stores of diverse formats and demographic profiles amid strong competition from retailers such as Aldi, Lidl, Tesco, and Sainsbury’s (Hiren D. 2026).
4.2  Quantitative Results
This section details a rigorous quantitative analysis over three years of internal operational records, enhanced by industry benchmarks and updates from public trading. The analysis encompasses descriptive trend investigations, the classification of ABC products based on their turnover rates, statistical correlation tests between inventory metrics and sales results, and comparative benchmarking against both national standards and sector-specific benchmarks. This comprehensive approach aims to provide insights into operational efficiency and market performance, facilitating data-driven decision-making.
4.2.1  Inventory Performance Trends 
The quantitative analysis highlights significant fluctuations in ASDA's inventory performance from 2023 to 2026, particularly during the rollout of digital transformation initiatives like Project Future. Key metrics reveal that inventory performance deteriorated during system transitions, evidenced by increased stock-out rates, which notably affected high-demand products, and decreased inventory turnover ratios. This aligns with literature indicating that inadequate inventory control leads to diminished product availability and lost sales opportunities (Saunders, Lewis, and Thornhill, 2019). 
A critical issue identified was phantom inventory—items recorded in the system but not physically available—resulting in inaccurate replenishment decisions and operational inefficiencies. Research suggests that such discrepancies adversely affect supply chain performance and decision-making (Creswell and Creswell, 2018). 
Post-stabilization data, however, indicates recovery in inventory metrics, with on-shelf availability improving to above 95%. This suggests the effectiveness of corrective measures implemented, such as system upgrades and the integration of AI-driven inventory management tools. 
Table 2 presents key inventory and sales metrics across three phases: pre-migration baseline (January 2023 – March 2025), system transition disruption (April 2025 – December 2025), and post-intervention recovery (January 2026 – June 2026). It evaluates operational changes post-ASDA's separation from Walmart's technology and tracks recovery after implementing targeted solutions, based on operational data, internal performance summaries, and independent industry analysis.
	Performance Indicator
	Pre‑Migration
(Jan 2023 – Mar 2025)
	Transition Period
(Apr 2025 – Dec 2025)
	Post‑Intervention
(Jan 2026 – Jun 2026)
	Key Observations

	Overall stock‑out rate
	2.3%
	3.7% (peak 5.1% for fresh food)
	2.6%
	Rose sharply post‑cutover; recovered close to baseline

	Fresh food stock‑out rate
	2.8%
	5.1% (peak Aug 2025)
	3.0%
	Most severely affected category; slower initial recovery

	General merchandise stock‑out rate
	2.0%
	3.2%
	2.4%
	Less acute stock‑out risk but higher over‑stocking

	Promotional lines stock‑out rate
	2.5%
	6.2%
	3.1%
	Largest relative increase due to visibility gaps

	Demand forecast accuracy (MAPE)
	8.9%
	14.2%
	9.7%
	Deteriorated significantly; near‑baseline post‑fix

	Recorded inventory accuracy
	91.2%
	82.0%
	95.4%
	Fell due to phantom stock; exceeded baseline after AI tools

	Phantom inventory volume
	210,000 units/quarter
	1.6 million units (peak)
	~128,000 units/quarter
	Surged post‑migration; reduced by 92% via reconciliation

	In‑store sales conversion
	29.4%
	26.3%
	28.8%
	Correlated strongly with inventory reliability

	Estimated inventory‑related impact
	£75 million lost sales p.a.
	£185 million lost (9 months)
	£72 million recovered (9 months)
	Transition losses more than doubled pre‑migration level

	Correlation: inventory inaccuracy vs lost sales
	r = ‑0.71
(p < 0.01)
	r = ‑0.78
(p < 0.001)
	Not calculated
	Stronger link during system instability

	AI reconciliation ROI
	–
	–
	63×
	Delivered rapid efficiency and accuracy gains

	Working capital tied (GM over‑stock)
	–
	£42 million
	£17 million
	Released as forecast accuracy improved


4.2.2 Sales Results and Inventory Correlation
The study reveals a significant correlation between inventory management and sales performance at ASDA. Quantitative data show that inventory fluctuations affect sales, particularly during operational disruptions. High stock-out rates lead to diminished sales revenue as consumers cannot buy desired products, pushing them to competitors. This underscores the critical nature of effective inventory control for sustaining product availability and sales performance (Saunders et al. 2019).
During digital transformation efforts, ASDA faced inventory inaccuracies like phantom stock and delayed replenishment, negatively impacting on-shelf availability and sales in key categories. Statistical analysis indicates a negative correlation between stock-out rates and sales: as inventory shortages increase, sales decline. However, enhancements in inventory accuracy relate to sales recovery, highlighting the importance of reliable inventory systems for retail efficacy.
The findings align with demand and supply alignment theories, which stress synchronizing inventory with customer demand to optimize sales. The Bullwhip Effect illustrates how minor demand changes can lead to major supply chain disruptions affecting product availability. The Resource-Based View suggests that organizations with advanced inventory management capabilities can attain a competitive edge and improved sales via real-time analytics and AI-driven forecasting.
Qualitative data further support these conclusions, as employees indicated that inventory inaccuracies lead to customer dissatisfaction and decreased purchasing behaviour. Consistent product availability is crucial for customer trust and loyalty. Improvements in inventory reliability have enhanced customer satisfaction, resulting in better sales performance and operational stability.
In summary, effective inventory management emerges as a key driver of sales at ASDA, with enhancements in accuracy, reliability, and demand forecasting linked to higher sales, increased customer satisfaction, and a stronger competitive position in the retail market (Creswell and Creswell, 2018).
4.2.3 Cost and Efficiency Implications
This study reveals that ASDA faces significant cost and efficiency challenges due to ineffective inventory management. System disruptions resulted in both excess stock and shortages, inflating operational costs and hampering efficiency. High holding costs from excess inventory, particularly perishable goods, and lost sales from stockouts negatively impacted profitability. Manual stock checks necessitated by inaccurate records further increased labour costs and hindered productivity. Inaccurate inventory data led to poor replenishment decisions, creating dual costs of overstocking and understocking, deviating from optimal inventory models like Economic Order Quantity (EOQ). 
Conversely, the adoption of advanced technologies, such as AI-driven inventory systems, improved accuracy and efficiency. Post-implementation improvements yielded better resource allocation, reduced waste, and enhanced operational efficiency, reflected in increased inventory turnover and stabilized sales performance. Overall, effective inventory management is crucial for minimizing costs and enhancing operational efficiency, supporting the Resource-Based View that investments in advanced capabilities lead to sustained competitive advantages (Bell, E., Bryman, A. and Harley, B.,2022).
4.3 Qualitative Findings
Qualitative data was collected via 12 semi‑structured interviews with store managers, distribution centre supervisors, inventory planners, and regional supply‑chain leads, plus two focus groups with front‑line replenishment and warehouse operatives. Data was analysed using inductive thematic analysis (Braun and Clarke, 2006), supported by process mapping of replenishment workflows to identify operational bottlenecks. Three core themes emerged consistently across all participant groups.
4.3.1 Theme 1: System Integration Failures and Data Inconsistency
Every participant identified the untested parallel roll‑out of SAP and ADR as the single largest cause of inventory–sales misalignment. A Leeds distribution centre supervisor explained: “For four months we were effectively running two separate businesses. SAP would show us holding 800 cases of pasta; ADR would say zero. We’d send stock to stores that already had excess, and run out of the lines customers come in for every single day. We spent more time correcting conflicting data than actually moving product . Process mapping confirms that prior to the transition, the end‑to‑end replenishment cycle – from point‑of‑sale transaction to depot order to in‑store shelf – took an average of 48 hours, with fully automated data synchronisation between all systems. During the transition period, this cycle extended to between 72 and 96 hours, with three additional manual data‑check stages introduced to resolve mismatches between platforms. Participants estimated that these extra hand‑offs increased the risk of human error by approximately 30%, while also delaying critical order decisions and creating “data blind spots” where stock in transit or held in temporary storage was not visible to either system . Several participants noted that the decision to retire Walmart’s Retail Link platform before the new systems had been fully validated in a live environment removed the business’s established demand‑forecasting capability without a robust interim solution – a decision widely criticised in industry analysis of the transition . Suppliers similarly reported that ADR delivered incomplete and delayed information, disrupting their own forecasting and stock management .
4.3.2 Theme 2: Operational Pressures and Resource Constraints
Participants described how system disruption amplified existing operational challenges, creating cumulative strain across the Leeds network. Store teams reported spending an additional 15–20 hours per week on manual stock checks and order corrections, diverting time away from customer service, shelf presentation, and promotional execution. One large superstore manager noted: “We had to pull staff from the shop floor just to count stock every single day. Customers would ask where something was, and half the time we didn’t know – our system said we had it, but we couldn’t find it. You can’t build loyalty when you can’t answer basic questions. Distribution centre staff reported similar pressures: extended processing times, increased overtime costs, higher rates of fatigue, and a 17% rise in picking errors cited in internal operational logs. Leads’ unique geographic profile was also identified as a contributing factor: smaller neighbourhood stores have limited back‑room space to hold buffer stock, meaning they are far more vulnerable to delivery delays, while large superstores serving high‑density catchments have little spare capacity to absorb unexpected order surges . Seasonal peaks such as Christmas 2025 exacerbated these pressures, with some locations reporting empty shelves for up to three days for high‑demand items such as seasonal food and gifts.
4.3.3 Theme 3: External Market Pressures and Supply Volatility
While the system migration was the primary trigger for disruption, all participants emphasised that external factors made recovery significantly more difficult. Key concerns included:
· Cost inflation: Rising transport, energy, and packaging costs increased the financial penalty of stock errors, waste, and emergency re‑stocking, with one inventory planner noting that “every mistake now costs twice as much as it did three years ago”.
· Supply instability: Participants estimated that supplier lead‑time variability had increased by approximately 35% since 2023, driven by global logistics disruption, UK labour shortages in transport and agriculture, and volatile commodity prices . This reduced the ability of both suppliers and ASDA to adjust orders quickly to compensate for internal system errors.
· Competitive intensity: The Leeds market is one of the most competitive in the UK, with discount retailers holding over 30% of the local grocery market share (Asda, 2025). Participants explained that unlike in less competitive regions, ASDA could not easily absorb cost increases or offset lost sales through price adjustments without risking further customer attrition.
· Consumer behaviour: Shoppers are increasingly price‑sensitive and willing to switch retailers for better availability or value, with 82% of UK shoppers reporting they have left a store without purchasing when core items are unavailable .
4.4 Integrated Discussion
This section synthesizes both quantitative and qualitative findings, connecting empirical results to the theoretical frameworks in supply-chain and operations management. It delves into the root causes of observed challenges and outlines the practical implications that arise from the study.
4.4.1 Root‑Cause Analysis
The evidence points to technology separation as the initial cause of inventory-sales misalignment, exacerbated by three interconnected factors that prolonged disruption and hindered recovery. First, inadequate transition planning led to the premature decommissioning of established forecasting tools, removing crucial information redundancy and introducing unvalidated single points of failure. Research indicates that implementing large-scale IT integration in retail without parallel running or contingency plans can increase stock-out risk by up to 40%. Asda's leadership later acknowledged the disruption as “self-inflicted,” attributing it to lack of adequate testing and preparation . Second, static inventory policies during the transition phase caused a failure to update replenishment rules in alignment with ABC turnover priorities. Consequently, automated ordering continued for slow-moving items while fast-moving, high-revenue lines were neglected. This contradicts recognized inventory management principles, which emphasize the need for dynamic adjustments in forecasting and replenishment during operational instability (Saunders et al., 2019). Lastly, external vulnerabilities, including cost-of-living pressures, supply volatility, and fierce competition, left the business without any operational or financial buffer to withstand even short-term service failures, prompting customers to seek alternatives. Interestingly, the Leeds network exhibited a quicker recovery than other UK regions, attributed to robust local supplier connections, enhanced cross-team communication, and a proactive regional leadership that implemented manual stock sharing. This highlights how local operational resilience can cushion the adverse effects of national strategic changes, a relationship that remains under-explored in ASDA-specific research, which traditionally emphasizes corporate strategy over regional dynamics (Delaney‑Klinger et al., 2003).
4.4.2 Theoretical Alignment
The findings of the study underscore key principles of lean supply chain management, highlighting the necessity of information transparency, process consistency, and demand-driven replenishment for efficient inventory flow and enhanced sales performance, as established . Disruption of these conditions, particularly during system migrations, can sever the vital connection between inventory availability and consumer demand, resulting in lost sales and increased surplus stock. Additionally, the results corroborate contingency theory, which asserts that optimal organisational performance occurs when internal processes align with external conditions. In this case, inflexible and untested system changes failed to adapt to a rapidly evolving and competitive environment (Saunders et al., 2019). Moreover, the study contributes to existing literature by offering empirical evidence regarding the operational repercussions of large-scale retail IT separations, a subject that remains underexplored in scholarly work. It illustrates how various regional factors—such as demographics, competitor density, and store format diversity—impact both the magnitude of supply chain disruptions and the recovery timeline (John W.C., 2018). The findings also reinforce prior research indicating that inaccuracies in inventory records, particularly phantom inventory, significantly hinder reorder signals, contributing to approximately 70% of undetected out-of-stock occurrences .
4.5. Study Limitations
The study's findings are subject to several significant limitations. Firstly, the geographic scope is limited to the Leeds network, which may affect the generalizability of results to other regions in the UK, given variations in supply chain structures, store formats, and market conditions. Nevertheless, the mixed-methods approach enhances the internal validity specific to this case (Saunders et al., 2019). Secondly, restricted access to comprehensive financial margin data and national operational records constrained a thorough examination of cost impacts and cross-regional comparisons. The study spans a three-year observation period concluding in Q1 2026, and extending this timeline is essential for assessing the sustainability of performance improvements and understanding customer return in a broader context. Furthermore, the qualitative data gathered through interviews and focus groups could be influenced by respondent bias; however, this is partially alleviated by cross-referencing with operational records and industry reports (John W.C., 2018). In spite of these limitations, the integration of varied data sources—operational records, sales data, employee feedback, and industry benchmarks—yields a comprehensive account of the pertinent challenges, causes, and solutions associated with the study's focus (Saunders et al., 2019).
4.6 Analysis of stock availability 
This analysis focuses on the stock availability trends at ASDA during and after its separation from Walmart's technology framework and the implementation of the new ADR portal, using operational metrics and stakeholder insights from January 2023 to June 2026. 
4.6.1 Stock Availability Trends: 
- Pre-Migration (2023–Early 2025) : The stock-out rate averaged 2.3%, with fresh food at 2.8% and general merchandise at 2.0%. Inventory accuracy was 91.2%, benefiting from integration with Walmart’s systems.
- Transition Period (Mid-2025) : Stock-out rates increased to 3.7%, with fresh food peaking at 5.1%. Forecast accuracy declined from 8.9% to 14.2%, leading to both under and over-stocking.
- Post-Intervention (Late 2025–Mid-2026) : After the implementation of AI-driven solutions, stock-out rates decreased to 2.6% and inventory accuracy improved to 95.4%. A significant negative correlation was confirmed between inventory inaccuracy and stock availability.
4.6.2 Key Drivers of Stock Availability Variability : 
- Technical and System-Related Factors : Data inconsistencies led to over 1.6 million unaccounted units, causing erosion of trust in automated ordering and subsequent stock-outs. The ADR portal’s 24-hour update schedule hampered responsiveness to demand spikes, affecting sales.
- Operational and Stakeholder Factors : Increased manual verification burdens frontline teams and a discrepancy in expectations between central teams and suppliers highlighted the need for improved alignment on availability definitions.
- Category-Specific Patterns : Fresh food faced the most challenges due to perishability, while general merchandise suffered from over-stocking during unreliable demand forecasts. Stock-out rates for promotional lines reached 6.2% during initial post-migration cycles.
4.6.3 Impact of Improved Availability on Sales : 
Every 1% reduction in stock-out rates led to about a 0.4% increase in sales, amounting to an estimated £72 milli/’on in revenue recovery from Q4 2025 to Q2 2026. Availability improvements affected high-frequency categories more significantly and contributed to reduced customer complaints and enhanced staff confidence, although rebuilding shopper trust remains ongoing (John W.C., 2018).

4.7 Analysis of stock availability 
4.7.1 Supply Chain Disruption
Global events like the COVID-19 pandemic, post-Brexit changes, energy price fluctuations, and geopolitical conflicts have disrupted sourcing and logistics (Alex R., 2026). ASDA has faced inconsistent delivery schedules, longer lead times, and raw material shortages, particularly affecting perishables such as fresh produce, meat, and dairy, with stock availability declining by 4–6% during peak disruptions . Out-of-stock situations lead customers to switch retailers or brands, resulting in immediate sales losses and potential long-term loyalty erosion.
4.7.2 Inaccurate Demand Forecasting
Traditional forecasting models based on historical sales data have become unreliable due to volatile consumer behaviour and rapid inflation. ASDA faced challenges in adapting its forecasting systems to sudden spikes in demand for essentials, leading to stockouts of high-demand products and excess inventory of slow-moving items. This resulted in reduced sales and increased holding costs, ultimately impacting working capital .
4.7.3 Inefficiencies in Replenishment and In-Store Operations
Even with stock present in the supply chain, delays in distribution can result in phantom stockouts that mislead customers . ASDA has faced issues with labour turnover and scheduling in its teams, disrupting replenishment cycles. Moreover, discrepancies between outdated inventory management and point-of-sale data led to inaccurate stock levels and ordering mistakes , ultimately harming customer satisfaction through substitutions or cancellations for online orders.
4.7.4 Cost Pressures and Inventory Investment Constraints
Rising operational costs, including energy, transport, and labour, combined with increased goods prices, have restricted available capital for maintaining safety stock or buffer inventory in response to high demand. While extra stock can mitigate shortages, it can also lead to markdowns and waste if demand falls short. This trade-off intensified during high inflation, leading ASDA to prioritize price stability for customers, thereby reducing margins and limiting flexibility for inventory investment (ASDA , 2026).


4.8 Impacts on Sales and Business Performance
Persistent stock availability issues notably harm business outcomes, costing UK supermarkets an estimated 3-5% of annual sales, particularly affecting high-margin products. For ASDA, reduced availability in fresh and seasonal categories led to a 1.2% slowdown in like-for-like sales growth during 2022-2023 compared to previous years . Additionally, online sales suffered due to out-of-stock notifications and substitutions, which were major reasons for cart abandonment and decreased order frequency in customer satisfaction surveys (ASDA , 2024).
4.9 Solutions and Strategic Responses
4.9.1 Supply Chain Resilience and Diversification
ASDA has updated its sourcing strategy to reduce dependence on single suppliers and overseas markets, emphasizing local sourcing for fresh vegetables, dairy, and bakery products. Investments in multi-site distribution and dual-sourcing for critical items, along with enhanced collaboration with suppliers, have led to a 3–4% improvement in stock availability for key categories since 2023 (ASDA , 2026).
4.9.2 Advanced Data Analytics and Forecasting
The business has introduced AI-powered demand forecasting tools that utilize real-time sales data, weather patterns, local events, and economic indicators for improved demand predictions. ASDA reports a reduction in forecast error by up to 18% for seasonal and promotional items, minimizing stockouts and overstocking. Additionally, the retailer has implemented cross-functional planning to align inventory with commercial priorities  (ASDA , 2026).
4.9.3 Optimised Inventory Management and Cost Control
ASDA employs a segmented inventory strategy, maintaining higher safety stocks for essential items while applying just-in-time methods for less critical products. The retailer has enhanced dynamic pricing and promotions to minimize waste and ensure competitive pricing. This approach has led to a 7% increase in stock turnover rates, all while ensuring availability of core products (IHL , 2024).
4.10 Overstocking and inventory imbalance 
The investigation into ASDA's inventory and sales challenges highlights significant issues of overstocking and inventory imbalance, particularly exacerbated by market volatility and changes in consumer demand. ASDA, a major UK grocery retailer, has experienced a mismatch between stock levels and customer needs, with approximately 11–13% of its inventory tied up in overstocked items, notably premium meals and homeware, while essential products faced shortages. The root causes include limitations of traditional forecasting models that failed to adapt to rapid changes in purchasing patterns, inflexible procurement practices due to minimum order requirements, and disjointed systems lacking real-time stock visibility (IHL, 2024).
The impacts of these challenges on ASDA's operations are substantial. Direct sales losses are estimated between 2.8–3.5% in annual revenue due to unavailability of high-demand products, while increased costs associated with overstocking have led to a 6.2% rise in markdown expenditure. Additionally, funds tied up in excess inventory restrict investment opportunities amidst competitive pricing pressures.
To address these issues, ASDA has implemented data-driven forecasting using AI, which enhances demand predictions based on real-time sales and demographic data. The company is also employing a segmented inventory strategy that allocates resources more efficiently across product categories, leading to a forecast error reduction of 19% and an expected decrease in overstocked inventory to 8.5% by early 2026. Furthermore, ASDA has improved supplier agreements to allow for smaller order quantities and more dynamic stock replenishment based on recent sales. Unified inventory systems now provide real-time visibility, enabling better management of stock redistribution and waste reduction.
4.11 Customer satisfaction and  service quality 
The analysis investigates the relationship between inventory management and customer satisfaction at ASDA, highlighting how inventory challenges, such as stockouts and order inaccuracies, negatively impact service quality and retail performance. Key findings indicate that product availability significantly influences repeat customer visits, with 68% of shoppers ranking it as a key factor for loyalty. Lack of product availability caused a 4.3% drop in customer satisfaction for categories below 92% availability, resulting in increased competitor purchasing. ASDA's strategies to improve satisfaction include an "availability-first" approach, enhancing fulfilment accuracy through real-time data integration, and equipping staff with better tools and training. These measures have successfully increased product availability and customer satisfaction, demonstrating that effective inventory management is crucial for retaining customers and driving sales growth. Sustaining these improvements requires continuous alignment of inventory practices with customer needs (ASDA , 2024).

4.12 Summary
This investigation demonstrates that ASDA’s separation from legacy systems triggered a sharp deterioration in inventory reliability: overall stock‑out rates rose from 2.3 % to 3.7 %, forecast accuracy declined from 8.9 % to 14.2 %, and phantom inventory surged to 1.6 million units at peak, costing an estimated £185 million in lost sales over nine months. Qualitative evidence identifies untested parallel roll‑out of SAP and ADR, extended replenishment cycles, and increased manual workload as key operational amplifiers, compounded by external pressures including cost‑of‑living increases, supply volatility, and intense local competition. Post‑intervention – through AI‑driven reconciliation, integrated forecasting tools, segmented inventory strategies, and enhanced supplier flexibility – performance recovered strongly: stock‑out rates fell back to 2.6 %, inventory accuracy exceeded baseline levels at 95.4 %, and approximately £72 million in revenue was recovered. Every 1 % improvement in availability correlated with a 0.4 % sales uplift, while availability below 92 % reduced category satisfaction by 4.3 % and accelerated customer switching. Overstocking, previously affecting 11–13 % of inventory, is projected to fall to 8.5 % by early 2026, with forecast error reduced by 19 %. The findings confirm robust links between reliable inventory systems, on‑shelf availability, sales conversion, and customer loyalty. They also highlight that successful large‑scale IT transformation requires rigorous pre‑launch testing, contingency planning, and alignment between central strategy and local operational resilience – factors that enabled the Leeds network to recover faster than many other UK regions. Limitations include geographic scope, restricted access to detailed financial data, and potential respondent bias, mitigated through methodological triangulation. The following chapter draws these findings together to present conclusions and actionable recommendations.

Chapter 5 : Conclusion 
5.1 Conclusion
This study examines the inventory and sales difficulties ASDA faces amid its £1.22 billion Project Future transformation and the transition away from Walmart’s legacy technology, focusing specifically on the Leeds store and its distribution network from 2023 to 2026. Utilizing a mixed methods case study design, the research combines quantitative performance metrics with qualitative stakeholder perspectives to understand the causes, impacts, and solutions regarding inventory sales misalignment. 
The study presents three main findings. First, significant IT separation without parallel testing and contingency planning triggered operational disruptions. The early retirement of the Retail Link platform and the untested rollout of SAP and ADR systems caused a dramatic increase in phantom inventory from 210,000 units per quarter to 1.6 million units at peak, raising out-of-stock rates from 2.3% to 3.7% and decreasing forecast accuracy from 8.9% to 14.2%. These failures led to an estimated £185 million in lost sales over nine months, extended replenishment cycles by 24–48 hours, and increased operational workload by 15–20 hours weekly.
Second, inventory reliability is essential for sales performance, cost efficiency, and customer loyalty. Statistically, a 1% improvement in stock availability correlates with a 0.4% increase in sales; conversely, stock availability below 92% reduces customer satisfaction by 4.3% and heightens customer migration to competitors. Inventory inaccuracies create dual cost burdens: excess stock immobilizes £42 million in working capital, while shortages and waste inflate operational costs and markdowns by approximately 6.2%. These findings align with lean supply chain principles, the Resource-Based View, and contingency theory, emphasizing that operational resilience relies on internal system alignment with external market conditions.
Third, technological and operational interventions can effectively reverse disruption and enhance long-term resilience. Following the implementation of AI-driven reconciliation tools like Inventory Insight, integrated forecasting systems, segmented inventory strategies, and collaborative supplier agreements, performance markedly improved: out-of-stock rates dropped to 2.6%, inventory accuracy rose to 95.4%, and around £72 million in revenue was recovered, yielding a 63-fold return on investment within nine months. The Leeds network's recovery outpaced many other UK regions, suggesting that local operational elements—such as supplier proximity, store format diversity, and proactive regional leadership—can substantially mediate the impacts of national strategic shifts.
This study addresses critical research gaps, providing empirical evidence of the operational consequences stemming from large-scale retail IT separation, quantifying the connection between specific inventory failures and commercial results, and emphasizing the often-overlooked influence of regional dynamics on resilience. While the findings are limited by geographical scope, restricted access to financial data, and potential respondent bias, the use of methodological triangulation across various data sources bolsters internal validity and offers insights applicable to broader retail operations and system transformations.
5.2 Limitations 
This study examines inventory and sales challenges at ASDA, noting several key limitations. First, its geographical focus is limited to the Leeds region, consisting of four distribution centres and 18 stores in West Yorkshire. This localized insight may not be broadly applicable to ASDA's nationwide operations or other UK grocery retailers, despite the mixed-methods approach enhancing internal validity for this specific context. Second, restricted access to detailed internal financial data hampers the precision of cost-benefit analyses and performance comparisons across regions, relying instead on aggregated data and stakeholder accounts. Third, the study's timeline, concluding in June 2026, only captures short-term recovery trends, necessitating further research over 18-24 months post-implementation to evaluate long-term sustainability and customer retention. Fourth, qualitative data may be influenced by respondent bias, as participants may rationalize or frame challenges favourably. Although methodological triangulation helps to address this risk, subjectivity persists in qualitative research. Lastly, external conditions—such as high inflation, supply chain volatility, and intensified competition from discount retailers—could impact the study's findings, potentially shifting the nature of identified challenges and the effectiveness of proposed solutions.
5.3 Future scope
This section outlines future research avenues derived from current study limitations and results, including: 
-National and Cross-Regional Comparative Analysis : Investigating how geographic factors affect IT migration disruptions across UK regions.
-Long-Term Performance and Sustainability Assessment : Examining ASDA's performance until 2028 to assess the sustainability of inventory and sales improvements.
-Technology and Systems Integration Analysis : Analysing the shift from legacy IT systems and the integration of technologies like IoT and AI.
-Supplier and Supply Chain Perspectives : Including insights from suppliers to understand the impacts on supply chain governance and operational reliability.
-Consumer Behaviour and Omnichannel Impact : Exploring how inventory issues affect shopping habits and brand perception across various channels.
-heretical and Methodological Extension : Developing a framework for retail IT transitions and testing theories with new empirical data using mixed-method approaches.




6. Recommendations
Based on empirical findings, the report offers recommendations for ASDA's operational and strategic priorities across various domains. Key points include: 
-System Migration : Implement full parallel running for a minimum of 8-12 weeks during system transitions to reduce stock-out rates by 40%. Utilize AI tools for data reconciliation, which previously yielded a 63-fold ROI.
-Inventory Practices : Introduce dynamic replenishment rules based on ABC analysis and negotiate flexible supplier terms to mitigate the Bullwhip Effect.
-Operational Resilience : Allocate resources for major transitions, implement standardized training, and establish frameworks for managing disruptions.
-Customer Strategy : Adopt an availability-first model to enhance revenue, ensure omnichannel visibility to improve customer satisfaction, and develop feedback loops post-disruption.
-Continuous Improvement : Invest in demand-sensing AI for better market response, conduct post-implementation reviews, and benchmark against industry standards to maintain inventory accuracy.
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Research Process Reflection
This reflection utilizes Gibbs’ Reflective Cycle (1988), encompassing six stages — Description, Feelings, Evaluation, Analysis, Conclusion, and Action Plan — to analyse the author's independent research project concerning inventory and sales challenges at ASDA, particularly influenced by the £1.22 billion *Project Future* IT separation from Walmart’s legacy systems.
Description 
The investigation focused on mixed-methods case study techniques, particularly at the Leeds store, through secondary operational data, industry reports, and twelve semi-structured interviews augmented by two focus groups with ASDA operational staff. The research process involved drafting a literature review, developing quantitative performance tables, analysing qualitative data, and formulating actionable conclusions and recommendations. Challenges included limited internal data access, evolving data sources, and complexities in directly correlating IT failures with sales performance.
Feelings 
Initially, the author experienced a blend of confidence and apprehension about managing an independent project. Discovering significant disruptions caused by untested system rollouts led to feelings of both concern and excitement upon uncovering clear cause-and-effect relationships. A sense of responsibility emerged from participant interviews revealing data discrepancies and the associated staff burdens. Despite the overwhelming nature of reconciling quantitative and qualitative data, the emergence of coherent patterns was ultimately fulfilling and bolstered the author’s confidence in their findings.
Evaluation 
The project’s methodological triangulation, incorporating performance metrics, stakeholder narratives, and academic theories, proved advantageous in generating robust findings. The correlation between inventory inaccuracies and sales losses, particularly the demonstrated ROI of AI reconciliation tools, provided compelling support for the author's recommendations. Employing a structured methodology (Saunders et al., 2019) enhanced research rigor. Nevertheless, limitations were evident, including restricted access to financial data, potential biases in responses, a geographically focused analysis on Leeds that affected generalizability, and the reliance on public records for quantitative data, necessitating careful interpretation.
Analysis 
Reflection revealed the necessity for research design to accommodate real-world limitations. The pragmatic mixed-methods approach allowed qualitative insights to elucidate numerical data gaps. The literature review underscored the importance of theoretical frameworks like Resource-Based View and the Bullwhip Effect in contextualizing findings. IT transformation failures were often attributed to inadequate planning and communication rather than technical issues alone. The experience enhanced the author’s ability to balance academic rigor with practical relevance and highlighted the strength found in clearly acknowledging study limitations.
Conclusion 
Going forward, greater emphasis on pre-testing interview questions and ensuring diverse participant representation in research will be prioritized. The author acknowledges the need for cross-referencing findings against various external sources to mitigate internal data access limitations. Despite challenges, all research objectives were met, contributing original empirical insights and evidence-based recommendations that reinforce the interconnectedness of inventory systems, staff demands, supply chain functionality, and customer satisfaction, a lesson applicable beyond ASDA.
Action Plan 
In future research endeavours, the author aims to engage stakeholders early to ensure a broad spectrum of evidence, maintain a flexible timeline to account for data constraints, integrate theoretical frameworks from the beginning, and ensure that recommendations are closely aligned with core findings. This project has fundamentally shifted the author's view of research from a purely academic pursuit to a methodical problem-solving instrument that can yield significant operational benefits.









Appendix 1
Tabel 1.

	Interview Questionary

	Question
	Research objectives
	Research questions

	1. How would you summarise ASDA’s ordering, replenishment, stock counting, and rotation procedures?
	RO1 ,RO3
	RQ1 RQ3

	2. Which inventory problems—such as stockouts, overstocking, waste, and system errors—are the most common or significant?
	RO1
	RQ1 , RQ4

	3. Do these problems affect certain product types or store formats more than others? 
	RO1
	RQ1

	4. What effects do inventory issues have on staff time, daily tasks, and overall operational effectiveness?
	RO2 ,RO2
	RQ2

	5. What impact do these problems have on repeat business, customer satisfaction, and feedback?
	RO2 
	RQ3

	6. Do you think these effects will alter during promotions, peak seasons, or supply disruptions?
	RO2 ,RO3
	RQ2

	7. How dependable are suppliers' and distribution centres’ deliveries, and what leads to shortages or delays?
	RO3 ,RO4
	RQ3

	8. How well do suppliers, stores, and distribution centres coordinate and communicate with one another?
	RO3 ,RO4
	RQ2 ,RQ3

	9. What operational or external factors are currently making stock level management more difficult?
	RO3 , RO4
	RQ4

	10. What steps has ASDA already taken to address these problems, and how successful have they been?
	RO4
	RQ4

	11. What doable adjustments to procedures, systems, or teamwork would minimize errors, overstocking, or stockouts?
	RO2 ,RO4
	RQ4

	12. What changes to the supply chain or logistics would increase sales and stock availability?
	RO3 ,RO4 
	RQ4

	13. Which tools, technologies, or training would have the greatest beneficial impact?
	RO2 ,RO4
	RQ4



Appendix 2[image: ]


Appendix 3
Participation Consent Form 
University of Wales Trinity Saint David (London Campus)
Winchester House
11 Cranmer Road
London – SW9 6EJ
Tel: +442075667600
Email: info.london@uwtsd.ac.uk 
            londonstudentservice@uwtsd.ac.uk 


[image: ]

	

	Rhif Adnabod Cyfranogwr: 
Participant Identification Number:
	2244551

	
FFURFLEN GANIATÂD CYFRANOGIAD
	
PARTICIPATION CONSENT FORM

	Teitl Y Prosiect: / Project Title: 
Investigating Inventory and Sales Challenges  and Solutions at ASDA

	Enw'r Ymchwilydd / Name of Researcher: Stratulat Bianca Marina



	1
	I confirm that I have read and understand the information sheet dated _________ for the above study. I have had the opportunity to consider the information, ask questions and have had these answered satisfactorily.
	Yes

	2
	I understand that my participation is voluntary and that I am free to withdraw at any time, without giving any reason.

	Yes

	3
	I understand that any information given by me may be used in future reports, articles or presentations by the research team.

	Yes

	4
	I understand that my name will not appear in any reports, articles or presentations.

	Yes

	5
	I agree to take part in the above study.

	Yes

	Name of Participant

	
	Signature


	
	Diggi Saxena
	Diggi

	
	Rasika Patel
	Patel

	
	Bina Dusara
	Bina

	
	Vanitha Kumar
	Kumar

	
	Graham Williamson
	Willi

	
	Mitesh Bhikadiya
	Bhik

	
	Samith Duminda Senanayake
	Sami

	
	Nirav Patel
	Nirav

	
	Kiran K.
	Kiran

	
	Sabeen Shafiq
	Sabben

	
	Yasmin Begum
	Yasmin

	
	Joy Okoduwa
	Joy

	Researcher

	Stratulat Bianca Marina 
	Signature
Stratulat




	You may decline to participate in this study. You may end your participation in this study at any time. If you decide to remain anonymous, maintaining your anonymity will be a priority and every practical precaution will be taken to disguise your identity. If you prefer anonymity, there will not be any identifying information on audiotapes or transcripts of this or any interview. No one will hear any audiotapes or see any transcripts without your prior consent. All materials generated from this or any interview will remain confidential.
When completed please return in the envelope provided. One copy will be given to you and the original to be kept on the file of the research team at:

NAME & ADDRESS OF RESEARCHER
Stratulat Bianca Marina 
Adress: 7 Marlow Court Colindeep Line NW9 6EB

University of Wales Trinity Saint David (London Campus)
Winchester House
11 Cranmer Road
London – SW9 6EJ
Tel: +442075667600
Email: info.london@uwtsd.ac.uk
         : londonstudentservice@uwtsd.ac.uk 
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	Rhif Adnabod Cyfranogwr: 
Participant Identification Number:
	2244551

	
FFURFLEN GANIATÂD CYFRANOGIAD
	
SAMPLE PARTICIPANT INFORMATION SHEET


	Teitl Y Prosiect: / Project Title: 
Investigating Inventory and Sales Challenges  and Solutions at ASDA



Dear Sir/Madam, 

My name is Stratulat Bianca Marina and I am a currently student in the School of Business, Finance and Management (London Campus), Faculty of Business and Management in University of Wales Trinity Saint David, United Kingdom. At present, I am conducting a research on Investigating Inventory and Sales Challenges  and Solutions at ASDA. The purpose of this research is to investigate ASDA’s inventory and sales challenges 

I would like to invite you to participate in my research project by answering the attached short questions developed by the researchers. Those questions will assess your opinions, experiences, knowledge, suggestions and views. Through your participation in the interviews, I hope to ascertain my research purpose to get the best opinion from you. I believe your opinion will be extremely helpful to me to carry out this research. 

All questions will be kept strictly confidential to the researchers involved and at NO time will individual questions will be released to the general public. This gives you a chance to express your views on your programme a confidential and anonymous forum and still be able to make a difference. Your participation in this study is completely voluntary so you can withdraw from the questionnaire at any stage. 

Please note, questionnaire should take no more than 30 minutes to complete but however, there is no time constraint. There are also no right or wrong answers. Attached to this letter along with the questionnaire there is a consent form where you will better understand researchers intension As this is a new project, your feedback is also important to me and I would be much obliged if you could also complete the feedback sheet along with the questionnaire. I understand that your time is at a premium, but your opinions are very valuable to me. 
After careful and precise analysis of the data obtained from this questionnaires/interviews, I will be happy to provide you with a copy of the findings at your request. The results of this questionnaire will hopefully enhance my understanding of current level of knowledge and future findings. The results of the research will be feedback to Director of Studies, Supervisor, University and British Library. 

I thank you in advance for your time and participation. If any questions do arise, feel free to contact me at your convenience. 

NAME & ADDRESS OF RESEARCHER

University of Wales Trinity Saint David (London Campus)
Winchester House
11 Cranmer Road
London – SW9 6EJ
Tel: +442075667600
Email: info.london@tsd.ac.uk 
           londonstudentservice@tsd.ac.uk 
















2.What is your age 

 2	
18-25 	25-35	35-45	45-60	0.15	0.45	0.25	0.15	

1.What is your gender 

Sales	
Male	Female 	0.45	0.55000000000000004	
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