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Executive Summary
This report analyses the recent challenges facing Asda, especially those from digital disruption, changing consumer behaviour, and its separation from Walmart, and proposes a strategic plan. It reviews relevant change models, leadership and culture issues, then designs a change program with objectives, financial, communication and evaluation plans. The goal is to help Asda restore competitive strength, improve customer experience, and modernise its operations in a sustainable way. 























Introduction


Founded in Yorkshire, Asda is one of the UK’s largest supermarket chains, Asda employs more than 150,000 people and serves more than 16 million customers every week 
(Asda, 2025). It operates superstores, supermarkets, convenience stores, (Asda Express), petrol filling stations and has general merchandise such as George clothing and homeware. The company has become one of the top four supermarkets in the UK, competing with Tesco, Sainsbury’s, and Morrisons (Tata Consultancy Services, 2023). In 1999, Asda was bought by the American retailer Walmart, which helped the company improve its supply chain, technology, and overall efficiency (Microsoft, 2025).
In 2021, Walmart sold Asda to the Issa brothers and TDR Capital. This change in ownership encouraged Asda to rethink its business strategy and focus more on digital transformation and innovation (Reuters, 2025). The retail market has changed quickly in recent years, and Asda has had to adapt to new customer expectations and modern technologies such as artificial intelligence (AI) and online shopping (ServiceNow, 2024).
These changes have created both challenges and opportunities for Asda. The company must now balance improving digital systems, training staff, and keeping prices low while competing with discount stores like Aldi and Lidl and online retailers such as Amazon (Microsoft, 2025). Because of these pressures, managing change in the right way is very important for Asda to stay competitive and achieve its  long-term goals.
This report will look at how Asda has been affected by changes in its environment and how it manages these changes using models of strategic change. It will also explain how leadership and organisational culture influence the success of change, and finally, it will suggest a new change management plan to help Asda continue to grow.

Recent History of Asda
In the past few years, Asda has gone through major organisational and strategic changes. After Walmart sold the company to the Issa brothers and TDR Capital in 2021, Asda began to rebuild its identity as an independent retailer focused on innovation and digital growth (Reuters, 2025). The company started several projects to modernise its IT systems, including separating from Walmart’s digital infrastructure and moving to a cloud-based model supported by Microsoft (Microsoft, 2025).
This move allowed Asda to become more flexible and efficient in its operations. It also helped the company develop new data-driven tools to understand customers better and improve its supply chain (ServiceNow, 2024). However, the transition also brought challenges, such as high costs and temporary disruptions during system changes (Reuters, 2025).
The retail industry has changed quickly because of new technologies and customer expectations. Digital transformation, artificial intelligence (AI), and automation are now key parts of retail success (Hanelt et al., 2021). Customers expect fast, easy, and personalised shopping experiences, both online and in-store. Asda has had to compete not only with other large supermarkets like Tesco and Sainsbury’s but also with online retailers such as Amazon, who use advanced digital systems to deliver convenience (Jonathan and Kuika Watat, 2020).
Asda responded by investing in online shopping platforms and improving its home delivery and “click and collect” services. The company also partnered with technology firms like Tata Consultancy Services to create smarter digital tools for both employees and customers (Tata Consultancy Services, 2023). These steps show how Asda is adapting to an increasingly digital environment, where innovation and efficiency are essential for survival.
Internally, Asda has worked to strengthen its digital capabilities and employee skills. Many employees had to learn to use new digital systems and tools introduced after the separation from Walmart (Asda, 2024). To support this, the company introduced training programs and communication initiatives that helped staff understand the reasons for change and how it supports Asda’s long-term goals.
Organisational culture also plays a big role in how Asda manages change. A flexible and innovative culture helps the company deal with uncertainty and encourages staff to think creatively (Baiyere, Salmela and Tapanainen, 2020). Asda’s management promotes a culture that values teamwork, customer service, and continuous improvement, which supports the company’s digital transformation strategy (ServiceNow, 2024).
The COVID-19 pandemic greatly increased the pace of digital transformation in retail industry, with many customers choosing to shop online rather than visit stores (Hanelt et al., 2021). Asda used this as an opportunity to expand its digital presence and invest more in e-commerce. However, rising costs, supply chain disruptions, and economic uncertainty in the UK have created pressure on profit margins. These factors have made it even more important for Asda to find efficient ways to operate while maintaining low prices for customers (Microsoft, 2025).

Table 1: PESTEL Analysis
	Political
	Economic 
	Social
	Technological
	Environmental
	Legal

	
Legal requirements on product safety, data protection, and consumer rights. Inclusion, equity, and sustainability regulations. Impact on operations and reporting.
		



	

	



	Rising operational costs (energy, labour). Inflation and supply chain disruptions. Technology investments are expensive and may temporarily disrupt operations.



		



	Consumer expectations for convenience, personalised offers, and digital services. Employee expectations for flexible working, training, and digital tools. Diversity and equity considerations.



		



	Digital disruption: customers expect smooth online ordering, fast deliveries, and enhanced digital experiences. AI-driven forecasting and omnichannel platforms critical. Failure to adapt leads to lost sales and customer dissatisfaction.



		



	Sustainability pressures from consumers and regulators. Need for waste reduction, eco-friendly operations, and ethical sourcing.



		



	Compliance with product safety, consumer protection, and data privacy laws. Failure to comply could lead to fines, reputational damage.






Overall, Asda’s recent history shows a company in the middle of major transformation. It faces challenges from digital disruption, economic pressures, and changing customer needs, but it is also taking strong action through technology adoption and organisational change. 


Evaluation of Change Management Models
Overall, Asda’s recent history shows a company in the middle of major transformation. It faces challenges from digital disruption, economic pressures, and changing customer needs, but it is also taking strong action through technology adoption and organisational change. These changes directly affect key stakeholders like customers, employees, suppliers, local communities and investors. Customers expect better digital experiences and value for money, while employees need training and support to adapt to new systems. Suppliers rely on stable ordering and payment systems, and investors expect profitability despite transformation costs. Managing these stakeholder interests is essential for Asda’s long-term success (Nicolescu and Nicolescu, 2021).
Managing organisational change is essential for a business like Asda, especially as it continues to adapt to digital transformation and shifts in customer behaviour. Change management models provide structured frameworks that guide how organisations prepare for, implement, and sustain change. Two models that are particularly relevant to Asda’s recent transformation are Lewin’s Three-Step Model and Kotter’s Eight-Step Change Model.
Lewin’s Change Model
Kurt Lewin’s Three-Step Model (1951) is one of the most well-known frameworks for managing organisational change. Although developed many decades ago, it remains relevant in modern contexts and continues to inform research and practice (Burnes, 2020). The model involves three stages: unfreeze, change, and refreeze.
In Asda’s case, the unfreezing stage began when the company recognised that its old technology systems inherited from Walmart were no longer suitable for its independent operations. Leadership acknowledged that to compete effectively in a digital market, Asda needed to modernise its IT infrastructure and processes. This stage also involved communicating the reasons for change to employees to reduce resistance (Cummings, Bridgman and Brown, 2016).
The change stage included implementing new digital platforms, such as cloud computing and data management systems, while training employees to use them effectively. The company also restructured departments and introduced new workflows to improve efficiency and flexibility.
Finally, the refreezing stage involves embedding these changes into Asda’s culture and daily routines, ensuring that employees continue using new tools and processes effectively (Burnes and Cooke, 2013). This helps prevent regression to old habits and supports long-term stability.
However, while Lewin’s model provides a simple and clear process, critics note that it may overlook how quickly and continuously change happens in today’s digital context. (Todnem, 2005). Asda’s transformation is continuous, with new technologies and customer expectations constantly emerging. Therefore, while Lewin’s model offers a useful starting point, it may need to be combined with more dynamic approaches.
Kotter’s 8-Step Model
John Kotter’s (1996) Eight-Step Change Model offers a detailed approach that focuses on people in managing change. The model outlines eight stages: creating a sense of urgency, building a guiding team, developing a clear vision, communicating that vision, removing barriers, achieving short-term successes, consolidating improvements, and embedding new practices into the organisation’s culture. For Asda, this model is highly relevant. The company created urgency by recognising competitive pressure from retailers like Amazon and Aldi. It formed guiding coalitions through partnerships with technology providers such as Microsoft and Tata Consultancy Services to lead its digital transition. Leadership then developed and communicated a clear vision for the future — one centred on data-driven decisions, innovation, and improved customer experiences (Appelbaum et al., 2012).
Removing obstacles involved supporting employees through training and open communication channels. Short-term wins were achieved through visible improvements, such as faster online delivery and improved website performance. Asda’s leaders also worked to anchor these changes in company culture, encouraging staff to see digital skills and customer responsiveness as essential parts of their roles.
Kotter’s model works effectively for Asda because it combines both structural and behavioural aspects of change. It helps ensure that employees understand not just what is changing but why. However, the model has been criticised for being too linear and assuming that change can be planned in a step-by-step manner (Pollack and Pollack, 2015). In Asda’s fast-moving environment, several change steps often happen simultaneously. Even so, the model remains valuable for guiding leaders and managers through large-scale transformations.
Both Lewin’s and Kotter’s models provide helpful frameworks for managing Asda’s digital and organisational transformation. Lewin’s model offers simplicity and structure, while Kotter’s adds practical steps and a strong focus on communication and employee engagement. When used together, these models can help Asda achieve sustainable change by balancing strategic planning with cultural and behavioural adaptation. While these models give helpful structure and guidance, it is important to look at their limits. Both Lewin and Kotter assume that change happens in a planned and organised way. However, in real life, digital change in large companies like Asda is often messy and unpredictable. Research shows that successful change depends on flexibility and constant learning, not just following fixed steps (By, 2005; Burnes, 2020). For Asda, the challenge is not only technical but also about people — helping employees to adjust to new systems and ways of working. This means Asda should mix structured models with flexible leadership and regular reviews to see what is working and what is not.
Change Environment
Asda is undergoing a major technological transformation called Project Future: separating from Walmart’s systems, building its own platforms, upgrading systems (finance, payroll, depots, store checkouts, etc). It is also investing in AI-powered forecasting and order management (with Blue Yonder), modern CRM (e.g. Salesforce), better supply chain visibility, digital tools etc. There are pressures of market share decline to Aldi/ Lidl, consumer expectations, cost pressures, regulatory/ public expectations on sustainability and inclusion. 


Leadership and Organisational Culture in Change Management
Change management in large organisations like Asda is strongly influenced by leadership and organisational culture. Leadership sets the direction and motivation for change, while culture determines how employees respond to it. Both elements play a key role in whether transformation initiatives succeed or fail.
Leadership plays a central role in guiding employees through uncertainty, especially during large-scale digital and organisational transformations. Effective leaders not only design strategies but also inspire trust and commitment among employees (Northouse, 2021).
During Asda’s recent transformation, senior leaders had to manage the separation from Walmart’s systems while introducing new technologies and ways of working. This required clear communication, emotional intelligence, and the ability to reduce fear of change.
One leadership style that aligns closely with Asda’s approach is transformational leadership. Instead of concentrating only on immediate tasks, transformational leaders inspire employees by communicating a clear vision and encouraging them to strive toward long-term goals (Bass and Riggio, 2006). These leaders inspire innovation and creativity, which are critical for digital transformation (Eisenbeiss, Van Knippenberg and Boerner, 2008).
At Asda, leaders used this approach by encouraging teams to adopt a “digital-first” mindset, providing opportunities for development, and celebrating small achievements during the transition. For example, through collaboration with Microsoft and Tata Consultancy Services, Asda’s leadership promoted a culture of continuous improvement and employee empowerment. Such leadership behaviours support the creation of a positive and proactive work environment that helps overcome resistance to change (Aga, Noorderhaven and Vallejo, 2016).
Transformational leadership also encourages communication and emotional engagement, which are crucial during times of uncertainty. By focusing on employee wellbeing and inclusion, Asda’s leaders helped maintain morale during structural and digital transitions.
However, leadership in change must also be adaptive. Asda’s leaders face ongoing challenges from market competition and shifting technology, meaning leadership cannot rely only on vision but must also use adaptive and situational styles (Heifetz, Grashow and Linsky, 2009). This allows leaders to adjust strategies quickly based on real-time challenges and employee feedback.
According to Schein (2017), organisational culture consists of shared beliefs, values, and assumptions that influence how people behave in a workplace. Culture determines how employees perceive change and whether they support or resist it. A strong, adaptive culture makes it easier for organisations like Asda to implement new initiatives successfully.
Following the change in ownership from Walmart to the Issa brothers and TDR Capital, Asda began developing a more flexible and innovative culture. The company aims to balance its traditional focus on value and customer service with a new emphasis on technology and efficiency.
According to Schein’s Three Levels of Culture model, culture exists at three layers: artifacts (visible behaviours and systems), espoused values (stated beliefs), and basic assumptions (deeply held beliefs) (Schein, 2017). Asda’s visible changes — such as digital tools, staff training, and sustainability initiatives — represent the artifact level. The company’s espoused values now include innovation, teamwork, and customer focus. At the deepest level, employees are learning to assume that digital transformation is essential for long-term success.
Handy’s (1993) typology of culture also helps to explain Asda’s internal environment. The company historically had a role culture, where structure and hierarchy were important under Walmart’s ownership. However, as it moves towards independence, Asda is developing aspects of a task culture, where teamwork and problem-solving are valued. This shift helps the organisation become more dynamic and customer-responsive.
A positive and supportive organisational culture is key to minimizing resistance. Studies show that when staff feel respected and involved, they are more willing to accept and engage with changes in the workplace. Asda has worked to create such an environment through transparent communication, employee feedback sessions, and recognition of staff contributions during transformation project.
Leadership and culture are closely connected in driving successful change. Transformational leaders can shape and strengthen a culture that supports innovation and learning (Bass and Riggio, 2006). In Asda, leadership communication, vision-sharing, and empowerment have helped build a culture of trust and collaboration. This has supported the adoption of new technologies, smoother integration of digital systems, and improved employee engagement.
However, both leadership and culture must continue to evolve. Asda operates in a fast-changing retail market, so maintaining a flexible, innovative, and customer-focused culture will be essential for sustaining competitive advantage.
Since being acquired by TDR Capital and the Issa brothers in 2021, Asda has been separating its core systems and operations from Walmart to regain full independence. This large-scale transformation, known as Project Future, involves replacing more than 2,500 legacy systems across areas such as HR, supply chain, and store management. It is one of the biggest system transitions in Europe and includes adopting Blue Yonder’s AI-based forecasting tools for demand planning and waste reduction, Salesforce CRM and Commerce Cloud for customer engagement, and Workday and ServiceNow for HR and workflow management (Microsoft, 2025).
These changes aim to improve Asda’s omnichannel capabilities and customer experience as shoppers increasingly expect seamless online ordering, faster deliveries, and more personalised services (Nicolescu and Nicolescu, 2021). However, the transformation has also caused operational disruptions, including issues with stock management and supplier communication, leading to temporary effects on product availability and customer satisfaction. Rising costs from energy, labour, and inflation have further strained operations, while the £1 billion technology investment adds financial risk and pressure on performance (Reuters, 2025).
Employee morale has also been affected as staff adapt to new systems and digital skills requirements. Strong leadership has been crucial in managing these changes. Asda’s chairman, Allan Leighton, has publicly focused on restoring operational stability and maintaining customer trust, which will be essential to strengthen competitiveness against discounters such as Aldi and Lidl (Asda, 2024). Recent studies also highlight the need for psychological safety and employee involvement during big changes (Edmondson, 2018). At Asda, giving staff a chance to speak openly and share feedback can build trust and reduce fear when new systems are introduced. Research on digital transformation also suggests that leaders must balance short-term goals, such as sales and efficiency, with long-term learning and innovation (Hanelt et al., 2021). If Asda promotes a culture that supports creativity, experimentation, and continuous learning, it can make change more successful and lasting.

Proposed Change Management Plan
This change plan follows recent research showing that technology alone does not guarantee success. AI and data systems improve results only when they are supported by skilled people and clear values (Bughin et al., 2018; Hanelt et al., 2021). Therefore, the plan focuses on not only on new systems but also on employee training, open communication, and strong leadership. This balanced approach will help Asda create lasting and sustainable change.
Asda has made strong progress in improving its digital systems since separating from Walmart, but it still faces pressure to become faster, smarter, and more customer-focused. To stay competitive in the UK retail market, Asda needs to use artificial intelligence (AI) and data analytics more effectively. The proposed change involves introducing an AI-based system that uses data to predict customer demand, manage stock more efficiently, and personalise marketing offers. This system will reduce waste, improve delivery times, and enhance the customer experience. It also supports Asda’s broader goal of providing value through continuous innovation (Hanelt et al., 2021).
The key objectives of this change are to improve data-driven decision-making, reduce operating costs, enhance customer experience, develop employees’ digital skills, and strengthen Asda’s culture of innovation. Together, these goals will help Asda maintain its strong position in the UK supermarket sector while adapting to digital transformation trends (Hess et al., 2016).
Implementing advanced AI systems is a costly but necessary step toward long-term competitiveness. While Asda has not published exact investment figures, industry data shows that large retailers typically spend between £25 million and £40 million on digital transformation projects, depending on the project’s size and complexity  (Bughin et al., 2018). Therefore, the estimated cost for Asda’s AI programme over two years is around £30 million, covering software, infrastructure, employee training, communication, and evaluation activities. Based on similar retail case studies, Asda could expect a return on investment within three years, supported by cost savings and efficiency gains (McKinsey, 2021).
Clear communication is vital to help employees understand and accept the change. Research shows that open and consistent communication helps to reduce resistance and build trust (Armenakis and Harris, 2009). Asda’s leadership will communicate the purpose and benefits of the AI project through internal announcements, departmental briefings, and digital channels such as the company intranet (OneAsda) and newsletters. Regular updates will celebrate small achievements, and staff will have the opportunity to share feedback through surveys and forums. This two-way communication helps to create transparency and engagement, encouraging employees to take ownership of the change (Men and Bowen, 2017).
For implementation, Asda will follow a practical version of Kotter’s (1996) Eight-Step Change Model. The company will begin by creating a sense of urgency about the need for digital transformation and forming a guiding coalition of managers and IT experts. A clear vision will be shared across departments, explaining how AI can improve service quality and reduce costs. Employees will be empowered with training and resources to use the new systems effectively. Early results, such as better stock accuracy or faster deliveries, will be celebrated to build motivation. Continuous improvements will follow, ensuring that innovation becomes embedded in Asda’s culture (Appelbaum et al., 2012).
Evaluating progress is vital for ongoing success. Asda will measure both short-term and long-term performance indicators, including reductions in inventory costs, increases in customer satisfaction, and improvements in online delivery accuracy. The goal is to achieve a 15% reduction in inventory costs and a 10% rise in customer satisfaction within 18 months, with full return on investment in three years (Bughin et al., 2018). Employee engagement will also be tracked through training completion rates and satisfaction surveys. Quarterly reviews by the digital transformation team will identify progress and areas for improvement.
Managing risk is another important part of the plan. Asda will minimise disruption by testing AI systems before full implementation and providing clear training and technical support. It will also follow GDPR and data protection laws to safeguard customer information.  Maintaining clear communication between management and staff allows issues to be recognised and addressed quickly. (Oreg, Vakola and Armenakis, 2011).
Finally, for the change to last, innovation must become part of Asda’s culture. Leaders should encourage creativity, reward new ideas, and provide ongoing digital training. Building this kind of supportive environment helps employees stay positive about change and promotes continuous improvement. Over time, this will create a culture that supports both innovation and long-term business sustainability (Schein, 2017).


Conclusion & Recommendations
Overall, this plan reflects key lessons from both research and real business experience. Long-term success depends on combining people, processes, and technology rather than focusing on one area alone. Studies show that sustainable change requires clear leadership, continuous learning, and regular review of progress (Hess et al., 2016; McKinsey, 2021). Asda’s move toward AI-based systems is not just a technical project — it is a strategic step to build flexibility, improve decision-making, and strengthen its position in the competitive UK retail market. Asda is at a pivotal moment. Its separation from Walmart, its Project Future, and its investments in omnichannel and AI tools offer great opportunity — but also considerable risk. Without structured change management, leadership alignment, cultural change, and strong execution, disruptions may erode customer trust, revenue, and brand value.
I recommend that the Asda board:
1. Fully endorse the strategic change framework above and commit required funding and leadership time.
2. Empower the Steering Committee and CMO to have clear authority.
3. Launch pilot programmes / early wins to build confidence.
4. Monitor progress carefully with real KPIs and be prepared to make adjustments.
5. Maintain open communication with employees, suppliers, and customers.
If done well, Asda can emerge stronger: more resilient, more customer-centred, more efficient, and with an enhanced digital core that supports future growth.
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