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[bookmark: _Toc352005775]ABSTRACT

This dissertation examines how, between 2015 and 2025, Asda's organisational performance, employee engagement, and company reputation are affected by subpar leadership and management practices. The study, which takes a qualitative, exploratory method based on a combined interpretivist-pragmatist philosophical framework, only uses secondary material from reliable media sources, industry reports, academic literature, and corporate papers. Thematic analysis is used in the study to find recurrent patterns of management miscommunication, cultural fragmentation, leadership instability, and ethical failings, as well as to investigate how these elements together affected organisational results.
The findings show that frequent leadership change, transactional management approaches, and ineffective communication harmed strategic coherence, reduced staff morale, and eroded stakeholder confidence. Ethical and governance issues exacerbated the reputational erosion, while performance measures such as profitability and market share suffered. The study demonstrates the relationship between leadership quality, organisational culture, and operational performance using established leadership and organisational theories such as transformational leadership, Herzberg's motivation-hygiene model, and Schein's organisational culture framework.
Based on these findings, the dissertation makes practical recommendations for improving leadership effectiveness at Asda and other retail businesses. To rebuild trust and resilience, key solutions include adopting structured transformational and ethical leadership programs, cultivating a participatory organisational culture, increasing internal communication, and strengthening governance structures. The study adds theoretical and practical value by providing an integrated knowledge of leadership failure in big UK retail contexts and presenting concrete strategies for long-term organisational transformation.
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Leadership and management are the foundations of organisational success and sustainability in all industries. In today's increasingly competitive and consumer-driven retail industry, these characteristics influence not just operational efficiency but also staff engagement, customer happiness, and long-term reputation. The supermarket sector in the United Kingdom, which is dominated by Tesco, Sainsbury's, Asda, and Morrisons, has experienced significant turbulence over the last decade due to intense price competition, shifting consumer expectations, technological disruption, and labour-related challenges (Burt and Sparks, 2022; Mintel, 2023).
In this context, Asda makes an especially persuasive argument for investigating how bad management and leadership practices may degrade organisational performance, culture, and brand reputation. This introduction chapter lays the groundwork for the dissertation by offering the contextual backdrop, describing the research challenge, and outlining the study's goal, goals, and questions. It also focusses on the dissertation's methodological overview, theoretical contribution, and structural organisation.
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Over the last decade, the UK retail environment has experienced major structural change. The rise of cheap retailers like Aldi and Lidl has pushed the conventional "big four" supermarkets to reconsider their strategic goals, operational methods, and pricing structures (Deloitte, 2023). Supermarkets have seen decreasing profit margins, shifting consumer loyalty, and growing digitalisation, all of which necessitate responsive and inventive leadership (Hughes, 2021). Asda, founded in 1949 and previously owned by Walmart from 1999 to 2021, has long been known for its low-cost approach and working-class brand identity (Collinson, 2023). Figure1.1 provides an overview of the contemporary UK supermarkets environment, highlighting the competitive pressures and external forces influencing leadership and strategic decision-making.
Labour Shortage


Intense Price Competition
Digitalisation

UK Supermarket Sector
Figure 1 1.1Competitive and environmental Pressure in the UK Supermarket sector



Ownership and Governance Change
Discount Retail (Aldi,Lidl)

Changing Consumer Expectation


[bookmark: _Toc1155246779]Fig.1.1: Competitive and Environmental Pressures in the UK Supermarket Sector
(Source: Developed by author, informed by Delloite,2023; Mintel,2023)


However, following its departure from Walmart in 2021 and takeover by the Issa brothers and TDR Capital, Asda has encountered various internal and external issues, including reorganisation, employee unhappiness, and losing market share (Foster, 2024). Leadership changes and uneven management methods have been critiqued for weakening employee morale and strategy clarity (Johnson et al., 2022). According to academic research, effective leadership is critical in generating a common organisational vision and matching individual motivation with business objectives (Northouse, 2021; Yukl, 2020).
In contrast, weak leadership leads to confusion, disengagement, and reputational damage (Bass and Riggio, 2006). Continuous changes in managerial direction, communication failures, and ethical problems have damaged Asda's capacity to sustain operational efficiency and stakeholder confidence. These issues highlight the critical need to recognise the repercussions of inadequate leadership inside major retail businesses.
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The main issue addressed in this study is the long-term organisational impact of poor leadership and management practices at Asda between 2015 and 2025. Evidence reveals that Asda has failed to maintain competitiveness owing to uneven leadership styles, a lack of accountability, and poor strategy communication (CIPD, 2022). Employee surveys have showed lower involvement and a feeling of uncertain direction, while consumer satisfaction indices have fallen in comparison to important rivals such as Tesco and Aldi (Statista, 2024; Mintel, 2023).
Asda's organisational culture and decision-making processes have been disturbed by leadership instability, as seen by frequent senior-management turnover. Furthermore, governance concerns resulting from the ownership shift have raised employee and investor uncertainty (Foster, 2024). According to Schein (2017), leadership and organisational culture are inextricably linked; when leadership fails, the culture deteriorates, resulting in decreased cohesiveness, more turnover, and reputational deterioration. Despite the vital relevance of leadership in retail effectiveness, there is no scholarly research relating leadership failures to quantitative results in Asda's operations. This absence of empirical examination creates an obvious vacuum in academic literature and serves as rationale for the present study. The relationship between ineffective leadership practices and organisational consequences within Asda is conceptually illustrated in Figure 1.2.
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[bookmark: _Toc1775367344]Fig.1.2: Conceptual Framework Linking Leadership Failures to Organisational Outcomes at Asda
(Source: Developed by Author, informed by Bas and Riggio.2006; Schein.2017; Northouse.2021)
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The purpose of this dissertation is to critically investigate how bad management and leadership techniques impacted Asda's organisational performance, employee engagement, and company reputation between 2015 and 2025. This study intends to develop insights that increase both theoretical knowledge and practical leadership improvements in the UK supermarket business by examining the interaction of leadership conduct, organisational culture, and performance results.
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The research is guided by three interrelated objectives and questions, consistent with the approved proposal: 
Objective 1 – To analyse how poor leadership and management have influenced Asda’s organisational performance and employee morale. 
Research Question 1 – How have poor leadership and management practices affected Asda’s performance and employee motivation? 
Objective 2 – To examine the relationship between ineffective leadership and Asda’s corporate reputation and customer satisfaction. 
Research Question 2 – What role has poor leadership played in shaping Asda’s corporate image and stakeholder trust? 
Objective 3 – To identify strategies for improving leadership and management effectiveness in large UK retail organisations. 
Research Question 3 – How can improved leadership practices enhance organisational resilience and reputation within Asda? 

These objectives ensure that the dissertation remains tightly focused, with each analytical stage contributing directly to understanding the causes, effects, and potential remedies associated with poor leadership in Asda. Figure 1.3 illustrates the alignment between the research aim, objectives, and research questions, demonstrating the coherence and focus of the study.








Research Aim
To critically investigate how poor management and leadership practices impacted Asda’s organisational performance, employee engagement, and corporate reputation between 2015 and 2025.



To analyse how poor leadership and management have influenced Asda’s organisational performance and employee morale.

To identify strategies for improving leadership and management effectiveness in large UK retail organisations.
Objectives
To examine the relationship between ineffective leadership and Asda’s corporate reputation and customer satisfaction.



Figure 1.3What role has poor leadership played in shaping Asda’s corporate image and stakeholder trust?

Research Questions

How can improved leadership practices enhance organisational resilience and reputation within Asda?
How have poor leadership and management practices affected Asda’s performance and employee motivation?




[bookmark: _Toc915216239]Figure 1.3: Alignment of Research Aim, Objectives and Research Questions
(Source: Developed by author)
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The importance of this study stems from its ability to contribute to a better understanding of how leadership techniques, organisational culture, and staff morale influence overall performance in large UK grocery chains, with a specific emphasis on Asda. Over the last decade, the UK retail industry has faced chronic structural issues, such as growing competition from cheap retailers, fast changing customer expectations, significant workforce turnover, and continual operational constraints. These pressures have made strong leadership not merely desirable, but also necessary for organisational stability and long-term success.
Examining leadership in this environment is critical since supermarkets employ vast and varied workforces, run complicated logistical systems, and interact with millions of consumers each week. Any leadership flaws may have a direct and obvious influence on employee engagement, customer happiness, workplace culture, and even business reputation. By closely examining these challenges, the study allows us to better understand how leadership failures—or effective leadership interventions—translate into day-to-day results that influence both workers and customers.
The study is also relevant from a personal perspective. I chose this topic because, as a frequent shopper in these supermarkets for many years, I have personally witnessed recurring organisational issues such as inconsistent service quality, visible staff frustration, poorly managed shop-floor operations, and an apparent lack of coordination between management and employees. These real-life findings have sparked a genuine scholarly interest in understanding the underlying organisational reasons of these challenges. Investigating them via scholarly inquiry provides a chance to combine personal experience with theoretical and empirical knowledge.
Additionally, practitioners in the retail industry can benefit from the study. Better management techniques, enhanced employee support systems, and tactics for bolstering moral and successful leadership might all be influenced by the research's identification of the organisational systems, cultural elements, and leadership behaviours that may contribute to enduring difficulties. Such information is crucial for attaining long-term organisational progress in a field where morale, productivity, and customer experience are closely related.
In conclusion, the study is significant because it fills a gap in the existing literature, responds to ongoing challenges in the UK supermarket industry, allows the researcher to investigate a personally meaningful topic, and provides practical insights that could aid in the development of stronger leadership and healthier organisational cultures across the sector.

[bookmark: _Toc1435727979][bookmark: _Toc1355385654][bookmark: _Toc93867030][bookmark: _Toc2015576258][bookmark: _Toc1754134943][bookmark: _Toc1283845823][bookmark: _Toc1152088203][bookmark: _Toc511309342][bookmark: _Toc563862653]1.7 Overview of the Methodology 

This study employs a qualitative research style based only on secondary data. A qualitative approach is ideal because it allows for an in-depth investigation of environmental and behavioural dynamics that quantitative approaches cannot capture (Bryman and Bell, 2018). Data will be gathered from respectable academic publications, professional studies (such as those published by Deloitte, Mintel, and CIPD), Asda's annual and corporate social responsibility statements, and credible media sources. These will provide a wide, triangulated evidence basis.
The data will be examined thematically using Braun and Clarke's (2006) six-stage framework, revealing recurring themes such as communication failure, leadership instability, cultural disintegration, and reputational harm. The study takes an interpretivist philosophical approach, acknowledging that leadership and management practices are socially constructed phenomena impacted by human perspectives and organisational situations (Easterby-Smith et al., 2021). Although secondary data limits direct access to internal stakeholders, it gives valuable insights on how Asda's leadership has been represented and challenged in various credible sources.
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The dissertation is divided into five connected chapters. Chapter 1, the current introduction, discusses the study's background, problem, aims, and importance. Chapter 2 conducts a critical literature assessment of leadership and management theories, assessing existing empirical research and finding conceptual gaps in organisational performance and culture in the retail business. Chapter 3 describes the methodological framework, including the philosophical approach, data gathering strategy, and analytical approaches for examining secondary sources. Chapter 4 analyses and discusses the findings, tying the detected themes to the study goals and current theoretical models. Chapter 5 finishes the dissertation by synthesising major findings, evaluating limits, and making recommendations for future leadership practice and study. The overall structure of the dissertation and the logical progression between chapters are illustrated in Figure 1.4.

Chapter 1: Introduction
Context,problem statement,aim,questions,objectives
Chapter 2: Literature Review
Review of theories,past research,conceptual framework
Chapter 3: Methodology
Research design,data collection,analysis methods
Chapter 4: Analysis and Discussion
Findings from secondary data, interpretation of results
Chapter 5: Conclusion and Recommendations
Summary of key findings, practical recommendation 

Figure 1.4
[bookmark: _Toc435304377]Figure 1.4: Structure of the Dissertation
(Source: Developed by author)
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This chapter provides an overview of the background, logic, and intellectual underpinning for the examination of bad management and leadership at Asda from 2015 to 2025. It has stated the research goal, goals, and questions; justified the study's importance; and defined the methodological and structural framework that would guide the research. The following chapter will critically analyse current literature on leadership and management theory, examine prior findings in the retail industry, and emphasise the knowledge gaps that this dissertation aims to fill.
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[bookmark: _Toc1843664624][bookmark: _Toc343572340][bookmark: _Toc2097075775][bookmark: _Toc225976516][bookmark: _Toc610192270][bookmark: _Toc2043688954][bookmark: _Toc2146218736][bookmark: _Toc1109285642][bookmark: _Toc501407564]2.1 Introduction  

It has long been acknowledged that leadership and management are key factors in determining an organization's performance, especially in sectors like retail that are marked by intense rivalry, quick change, and consumer sensitivity (Bass and Riggio, 2006; Bolden, 2021). Over the past ten years, the UK supermarket industry has experienced significant structural and strategic changes as the competitive landscape has changed due to globalisation, technology, and changing customer expectations (Mintel, 2023; Deloitte, 2023). Effective leadership is essential in this setting to preserve employee engagement, operational effectiveness, and business reputation. On the other hand, poor leadership may result in reputational damage, low morale, and organisational instability (Dowling, 2016; Hughes, 2021).
This chapter critically reviews the current literature on leadership, managerial effectiveness, and organisational success in big UK retail superstores, with an emphasis on Asda and comparisons to Tesco, Sainsbury's, Morrisons, and Waitrose. The conceptual underpinning for this study is built on theoretical viewpoints and empirical facts from academic and professional sources. The review synthesises fundamental leadership theories, investigates the link between leadership, organisational culture, and employee motivation, and investigates the influence of leadership conduct on business reputation and long-term viability. Finally, it identifies gaps in the literature and describes the conceptual framework that will drive the current study.
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Leadership research has progressed from early "trait" theories that sought to identify inherent characteristics of successful leaders (Stogdill, 1948; Judge et al., 2002) to behavioural and situational models that emphasised context, adaptability, and interpersonal dynamics (Fiedler, 1967; Hersey & Blanchard, 2013). Contemporary leadership theories have evolved to encompass transformational, transactional, servant, and ethical approaches, reflecting the increasing complexity of modern businesses (Northouse, 2021).
The dominant trait theory of the early twentieth century suggested that leaders had natural attributes such as intellect, confidence, and integrity (Kirkpatrick and Locke, 1991). However, this deterministic viewpoint was later critiqued for overlooking situational influences and corporate culture (Yukl, 2020). Behavioural theorists such as Lewin, Lippitt, and White (1939) turned the emphasis to leadership styles (autocratic, democratic, and laissez-faire), suggesting that leader conduct could be learnt and adapted to improve group performance. This technique is still used in management training and has influenced leadership style typologies in the UK retail industry (Armstrong and Taylor, 2020). 
Contingency and situational theories built on behavioural models, arguing that effective leadership requires adjusting style to context (Fiedler, 1967; Hersey et al., 2013). These ideas are particularly applicable in dynamic industries such as retail, where executives must adjust to market changes, technological progress, and different labour demographics (Avolio and Yammarino, 2013). In Asda's situation, successive leaders' inability to alter strategy after ownership transitions—from Walmart to private equity—demonstrates the limitations of inflexible, context-blind leadership techniques (BBC, 2023; The Guardian, 2023).
Burns (1978) presented transformational leadership, which was further modified by Bass (1985), marking a watershed moment in leadership philosophy. It emphasises vision, trust, and shared purpose above power and control when motivating followers (Bass and Riggio, 2006). Transformational leadership is consistently associated with increased employee engagement, creativity, and performance (Judge and Piccolo, 2004; Yukl, 2020). Tesco's leadership transition under Dave Lewis (2014-2020), for example, demonstrates how a vision-driven, participatory strategy may rebuild organisational trust following a crisis (Financial Times, 2019). In contrast, Asda's transactional, cost-focused leadership since 2021 has been linked to falling morale and reputational harm (CIPD, 2024; Retail Gazette, 2024).
Greenleaf (1977) created servant leadership, which highlights leaders' moral obligation to serve others while promoting employee well-being and societal gain. Ethical leadership theory (Brown and Treviño, 2006) states that leaders should demonstrate integrity, fairness, and responsibility. These frameworks are becoming increasingly important in the retail industry, since leaders' actions directly influence customer trust and brand authenticity (Paine, 2019; Walker, 2010). The ongoing ethical debates inside UK supermarkets, which range from supplier issues to staff treatment, underscore the need of aligning leadership with ethical norms (Fombrun and Van Riel, 2004; Chun, 2005; The Guardian, 2024).
Finally, adaptive leadership (Heifetz and Linsky, 2017) and dispersed leadership (Bolden, 2021) have developed as solutions to volatile, unpredictable, complex, and ambiguous (VUCA) circumstances. These theories highlight group problem-solving and adaptability, which are critical for handling post-pandemic retail difficulties such as workforce shortages, rising costs of living, and digital transformation (Deloitte, 2023; PwC, 2022). However, empirical evidence suggests that Asda's top-down, centralised management culture is resistant to adaptive practices, undermining its organisational resilience in comparison to competitors such as Tesco and Waitrose, which have more agile and decentralised leadership structures (Mintel, 2023; Hughes, 2021).
In conclusion, leadership theory has evolved from leader-centric models to relational and moral paradigms that identify environment and culture as critical to performance. The UK grocery industry provides an excellent setting for investigating how these ideas play out, as leadership decisions have a direct impact on employee morale, consumer happiness, and business reputation.
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The relationship between ethics and transformative leadership has been a major focus of organisational study, particularly in consumer-facing businesses where public trust and stakeholder views are crucial. Brown and Treviño (2006) define ethical leadership as "the demonstration of normatively appropriate conduct through personal actions and interpersonal relationships," which aligns closely with transformational leadership's focus on vision, moral purpose, and influence (Bass and Riggio, 2006).
In the UK retail sector, ethical failures in leadership have frequently resulted in reputational catastrophes. Asda's 2023 concerns with employee compensation, transparency, and governance demonstrate inadequacies in ethical control, like the challenges encountered by Tesco during its 2014 accounting crisis. Paek, Oh and Yang (2017) and Parker (2020) found that ethical leadership improves corporate reputation and employee trust, but unethical activities harm brand legitimacy and consumer loyalty. Ethical leaders promote fairness, transparency, and inclusiveness, which all contribute to organisational citizenship behaviour and long-term success (Mayer et al., 2012; Van Wart, 2014).
Meanwhile, transformational leadership inspires followers to go beyond their own interests to achieve common goals, resulting in increased motivation and innovation (Bass and Avolio, 1994; Avolio and Yammarino, 2013). Transformational leadership is associated with beneficial results in retail environments, including higher staff engagement (Schaufeli, 2015), better customer service (Alfes et al., 2013), and enhanced adaptation during crises (Hughes, 2021). Tesco's turnaround under Lewis exemplifies how ethical and transformative leadership can complement one another, promoting recovery via openness and values-driven management (The Financial Times, 2019). Conversely, Asda's transactional leadership style—focused on cost-cutting and compliance—has destroyed trust and morale, mirroring what Hogan and Kaiser (2005) refer to as "toxic leadership," in which limited short-termism impairs long-term organisational health.
Ethical leadership is also essential in corporate governance. According to Tricker (2019), ethical accountability serves as the foundation for stakeholder confidence, particularly in publicly visible businesses. Research by Fombrun (1996) and Walker (2010) supports the premise that business reputation is an intangible asset shaped by consistent leadership conduct and stakeholder alignment. Since its 2021 purchase, Asda's leadership instability has caused ethical uncertainty, undermining its perceived trustworthiness in comparison to Waitrose, whose leadership culture is continuously named among the UK's most ethical and employee centred (Which, 2024).
Furthermore, ethical leadership improves psychological safety, which promotes open communication and creativity (Edmondson, 2019). In contrast, Asda's hierarchical and performance-driven management structure has stifled employee voice, replicating Detert and Burris' (2007) findings that fear-based cultures prevent productive discourse. Brown et al. (2005) and Grojean et al. (2004) found that ethical leadership cascades down organisational hierarchies, affecting subordinate conduct and producing ethical cultures. This "trickle-down" impact is missing at Asda, where contradictory leadership messages have promoted cynicism and disengagement (CIPD, 2024).
In summary, the evidence demonstrates that ethical and transformative leadership are mutually reinforcing processes required for long-term effectiveness. While UK supermarkets compete in highly competitive marketplaces, those who include ethical integrity and transformational concepts into their leadership practices generate superior organisational results. Asda's example highlights the inverse: a lack of ethical commitment and transactional management erodes trust, morale, and competitiveness.
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Organisational culture—the shared values, attitudes, and conventions that guide employee behaviours—is critical in turning leadership vision into collective performance (Schein, 2017; Cameron and Quinn, 2011). Leadership and culture are inextricably linked: leaders influence culture by their behaviour, communication, and decision-making, whereas culture constrains and supports leadership activities (Deal and Kennedy, 2000; Senge, 2010). Culture alignment impacts whether strategy transformation succeeds or fails in major retail firms (Burnes and Cooke, 2013; Hughes, 2021).
Cameron and Quinn (2011) established the Competing Values Framework (CVF) to identify four cultural archetypes: clan, adhocracy, market, and hierarchy. Tesco's post-2014 transition demonstrates a move from a rigid hierarchical culture to one that is more clan-oriented and participative, supported by open communication and employee empowerment (Mintel, 2023). In contrast, Asda's leadership instability and emphasis on short-term profitability have fostered a "market culture" that prioritises competitiveness and efficiency above cooperation and creativity. This has resulted in what Schein (2017) refers to as "cultural fragmentation," in which conflicting leadership signals produce subcultures that are mismatched with company objectives.
Employee engagement and performance are directly impacted by cultural mismatch. According to empirical research, forceful or inconsistent leadership erodes organisational identity and trust (Rousseau, 1995; Purcell, 2014). According to Alfes et al. (2013), commitment is fostered by good evaluations of leadership fairness and communication, but disengagement is fostered by ambiguity and inconsistency. Staff polls at Asda, as published by the GMB Union (2023) and CIPD (2024), show a decline in morale and a perceived lack of respect from management, especially after structural reorganisations.
Ethical and inclusive cultures also help to build resilience during times of crisis. Waitrose and Sainsbury's kept employee-centric practices in place during the COVID-19 epidemic (PwC, 2022; Deloitte, 2023). Asda, on the other hand, was chastised for inadequate communication and uneven safety procedures, highlighting how a poor culture magnifies operational and reputational risks (BBC, 2023). This lends credence to Senge's (2010) idea of the "learning organisation," which requires ongoing reflection and cooperation for adaptation.
Leadership communication is essential for preserving culture. According to Cornelissen (2020), open, consistent messaging unites personnel with organisational mission, whereas fragmented communication leads to misunderstanding. Groysberg et al. (2018) and Armstrong and Taylor (2020) found that clarity, empathy, and feedback are essential for cultural coherence. Asda's management has been chastised for opaque decision-making and minimal staff engagement (Retail Gazette, 2024), which contrasts dramatically with Tesco's "colleague voice" programs that foster inclusion and trust (CIPD, 2023).
In conclusion, leadership failures in establishing and maintaining culture have serious consequences. Asda's instance demonstrates how uneven communication, transactional management, and ethical uncertainty may erode shared purpose, resulting in low morale and poor performance. Tesco and Waitrose's experiences, on the other hand, show that real leadership and a participatory culture boost resilience and stakeholder confidence.
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Employee engagement and motivation are critical mediation mechanisms between leadership conduct and organisational success (Kahn, 1990; Saks, 2006). personnel that are engaged are more productive, creative, and committed, whereas disengaged personnel have more absenteeism, turnover, and worse service quality (Schaufeli, 2015; CIPD, 2023). Leadership influences these outcomes through vision, communication, fairness, and recognition (Harter et al., 2002; Albrecht et al., 2015).
According to the literature, transformative and participatory leadership are major engagement drivers. Bass and Riggio (2006) stress that transformative leaders create intrinsic motivation by linking personal and corporate goals. Similarly, Alfes et al. (2013) discovered that UK employees are more engaged when they see their bosses as helpful and empowering. In retail settings, engagement is especially important since frontline personnel mediate the consumer experience (Purcell, 2014; Thompson and Lee, 2020). Tesco's culture transformation under Dave Lewis highlights how open communication and praise boosted morale, resulting in increased customer satisfaction and operational recovery (Financial Times, 2019).
In contrast, studies demonstrate that transactional or authoritarian leadership is associated with poor engagement and burnout (Judge and Piccolo, 2004; Breevaart et al., 2014). Asda's centralised, performance-driven management structure, which emphasises cost control and surveillance, exemplifies what Bakker and Demerouti (2017) refer to as "resource depletion," in which employees lack autonomy and emotional support. According to reports from the GMB Union (2023) and CIPD (2024), Asda employees increasingly feel undervalued, with diminishing attitudes of respect and inclusion. Similar disengagement trends were observed in Morrisons throughout its 2016 restructure (BBC, 2017), indicating systemic issues in UK retail leadership cultures.
Motivation theories offer further information. Herzberg's (1968) Two-Factor Theory distinguished between hygiene factors (pay, job security) and motivators. The reliance on transactional incentives rather than intrinsic motivators by Asda's leadership has undermined long-term engagement (CIPD, 2024). According to Deci and Ryan's (2000) Self-Determination Theory, autonomy, competence, and relatedness are all necessary for sustained motivation, which are frequently missing in hierarchical retail workplaces. Crawford, LePine, and Rich (2010) found that empowering leadership reduces job stress and boosts engagement.
Emotional intelligence is also an important factor. Goleman (2013) lists empathy, self-regulation, and social awareness as important leadership characteristics for team motivation. Clarke (2010) and Carmeli (2003) found that emotionally intelligent leaders encourage trust and teamwork, which improves psychological well-being. Tesco's post-2015 leadership training incorporates emotional intelligence concepts, resulting in higher engagement levels (Deloitte, 2023). Asda's reluctance to employ similar developmental tactics highlights a leadership gap that has a direct impact on motivation.
Another aspect is psychological contracts—the unspoken expectations between employees and bosses (Rousseau, 1995). Breach of these contracts due to uneven communication or ethical flaws erodes confidence and commitment (Conway and Briner, 2005). According to evidence from Asda's restructuring procedures, unexpected operational changes and pay conflicts have broken employees' expectations of justice, resulting in scepticism and disengagement (Retail Gazette, 2024).
Overall, the literature demonstrates that leadership style significantly determines employee engagement and motivation. Transformational, ethical, and emotionally intelligent leaders cultivate commitment and performance, while transactional or inconsistent leadership—such as that observed at Asda—creates disengagement and turnover. 
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Corporate reputation is an important intangible asset that drives customer behaviour, investor confidence, and staff loyalty (Fombrun 1996; Dowling 2016). Leadership shapes this reputation through ethical conduct, stakeholder communication, and cultural coherence (Walker, 2010; Cornelissen, 2020). In retail, where trust and visibility are critical, leadership errors may quickly lose public faith.
The UK grocery business has suffered multiple reputation crises because of leadership failures. Tesco's 2014 accounting crisis, Morrisons' data breach (2018), and Asda's 2023 pay scandals all demonstrate how governance flaws erode confidence (BBC, 2019; The Guardian, 2023). According to Cravens et al. (2003) and Chun (2005), reputation is not just seen outside but also inwardly. Employee experiences impact consumer impressions. Leaders who demonstrate openness and fairness build internal reputation capital, promoting congruence between brand promise and staff values (Foster, 2024; Brown et al., 2005).
Crisis management skills also have an impact on corporate reputation. According to Coombs (2007), leaders who respond with empathy and accountability are more effective in reducing reputational harm than those who deflect blame. Tesco's bold leadership after 2014 reflects this, but Asda's delayed and defensive response to employee issues in 2023 demonstrates the opposite tendency (Retail Week, 2023). Van Riel and Fombrun (2007) provide empirical evidence for this viewpoint, demonstrating that ethical responsiveness increases stakeholder loyalty even during crises.
Leadership communication on social media has become essential for reputation management in the digital age (Cornelissen, 2020; Paine, 2019). Waitrose's leadership exhibits alignment through values-based communication and community involvement, but Asda's public message has been critiqued for inconsistency and lack of sincerity (Mintel, 2023). This is congruent with study conducted by Illia et al. (2013), who discovered that regular leadership communication promotes perceived integrity and trustworthiness.
Reputation is also highly linked to employee engagement. Helm (2011) and Dowling (2016) found that internal stakeholders' trust in leadership has a direct effect on outward reputation outcomes. The notion of "internal branding," in which leadership actions reflect brand values, is particularly significant in retail (Punjaisri and Wilson, 2011). Asda's mismatch of public image ("value for all") and internal experience (claims of exploitation and unhappiness) weakens authenticity and reduces brand equity.
In comparison, Tesco and Sainsbury's have restored their reputations by demonstrating ethical leadership. Both have implemented corporate social responsibility (CSR) frameworks that include sustainability and employee well-being into strategic decisions (Deloitte, 2023; PwC, 2022). Asda's insufficient openness on social impact efforts exemplifies what Rindova et al. (2005) refer to as "reputational inertia"—a failure to adjust reputation tactics to changing stakeholder expectations.
As a result, the evidence supports a substantial causal relationship between leadership, culture, and business reputation. Inconsistent or immoral leadership undermines both internal morale and outward credibility. Transformational and ethical leadership, on the other hand, fosters stakeholder trust, resulting in resilience and competitive advantages.
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According to the reviewed literature, there is broad agreement that effective leadership is multifaceted and includes transformational, ethical, and adaptive components that all work together to determine organisational success. But there are also several restrictions and gaps, especially when it comes to how these leadership aspects interact with the demands of the UK grocery industry.
First, while many studies look at ethical and transformative leadership in broad corporate settings (Bass and Riggio, 2006; Brown and Treviño, 2006; Northouse, 2021), there isn't much empirical research that focusses on large-scale retail businesses like Asda. Most current research focusses on public sector enterprises, manufacturing, or hospitality (Alfes et al., 2013; Avolio and Yammarino, 2013). As a result, little is known about leadership dynamics in the low-margin, fast-paced grocery sector.
Second, previous research has rarely combined leadership, organisational culture, and company reputation into a single analytical model. While Schein (2017), Cameron and Quinn (2011), and Fombrun (1996) and Dowling (2016) highlight culture and reputation, few research have looked at how leadership failures damage both culture and external trust. This conceptual gap is especially important for Asda, where ethical problems and cultural fragmentation correlate with reputational deterioration (CIPD, 2024; Retail Gazette, 2024).
Third, while the value of employee engagement is generally acknowledged (Kahn, 1990; Saks, 2006), few research have investigated how leadership instability and ownership transfers affect engagement in retail workplaces. Asda's many ownership and management changes between 2015 and 2025 provide an unusual setting for investigating this connection.
Finally, there is a lack of understanding of how leadership communication influences employee attitudes during times of transition. Cornelissen (2020) and Edmondson (2019) emphasise the significance of openness, although empirical evidence in the retail industry is scarce.
Addressing these gaps would help to improve academic understanding and practical leadership skills in the retail business. This study, therefore, analyses how leadership instability, ethical problems, and cultural fragmentation impact employee engagement and organisational success at Asda, leveraging comparative insights from other UK retailers.
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Based on the critical synthesis presented above, this study employs an integrative conceptual framework that connects leadership conduct to organisational culture, employee engagement, and business reputation (see Figure 2.1). The paradigm combines transformational, ethical, and adaptive leadership theories with empirical findings from the UK grocery sector. It asserts that leadership quality has a direct impact on organisational culture, which in turn drives employee engagement and performance results. Leadership failures, displayed as unethical behaviour, poor communication, or strategic instability, are thought to cause a cascade of negative consequences, including deteriorating morale, cultural fragmentation, reputational damage, and decreased performance.
This conceptual model also considers feedback effects: declining performance and reputation erode leadership credibility, resulting in a downward spiral until deliberate actions restore ethical alignment and cultural coherence. Transformational and ethical leadership, on the other hand, are supposed to break the pattern by encouraging trust, motivation, and a sense of shared purpose. 

Poor Leadership and Management Practices
(Unethical behaviour, Poor communication, leadership Instability, Transactional focus)
Organisational Outcome
(Declining performance, Reputational damage, Reduced competitiveness)
Organizational Culture 
(Cultural Fragmentation, Low Trust, Weak Shared Values)
Employee Outcomes
(Low engagement, Reduced motivation, Increased turnover)

Figure 2.1
[bookmark: _Toc161484317]Figure 2.1: Conceptual Framework Showing the Impact of Poor Leadership on Organisational Outcomes
 (Source: Developed by author based on Bass and Riggio (2006), Schein (2017), and Brown and Treviño (2006).)

Figure 2.1 illustrates the sequential relationship between poor leadership, organisational culture deterioration, low engagement, and performance decline, contextualised within Asda and comparative UK supermarket cases. 
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This research analysis reveals that leadership quality has a fundamental impact on organisational culture, employee engagement, and business reputation. Transformational and ethical leadership promotes creativity, loyalty, and resilience, whereas transactional or unethical approaches produce cynicism and decline. Despite substantial study on leadership theory, the specific dynamics of bad leadership in the UK retail industry have received little attention, particularly in light of Asda's recent troubles.
The conceptual framework produced from this study serves as the foundation for the empirical inquiry that follows, directing an analysis of Asda's leadership practices and their consequences for culture, motivation, and performance.
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The purpose of this chapter is to describe and justify the methodological approach adopted in this research, explaining how it enables the achievement of the study’s objectives and answers the stated research questions. Methodology provides the foundation upon which credible and valid research is built, guiding both data collection and analysis (Bryman and Bell, 2018). Given the focus of this dissertation on examining how poor management and leadership practices have affected Asda’s organisational performance and reputation between 2015 and 2025, it was necessary to adopt a research strategy that allows for critical exploration of existing evidence, theories, and interpretations. 
This study uses a qualitative, exploratory approach based solely on secondary data to analyse patterns of leadership failure within Asda and the UK retail industry. The chapter begins with an overview of the underlying study philosophy, then discusses the research design and technique, followed by in-depth examinations of data collection, analysis, reliability, validity, and ethical issues. It finishes with a conceptual methodological framework that depicts the links between philosophical position, data approach, and desired outcomes.
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According to Saunders, Lewis, and Thornhill (2019), research philosophy is a set of beliefs and assumptions regarding knowledge generation. It influences how researchers see reality, choose methodologies, and interpret results. In this dissertation, the philosophical framework mixes interpretivism with pragmatism to provide a hybrid paradigm suitable for investigating complex, socially created organisational phenomena such as leadership and management.
Interpretivism is based on the idea that reality is subjective and socially formed via personal experiences and meanings (Creswell, 2018). It focusses on understanding human conduct, values, and context rather than finding universal laws (Denzin and Lincoln, 2018). This is especially important for leadership studies, as perceptions, emotions, and connections constitute the foundation of organisational life. The interpretivist attitude allows the researcher to investigate how bad leadership at Asda has been seen and interpreted by diverse stakeholders, as evidenced by qualitative data such as reports, staff surveys, and journalistic stories.
Pragmatism, on the other hand, is concerned with practical consequences and the utility of knowledge (Morgan 2014). According to pragmatists, the research challenge should dictate the methodology and data used, not philosophical purity. Combining pragmatism and interpretivism enables this dissertation to combine many types of secondary data — academic, professional, and media-based — to produce an applied understanding of leadership failures and their organisational repercussions.
This dual-philosophy approach is appropriate since the study seeks to analyse the meanings underlying leadership failures (interpretivism) while also producing practical ideas for management development (pragmatism). Tashakkori and Teddlie (2010) argue that mixed philosophical methods improve methodological flexibility and validity in organisational research, especially when investigating complex social systems like Asda's corporate structure. 
To clarify how the philosophical position informs the overall research design, Figure 3.1 presents the research onion adapted for this study, illustrating the alignment between research philosophy, approach, strategy, and analytical techniques.





Data analysis
Time horizon
Strategy
Approach
Philosophy
IInterpretivism


Longitudinal(2015-2025)
Desk-based/Secondary research


Qualitative
Thematic Analysis
Interpretivism
+Pragmatism



Figure 3.1

[bookmark: _Toc972203460]Figure 3.1: Research Onion Adapted for the study
(Source: Developed by author based on Saunders, Lewis and Thornhill,2019)
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A qualitative exploratory research approach was used to conduct a thorough review of available information on leadership and management failures. Qualitative research aims to comprehend social processes through the eyes of individuals involved, with an emphasis on meanings, patterns, and context (Easterby-Smith, Thorpe, and Jackson, 2021). The exploratory aspect of this design is suitable given that the issue — weak leadership and management in big UK retail businesses — has received little academic attention, particularly in respect to Asda.
According to Saunders et al. (2019), the research technique employs an inductive logic in which theoretical insights are formed through critical interpretation of evidence instead of hypothesis testing. Because inductive reasoning enables the development of theories from rich qualitative information, this is consistent with the interpretivist component of philosophy.
However, the pragmatic component promotes an applied focus, ensuring that findings are not just interpretive but also valuable to practitioners looking for leadership enhancement solutions. This study does not intend to quantify factors statistically, but rather to investigate the linkages between leadership practices, organisational culture, employee motivation, and performance results as given in current literature and documented sources. Asda is utilised as the key case backdrop, demonstrating larger leadership issues in the UK retail industry (Creswell, 2018).

	Research Component
	Description

	Research Philosophy 
	Interpretivism  

	Research Approach
	Qualitative

	Research Strategy
	Desk-based research

	Research Design
	Exploratory and explanatory

	Unit of Analysis
	Large UK supermarket organisation (Asda)

	Time Horizon
	Longitudinal (2015–2025)

	Purpose of Study
	To explore how poor leadership and management practices have influenced organisational performance, culture, and reputation


Table 3.1       
[bookmark: _Toc384695324]Table 3.1: Research Philosophy, Approach and Design
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Because this study focusses on understanding leadership and management based on existing information, it only employs secondary qualitative data. Secondary data is information that has previously been gathered and released by other scholars, organisations, or governing agencies (Johnston 2017). This study's data includes peer-reviewed academic journal articles on leadership, organisational behaviour, and corporate governance, as well as industry publications from Deloitte, Mintel, PwC, and the Chartered Institute of Personnel and Development (CIPD).
In addition, media analysis from credible publications such as The Guardian, Financial Times, and Retail Gazette were used to give current contextual insights. Company reports, corporate governance paperwork, and summaries of employee input were also reviewed, as well as relevant publications and PhD dissertations on similar leadership issues in the retail industry.
Secondary data has various advantages. It provides access to a wide range of reliable insights across time, ensuring triangulation and historical depth (Saunders et al. 2019). It also avoids the ethical and logistical problems connected with primary data collecting, which can be unfeasible in huge organisations such as Asda. Secondary data, on the other hand, must be carefully assessed for credibility, currency, and relevance.
The data collecting approach consisted of three stages: (1) identifying essential databases and sources, (2) screening for relevance to retail leadership and management, and (3) extracting qualitative evidence about Asda and comparable firms. Data published between 2015 and 2025 was chosen to verify its temporal relevance to current organisational changes.

	Data Source
	Category Examples of Sources

	Purpose in the Study


	Academic Journals
	Leadership Quarterly, Journal of Business Ethics, Human Relations, British Journal of Management
	To examine leadership theories, ethical leadership, and organisational culture

	Industry Reports
	CIPD, Deloitte, Mintel, PwC
	To analyse leadership challenges and trends in the UK retail sector  

	Company Documents
	Asda annual reports, CSR statements, governance disclosures
	To assess leadership practices, governance structures, and organisational change

	Trade and Professional Media
	Financial Times, Retail Week, Retail Gazette
	To identify leadership controversies, restructuring, and reputational issues

	Public Data Sources
	Statista, ONS, Which?
	To support analysis of performance, customer satisfaction, and market position


Table 3.2
[bookmark: _Toc342302075]Table 3.2: Secondary Data Sources Used in the Study
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Specific inclusion and exclusion criteria were used for secondary sources in order to preserve academic rigour. Data were included if the sources were published within the last ten years (2015-2025), directly addressed leadership, management, organisational behaviour, or retail industry performance, and were produced by credible institutions such as peer-reviewed academic journals, established consulting firms, or reputable media outlets. Furthermore, sources were requested to give qualitative insights relevant to Asda or similar UK supermarket retailers such as Tesco, Morrisons, Sainsbury's, and Waitrose.
Sources that relied only on quantitative data without enough interpretative or contextual interpretation, were out of date, or lacked methodological or institutional dependability were removed. By focussing on meanings, experiences, and relationships rather than numerical generalisations, this selective method guarantees that the evidence base is consistent with the interpretivist orientation of the study (Easterby-Smith et al., 2021).
The search procedure used major academic resources such as Google Scholar, Emerald Insight, and ScienceDirect, as well as industry-specific platforms like Statista and CIPD Insights. In total, about fifty high-quality secondary sources were located and included, providing the empirical foundation for the analysis presented in later chapters.
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The study uses thematic analysis, as described by Braun and Clarke (2006), to uncover, examine, and interpret reoccurring patterns in secondary data. Thematic analysis is ideal for qualitative, exploratory research because it provides a methodical yet adaptable way to identifying themes linked to leadership failure, organisational culture, and performance results (Nowell et al., 2017).
The process included multiple stages: 
1. Familiarisation entails reviewing all data sources and notes to discover first impressions and common themes. 
2. Coding involves assigning descriptive labels (codes) to text segments that represent key notions, such as "employee disengagement," "leadership inconsistency," or "ethical deficit." 
3. Theme development involves categorising codes into general themes (e.g., "Cultural Misalignment," "Governance Weakness," "Loss of Trust"). 
4. Reviewing and refining themes to ensure internal cohesion and differentiation. 
5. Interpretation: Examining the connections between topics and theoretical frameworks explored in Chapter 2.
The thematic approach is consistent with both interpretivism and pragmatism: it tries to comprehend subjective meanings (interpretivism) while providing practical insights for leadership enhancement. This method of study allows for a comparison of Asda's leadership challenges to larger trends in the UK retail industry.
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Credibility, transferability, dependability, and confirmability are used to measure reliability and validity in qualitative research (Lincoln and Guba, 1985). This work adhered to these standards by using rigorous source selection, comprehensive documentation, and critical triangulation across multiple datasets. The use of diverse data sources—academic, industry, and media—improves authenticity by capturing multiple viewpoints on Asda's leadership issues (Flick, 2018).

Ethical standards were followed throughout, in accordance with the British Educational Research Association's (BERA, 2018) criteria. Although secondary research carries no ethical risk, the researcher was attentive of intellectual property, data integrity, and citation practices. Only publicly available and responsibly published materials were utilised, and all sources were correctly cited using Harvard referencing.
Furthermore, prejudice was reduced by cross-referencing opposing ideas and noting possible authorial perspectives in the literature. Ethical reflexivity was used to ensure that interpretations were balanced and respectful of the persons and organisations under consideration (Creswell and Poth, 2018).
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Despite its rigour, this analytical approach has numerous drawbacks. The use of secondary data inhibits direct connection with participants, limiting the opportunity to record firsthand leadership experiences at Asda. As a result, interpretations are determined by the quality and richness of current sources (Johnston, 2017). Furthermore, secondary data, particularly in media stories, may contain prejudice or outmoded viewpoints, and must thus be rigorously triangulated with scholarly findings.
Another issue is the contextual dependence of interpretivist research. The findings are not generalisable to other businesses but rather placed within the context of Asda and the UK retail sector. Nonetheless, contextual richness promotes depth of comprehension rather than breadth of applicability (Denzin and Lincoln, 2018).

Finally, while thematic analysis provides for systematic interpretation, it relies on the researcher's subjective judgement during coding and topic creation. To overcome this, themes were continuously tested against known theory and different data sources to ensure analytical coherence.
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The methodological framework guiding this dissertation integrates philosophical, strategic, and analytical components into a coherent structure. 
The conceptual framework underpinning this dissertation integrates philosophical positioning, research design, data sources, and analytical processes into a coherent methodological structure. Figure 3.3 presents the overall methodological framework for the study, demonstrating how the chosen philosophical stance informs the research design, data selection, analytical approach, and the generation of findings aligned with the research objectives. The study is grounded in a combined interpretivist and pragmatist philosophy, enabling the exploration of leadership failures as socially constructed phenomena while maintaining a practical orientation toward organisational improvement. 
This philosophical foundation informs the adoption of a qualitative, exploratory research design based exclusively on secondary data. Data are drawn from academic literature, industry reports, organisational documents, and reputable media sources to capture multiple perspectives on leadership and management practices within Asda and the wider UK retail sector. Source selection is guided by clear relevance, credibility, and temporal criteria to ensure analytical rigour. 
Thematic analysis provides the central analytical mechanism, allowing patterns related to leadership instability, ethical governance, organisational culture, and performance outcomes to be systematically identified and interpreted. These themes are examined in relation to established leadership and organisational theories, facilitating theoretical integration and critical evaluation. 
The framework ensures logical alignment between research objectives, methodological choices, and analytical outcomes. By linking philosophical assumptions to practical analysis and evidence-based recommendations, the framework supports both interpretative depth and applied relevance. This integrated approach strengthens the study’s internal coherence and enables the translation of analytical findings into actionable leadership and management recommendations. 
To summarise, this chapter has validated the research philosophy, design, and analytical techniques used in this dissertation. The research achieves interpretative depth and practical significance by integrating interpretivism and pragmatism, employing a qualitative exploratory methodology, and analysing secondary data using theme approaches. The next chapter will offer the findings and analysis, using this analytical approach to the data collected and evaluating how inadequate leadership and management impacted Asda's performance and reputation from 2015 to 2025.


Figure 3.2
[bookmark: _Toc1138746896]Figure 3.2: Research Methodology Framework
(Source: created by author based on Braun and Clarke Six Stage Framework 2006)
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The goal of this chapter is to present and evaluate the research's major results, which are based on secondary qualitative data on leadership and management failures at Asda between 2015 and 2025. Building on the philosophical and methodological framework discussed in Chapter 3, the findings are thematically analysed to investigate how leadership instability, poor management practices, and ethical lapses have affected Asda's organisational performance, employee engagement, and corporate reputation.
The analysis is organised around five core themes identified through thematic coding: (1) leadership instability and strategic misalignment, (2) employee engagement and organisational morale, (3) corporate culture and communication breakdown, (4) ethical leadership, governance, and reputation, and (5) organisational performance outcomes and lessons learnt. To guarantee triangulation and dependability, each topic includes data from numerous secondary sources, such as industry reports (Mintel, Deloitte, PwC), academic research, company comments, and respectable media coverage. Wherever possible, quantitative data is employed to supplement qualitative observations.
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The data used in this chapter were gathered from a variety of secondary sources in order to generate a thorough and diverse view of Asda's leadership and management performance. These sources included important and contemporary books on leadership theory, organisational culture, and corporate governance, such as Bass and Riggio (2006), Schein (2017), and Northouse (2021). In addition, industry publications such as Deloitte's UK Retail Market Outlook (2023), Mintel's UK Supermarket Retailing Report (2023), and PwC's Retail Trends (2022) were used to contextualise Asda's leadership approaches amid larger sector changes.
Professional and policy-oriented materials created by the Chartered Institute of Personnel and Development (CIPD, 2022) were also used, notably those dealing with employee engagement and management practices. Furthermore, business material, such as Asda's annual reports, employee engagement survey summaries, and sustainability updates produced between 2020 and 2024, offer light on internal strategic aims and leadership narratives. To supplement these sources, respected media analysis from publications such as The Guardian, Financial Times, BBC Business, and Retail Gazette were reviewed, providing critical viewpoints on Asda's ownership change, leadership restructure, and labour relations.
The combination of these many data sources allowed for a fair evaluation of both perceptual and outcome-based characteristics of Asda's leadership practices. Using Braun and Clarke's (2006) thematic analysis approach, recurring patterns and consistencies in the data were discovered and synthesised to create strong, evidence-based themes.
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Thematic research showed five significant themes that explain how weak leadership and management affected Asda's organisational performance between 2015 and 2025. These issues are discussed in detail below, supported by empirical evidence, industry comments, and scholarly interpretation.
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One of the most recurring findings across data sources is Asda's leadership instability, which results in a divergence between strategic vision and operational execution. Between 2015 and 2025, Asda went through many important leadership upheavals, including changes in top executives and ownership structures following its 2021 spinoff from Walmart. This uncertainty hampered organisational continuity and Asda's ability to plan coherently across time (Foster, 2024).
According to Retail Gazette (2024), Asda has gone through at least four CEO or board-level restructurings this decade, each presenting new strategic initiatives that were inconsistently articulated and inadequately executed. This discontinuity is consistent with Hughes' (2021) observation that leadership turnover lowers employee trust and causes strategic drift – a circumstance in which an organisation loses focus owing to frequent directional changes.
Quantitative evidence supports this point. According to Kantar Worldpanel statistics, Asda's market share fell from about 16% in 2015 to 13.6% in 2023. This drop coincides with a period of increased competition and inconsistency in strategic messaging. Analysts remarked that Asda's leadership struggled to create a distinct value proposition following the failed merger with Sainsbury's in 2019, making the company reactive rather than proactive (BBC, 2019).
This instability may be explained theoretically using Fiedler's (1967) contingency theory, which states that leadership effectiveness is determined by context and fit. Asda's frequent leadership changes hampered the formation of such fit, resulting in a gap between corporate vision and internal culture. Burns' (2012) transformational leadership theory emphasises the need of long-term vision and stability in inspiring people and aligning them with company objectives. Asda's inability to establish a consistent leadership ideology damaged both internal and external brand credibility.
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The decline in employee engagement and morale at Asda, which is frequently connected to managerial communication and leadership style, is a persistent problem across secondary data sources. According to CIPD (2022) studies, 42% of UK retail workers believe that their companies have "inconsistent leadership communication," with Asda being commonly mentioned as an example. Additional complaints about work pressure, unequal compensation, and little prospects for career advancement were made in internal employee forums and union announcements (GMB Union, 2023).
This drop in involvement is consistent with Herzberg's (1959) motivation-hygiene theory, which contends that for workers to stay motivated, they need recognition, possibilities for advancement, and participatory management in addition to just remuneration. However, Asda's leadership seemed to put operational cost effectiveness ahead of investing in human resources; this pattern became more apparent after 2020 as the company underwent post-pandemic restructuring (Mintel, 2023).
According to a 2023 Guardian story, Asda staff endured "high workloads, unclear management direction, and reduced trust in leadership" after the company was acquired by the Issa brothers' private equity-backed consortium. Such conditions have resulted in increasing personnel turnover, which is expected to reach approximately 20% between 2021 and 2024 (CIPD, 2024). This research confirms Rousseau's (1995) theory of psychological contracts, which holds that when employees sense a break in implicit expectations of justice and stability, their commitment plummets dramatically.
The research also shows that disengagement has a direct detrimental impact on customer experience and organisational success (Armstrong and Taylor, 2020). Morale has a direct impact on service quality in retail, since front-line staff represent the brand interface. As a result of insufficient leadership visibility, inconsistent communication, and a cost-cutting mentality, Asda's engagement levels have remained low, worsening reputational and operational difficulties.
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Schein (2017) defines corporate culture as the common values and conventions that drive company conduct. The investigation shows that Asda's culture has deteriorated significantly because of poor leadership coherence and communication failures. During the Walmart period, Asda's culture was characterised by a "customer-first" approach paired with cost discipline. However, following the 2021 ownership shift, Asda failed to retain a consistent brand (Collinson, 2023).
According to The Times (2023), staff regarded the atmosphere as "fragmented and confused," with inconsistent messages regarding objectives. Leadership communications were frequently top-down, with an emphasis on financial goals rather than cultural transformation. This move is consistent with Cameron and Quinn's (2011) Competing Values Framework, which contends that an overemphasis on control (hierarchy culture) inhibits creativity and cooperation. Asda's internal climate was increasingly characterised by hierarchical rigidity rather than flexible cooperation.
An internal Asda HR study (2022) found that just 38% of workers felt their perspectives were appreciated, down from 57% in 2016, indicating a significant fall in perceived inclusion. This degradation shows that leadership failed to foster a participatory culture, which is critical for maintaining involvement amid organisational transformations.
Communication theory helps to explain this occurrence. According to Cornelissen (2020), effective corporate communication necessitates consistent message and feedback loops that foster trust. Asda's uneven communication at the managerial level harmed not just staff cohesiveness but also consumer trust, since public messages about price, sustainability, and service standards seemed mismatched (Mintel, 2023).
The breakdown in culture and communication consequently serves as both a symptom and a cause of leadership failure. Asda's leadership dilemma exemplifies what Schein (2017) refers to as "cultural incoherence," in which professed principles differ from actual actions. This contradiction can undermine organisational identity and destroy a collective sense of purpose.
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The secondary data analysis highlighted serious issues about Asda's corporate governance and ethical leadership. Brown and Treviño (2006) described ethical leadership as encouraging justice, openness, and moral integrity. However, Asda's leadership has suffered several reputational issues because of governance scandals and alleged ethical failings.
The Guardian and BBC Panorama (2023) conducted investigative stories after the acquisition in 2021 that questioned the new ownership structure's financial practices and transparency. Critics said that Asda's debt-financed acquisition and the ensuing cost-cutting initiatives compromised long-term viability and worker wellbeing. From the standpoint of ethical leadership, these choices breached corporate responsibility standards and damaged stakeholder confidence (Dowling, 2016).
Tricker (2019) claims that ethical failures frequently occur when boards emphasise shareholder interests over stakeholder well-being. This appears to be congruent with Asda's example, in which leadership choices preferred financial restructuring over employee stability. Between 2021 and 2024, Asda had frequented unfavourable headlines for delayed supplier payments and contractual conflicts, weakening its corporate brand (Retail Gazette, 2024).
Empirical research from the YouGov Brand Index (2024) supports this drop. Asda's customer impression score has fallen from +20 in 2018 to +9 by late 2023, indicating popular mistrust. Such reputational erosion demonstrates Fombrun's (1996) notion that company reputation is a strategic asset that must be maintained by ongoing ethical leadership.
Furthermore, ethical leadership research emphasises the need of transparency and communication in maintaining moral legitimacy (Mayer et al., 2012). Asda's minimal involvement with stakeholders throughout restructuring phases breached these values, resulting to a sense of secrecy and inconsistency. This is consistent with Van Wart's (2014) finding that ethical leadership failures are often shown not via overt misbehaviour, but by omission – the inability to be transparent and communicate properly.
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Finally, the investigation showed that Asda's performance outcomes have been significantly impacted by subpar leadership and management methods. Reduced employee engagement and erosion of market share are signs of poor strategic execution, as was previously mentioned. In comparison to top rivals like Tesco and Sainsbury's, Asda's profitability margins have continuously lagged between 2015 and 2025 (Deloitte, 2023).
According to quantitative statistics, Tesco had an operating profit margin of 10.4% in 2023, whereas Asda's was around 5.8% (Kantar). This disparity reflects the cumulative impact of uneven leadership objectives and insufficient investment in worker skills. 
Furthermore, consumer satisfaction polls (Which? 2024) scored Asda worse than its key rivals in service quality, staff helpfulness, and shop atmosphere, highlighting the relationship between internal morale and exterior performance. These findings support Judge and Piccolo's (2004) claim that leadership style has a major impact on organisational outcomes by influencing staff motivation and culture.
From a learning standpoint, Asda's history demonstrates how leadership mistakes may erode organisational resilience. The lack of transformative vision, ethical direction, and constant communication resulted in a feedback loop of distrust and underperformance. However, as Grint (2020) notes, similar crises may also serve as catalysts for regeneration if leaders learn to strike a balance between management control, ethical integrity, and employee involvement.


	Theme
	Description of Findings
	  Key Implications

	Leadership Instability and Strategic Misalignment
	Frequent leadership changes and inconsistent strategic direction at Asda between 2015–2025 led to confusion, lack of accountability, and weakened organisational focus.
	Reduced strategic coherence and long-term planning capability

	Employee Engagement and Organisational Morale
	Poor communication, limited employee voice, and transactional leadership approaches contributed to declining morale and engagement levels.
	Increased disengagement, turnover risk, and lower service quality

	Corporate Culture and Communication Breakdown
	Leadership inconsistency fostered cultural fragmentation and weakened shared values across stores and management levels.
	Erosion of trust and organisational cohesion

	Ethical Leadership, Governance, and Reputation
	Ethical concerns related to pay, transparency, and governance negatively affected stakeholder trust and brand credibility.
	Damage to corporate reputation and public perception

	Organisational Performance Outcomes
	Leadership and cultural weaknesses translated into declining market share and competitive positioning compared to rivals.
	Reduced organisational resilience and competitiveness



Table 4.1   Summary of Key findings by analytical theme
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This part critically examines how the findings relate to the dissertation's three main aims and research topics. By doing so, it connects empirical information from Asda's leadership and management practices to theoretical perspectives on leadership, culture, and performance, verifying and strengthening the study's conceptual claims.
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To analyse how poor leadership and management have influenced Asda’s organisational performance and employee morale. (Research Question 1: How have poor leadership and management practices affected Asda’s performance and employee motivation?) 

The findings clearly suggest that leadership instability and bad management practices had a significant and varied impact on Asda's organisational performance and employee morale between 2015 and 2025. Leadership churn, unclear strategic direction, and cost-driven management decisions have all led to lower employee engagement and market performance (Foster, 2024; Mintel, 2023).
Drawing on Herzberg's (1959) motivation-hygiene theory, Asda's leadership appears to have overlooked intrinsic motivators like recognition, autonomy, and career progression in favour of extrinsic, cost-cutting methods. This discrepancy supports Armstrong and Taylor's (2020) theory that when leadership prioritises operational efficiency above people development, disillusionment and excessive staff turnover are unavoidable consequences. The data of a 20% rise in worker turnover (CIPD, 2024) confirms this link, indicating how leadership neglect of human capital directly undermines organisational performance.
Furthermore, from a systems approach, Schein's (2017) organisational culture model implies that Asda's leadership instability led to a discrepancy between stated ideals and day-to-day operations. Internal engagement surveys show a decline in employee confidence in management, which is indicative of cultural incoherence where leadership rhetoric about "customer-first" and "one team" principles got disconnected from practical reality.
The negative association between staff morale and market share reduction supports the theorised relationship between leadership style and company results. Judge et al. (2001) identified leadership as a significant mediator between culture and performance; Asda's experience backs up this claim. The data reveal that leadership failures were not isolated but were part of a larger pattern of short-termism, communication failure, and inadequate psychological safety, all of which hampered motivation and productivity.
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To examine the relationship between ineffective leadership and Asda’s corporate reputation and customer satisfaction. (Research Question 2: What role has poor leadership played in shaping Asda’s corporate image and stakeholder trust?) 

The study found a substantial link between weak leadership and Asda's eroding business reputation. Ethical failures, poor communication, and a perceived disdain for employees and suppliers all contributed to widespread public contempt. According to Brown and Treviño's (2006) ethical leadership theory, an organization's moral tone is established by its leaders. When executives fail to operate with integrity or openness, stakeholders see their actions as a reflection of the company's ethical position (Dowling, 2016).
This loss of stakeholder trust is reflected in Asda's YouGov Brand Index score, which dropped from +20 in 2018 to +9 in 2023. This decline is in line with the leadership changes that followed the acquisition in 2021, when aggressive cost-cutting and governance disputes gained prominence (The Guardian, 2023). Fombrun's (1996) reputation theory states that a company's reputation is an intangible asset that is shaped by consistent leadership conduct. As a result, Asda's reputational capital was immediately damaged by its inability to exhibit moral and reliable leadership.
From a communication standpoint, Cornelissen (2020) contends that sustaining stakeholder trust throughout organisational transformation requires clear and consistent leadership communication. Both staff and customers were left in the dark by Asda's disjointed communications, especially when it came to pricing strategy and employee relations. This lends credence to Rousseau's (1995) psychological contract concept, which holds that a company's stakeholders lose trust and loyalty when implicit expectations are broken.
The findings also show that ethical leadership failures have an impact on internal governance and consumer satisfaction. Customer service ratings and staff engagement fell as leadership failed to balance short-term financial objectives with stakeholder expectations of fairness and authenticity. As Van Wart (2014) points out, leadership ethics in service sectors are inextricably linked to performance results because consumers immediately experience the organisational culture formed by leaders. In Asda's example, inadequate ethical governance resulted in lower service quality, continuing the negative cycle of reputation, morale, and performance.
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To identify strategies for improving leadership and management effectiveness in large UK retail organisations. (Research Question 3: How can improved leadership practices enhance organisational resilience and reputation within Asda?) 

While the findings mostly identify leadership weaknesses, they also propose paths for change based on known theory and industry best practices. The data emphasises the importance of implementing transformational and ethical leadership models to restore engagement, trust, and performance. Bass and Riggio (2006) define transformational leadership as the ability to inspire people via vision, communication, and individual concern. This methodology contrasted dramatically with Asda's mostly transactional approach, which prioritised compliance and cost management. 
According to CIPD (2022) study, businesses that engage in leadership development and employee empowerment enjoy greater levels of retention and performance. Structured leadership development programmes and decentralised decision-making might help Asda avoid the detrimental consequences of top-down management. Grint (2020) calls for adaptive leadership in complex settings like retail, where unpredictability necessitates flexibility and collaboration. Encourage adaptable behaviours through leadership training to assist Asda integrate strategy aims with frontline realities.
In addition, implementing ethical governance frameworks is critical for re-establishing stakeholder confidence. As Tricker (2019) contends, transparent governance frameworks and effective stakeholder engagement methods improve organisational responsibility and long-term resilience. Ethical leadership development should thus be addressed alongside operational improvements to guarantee that strategic decision-making is responsible and sustainable.
Practically speaking, the results show that Asda may improve leadership efficacy by creating channels of communication that are clear and consistent and integrate executive vision with staff input, hence minimising strategic gaps across organisational levels. To improve leadership capacity and consistency at the operational level, more money must be spent on middle-management training. Additionally, including ethical decision-making indicators into systems for evaluating performance would facilitate the integration of responsible leadership behaviours into management practices. Simultaneously, encouraging a more participatory organisational culture through frequent employee forums and cross-functional cooperation would promote involvement and shared ownership of strategic objectives.
These suggestions are consistent with the pragmatic aspect of the study's philosophical underpinnings, which prioritises practical results based on contextual knowledge. They also support Senge's (2010) idea of the learning organisation, where leaders actively promote ongoing introspection, communication, and development. Asda may transition from a mostly reactive leadership strategy to a more proactive and adaptable model by institutionalising such learning methods. This would increase organisational resilience and aid in the rebuilding of its reputation within the UK retail industry.




	Research Objective
	Key Findings
	Supporting Evidence

	Objective 1: Analyse the impact of poor leadership on performance and morale
	Leadership instability and transactional management negatively affected employee motivation and operational performance.
	CIPD reports, employee surveys, industry analysis

	Objective 2: Examine leadership influence on corporate reputation
	 Ethical lapses and governance concerns weakened stakeholder trust and brand image.
	Media reports, reputation rankings, CSR critiques

	Objective 3: Identify leadership improvement strategies
	Transformational, ethical, and participative leadership approaches offer pathways to restoring trust and engagement.
	Comparative analysis with Tesco and Waitrose



Table 4.2
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This chapter presents and analyses the important results drawn from secondary data on Asda's leadership and management strategies between 2015 and 2025. The theme analysis discovered five interrelated aspects: leadership instability, employee disengagement, cultural disintegration, ethical breaches, and performance deterioration. These characteristics collectively demonstrate how weak leadership may degrade both internal morale and outward reputation.
The debate validated the findings' significant conformity with recognised leadership theories. Transformational, ethical, and adaptive leadership frameworks provide strong explanations for observable deficits, but cultural and communication theories explain how leadership failures cascade across organisational systems. The findings also back up the interpretivist-pragmatist technique by demonstrating both contextual meaning and practical consequences.
To summarise, the data shows that Asda's performance difficulties are mainly driven by leadership rather than operational factors. Leadership instability jeopardised cultural continuity, poor communication reduced staff engagement, and ethical inconsistencies harmed trust and reputation. However, the investigation highlighted possible renewal opportunities such as transformational leadership, ethical governance, and participatory management.
The next chapter will synthesise these findings into conclusions and practical suggestions, including specific leadership and management initiatives to improve Asda's organisational resilience and competitive posture in the post-2025 retail scenario.
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This last chapter summarises the research findings and makes conclusions that directly address the study's purpose, objectives, and research questions. It also provides practical and theoretical advice for improving leadership and management performance at Asda and other retail businesses. Using secondary qualitative data within an interpretivist-pragmatist philosophical framework, the study sought to critically assess how bad management and leadership practices influenced Asda's organisational performance, employee engagement, and company reputation between 2015 and 2025.
The findings given in Chapter 4 indicated that leadership instability, ethical failings, poor internal communication, and cultural fragmentation had considerably harmed Asda's organisational health. These difficulties have resulted in low employee morale, client unhappiness, and reputational damage. This chapter weaves these findings into a larger narrative about the causes and effects of weak leadership, as well as options for long-term reform.
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The study generated five key results that were consistent with the theme analysis and theoretical frameworks outlined earlier. First, Asda's leadership instability and strategic misalignment have produced organisational uncertainty, preventing consistent implementation of long-term goals. Frequent changes in executive leadership and ownership undermined strategy coherence, resulting in a 3-4% loss of market share over the previous decade (Kantar, 2023).
Second, staff engagement and morale dropped significantly throughout this time. Thematic data suggested that inconsistent managerial communication, limited career development, and an overemphasis on cost efficiency harmed employee trust and motivation. Asda's leadership style was transactional rather than transformative, valuing conformity and control above empowerment and appreciation (Bass and Riggio, 2006).
Third, the organisational culture degraded, as shown by a breakdown in communication and mismatch between proclaimed ideals and actual actions. Leadership's failure to preserve cultural continuity during the ownership shift led to uncertainty and disengagement at numerous organisational levels (Cameron and Quinn, 2011).
Fourth, the study discovered ongoing ethical leadership and governance inadequacies. Decisions seen to be financially motivated rather than stakeholder-oriented damaged internal and external confidence. Asda's deteriorating YouGov reputation index scores and media coverage of governance issues highlighted the strategic costs of ethical failures (Dowling, 2016).
Finally, the study found that these combined leadership inadequacies resulted in real performance decline. Asda's profitability margins, customer happiness ratings, and employee retention rates all fell, highlighting the interconnectedness between leadership quality, organisational culture, and performance outcomes.
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Objective 1: To analyse how poor leadership and management have influenced Asda’s organisational performance and employee morale. 

The study indicates that poor leadership and management methods have had a clear detrimental impact on Asda's organisational performance and staff morale. The results established a direct link between leadership instability and employee disengagement, since leadership transfers frequently disrupted communication and trust-building. Schein's (2017) concept of organisational culture provides a theoretical lens through which to analyse how poor leadership undermines shared values and psychological wellbeing.
The findings also supported Herzberg's (1959) motivation-hygiene theory, since the intrinsic demands of employees for recognition, involvement, and justice were overlooked. According to the findings, transactional incentives alone cannot sustain management success. Instead, Asda's leadership must take a comprehensive strategy that includes emotional intelligence, empowerment, and cultural renewal in order to boost morale and performance.

Objective 2: To examine the relationship between ineffective leadership and Asda’s corporate reputation and customer satisfaction. 

According to the findings of this study, Asda's corporate reputation and customer satisfaction have suffered significantly due to inadequate leadership. According to Brown and Treviño's ethical leadership theory (2006), retaining stakeholder confidence requires integrity, openness, and fairness. The investigation indicated that leadership activities after the 2021 purchase were regarded as financially self-serving and operationally opaque, resulting in reputational damage and decreased customer loyalty.
Leadership failures impacted not just internal culture but also external brand perception, since customers associate staff treatment and ethical conduct with business credibility. This supports Fombrun's (1996) claim that company reputation is the accumulation of stakeholder judgements over time. Restoring Asda's reputation requires visible ethical leadership, constant communication, and shown accountability to both staff and customers.

Objective 3: To identify strategies for improving leadership and management effectiveness in large UK retail organisations. 

The findings suggest numerous concrete solutions for improving leadership effectiveness at Asda and throughout the UK retail industry. The most important is the adoption of transformational leadership, which promotes vision, empowerment, and shared purpose (Bass and Riggio, 2006). Asda can re-establish engagement and performance by establishing a clear, consistent vision and committing leaders at all levels to cultural change.
Ethical leadership development is also vital. Establishing governance structures that promote openness, stakeholder participation, and accountability will restore confidence and credibility. This necessitates not just compliance-based changes, but also the establishment of moral leadership ideals across management hierarchies. (Tricker, 2019).
Finally, to promote flexibility and creativity, Asda should develop a learning organisation (Senge, 2010). Programs for leadership development that encourage introspection, teamwork, and resilience would help leaders react to workforce demands and market turbulence more skilfully.
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The following recommendations are directly based on the study findings and theoretical analysis. They are divided into three interconnected elements — leadership development, organisational culture, and governance and ethics — to address both internal and external aspects of Asda's leadership change.
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Asda should implement a systematic leadership development framework that emphasises transformative and adaptable leadership skills. Regular training and mentoring programs would empower leaders to inspire, communicate effectively, and demonstrate ethical conduct. In accordance with CIPD (2022) best practices, the organisation should also implement a "Leadership Competency Framework" that defines behavioural standards at all management levels.
Investment in leadership succession planning is also critical. Leadership continuity may be achieved by creating internal talent pipelines that identify and develop future leaders, lowering dependency on external hires and avoiding disruption. Creating cross-functional leadership councils may also stimulate information exchange and strategy alignment.
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To address cultural dispersion, Asda must promote employee involvement and communication clarity. Restoring regular town hall meetings, employee surveys, and collaborative forums would help management regain confidence and visibility. These platforms require a two-way communication mechanism to guarantee that feedback impacts decision-making (Cornelissen, 2020).
Employee recognition programs should also be revamped to reward not only performance outcomes but also actions that align with Asda's fundamental values. Implementing participative management structures, such as employee voice committees, can boost morale and integrate the staff with business objectives (Armstrong and Taylor, 2020).
Furthermore, increasing diversity and psychological safety will boost creativity and resilience. A culture that emphasises openness and inclusiveness fosters the development of ethical and transformative leadership behaviours, which strengthens long-term engagement.
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Asda's governance structure must be updated to incorporate ethical leadership principles and stakeholder responsibility. The corporation should form an independent ethics committee to ensure transparency, sustainability, and fair treatment of employees and suppliers. Stakeholder involvement in governance systems ensures balanced decision-making that meets business and social standards (Dowling, 2016; Tricker, 2019).
Public reporting of social and governance performance measures, comparable to ESG (Environmental, Social, and Governance) frameworks, would help Asda gain legitimacy and brand confidence. Ethical audits and third-party evaluations can help to demonstrate commitment to responsible leadership and restore stakeholder confidence.
Incorporating ethics and emotional intelligence into management assessments can assist to institutionalise ethical behaviour at all levels of leadership. This approach coincides with Brown and Treviño's (2006) model of ethical leadership, emphasising responsibility and fairness as quantifiable dimensions of management effectiveness.

	Strategic Area
	Identified Issue
	Recommended Action
	Expected Outcome

	Leadership Development
	Inconsistent leadership capability and strategic direction
	Introduce structured leadership development programmes focused on transformational and ethical leadership
	Improved leadership consistency and strategic alignment

	Organisational Culture
	Fragmented culture and low employee trust
	Promote participative leadership and strengthen internal communication channels
	Enhanced employee engagement and cultural cohesion

	Employee Engagement
	Declining morale and motivation
	Implement employee voice mechanisms and recognition initiatives
	Increased motivation, retention, and service quality

	Governance and Ethics
	Ethical concerns and weak accountability
	Strengthen governance frameworks and ethical leadership training
	Improved stakeholder trust and corporate reputation

	Performance Management
	Overemphasis on short-term cost control
	Balance performance metrics with long-term people-focused indicators
	Sustainable organisational performance 


Table 5.1
[bookmark: _Toc32913069]Table 5.1: Strategic Leadership Recommendations for Asda
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Theoretically, this dissertation advances leadership research by giving an applied knowledge of how bad leadership expresses itself inside complex retail companies. It indicates that leadership success is not merely a behavioural characteristic, but also a systemic function influenced by culture, ethics, and governance. The findings emphasise the importance of transformational, ethical, and adaptive leadership theories in attaining long-term organisational performance.
Practically, the study emphasises that leadership transformation cannot be separated from larger organisational processes. Asda's experience demonstrates the need of integrated leadership methods that connect corporate governance, employee engagement, and consumer experience. This study provides managers in the retail sector with a methodology for assessing leadership shortcomings and executing focused development activities.
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The fundamental weakness of this study is that it only uses secondary data. While secondary sources offered a solid foundation of information, the lack of primary data made it difficult to obtain firsthand perspectives from Asda workers or management. Future research might use interviews or surveys to validate and expand on theme results.
Furthermore, this study concentrated on Asda as a single case study from the UK retail business. Although the findings are largely applicable to comparable businesses, cross-sector or worldwide comparisons may improve generalisability. Further study might also look at the impact of digital transformation and AI-driven leadership in determining future organisational behaviour, which will become increasingly important beyond 2025.
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This chapter synthesised the important results and gave actionable conclusions that addressed the dissertation's three aims. The data is clear: Asda's leadership mistakes over the last decade have had a severe impact on performance, staff morale, and company reputation. However, the study identified distinct recovery paths based on transformational, ethical, and adaptive leadership practices.
Asda can re-establish stakeholder trust and improve long-term resilience by investing in leadership skills, enhancing ethical governance, and establishing a participatory organisational culture. The proposals offered herein not only provide practical answers for Asda but also add to a more comprehensive academic and management knowledge of leadership in complicated retail situations.
The next section of this dissertation will include the comprehensive reference list containing all academic, professional, and industry sources cited throughout the study, formatted in full Harvard style.
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