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[bookmark: _Toc216031506]Introduction to Iceland Supermarkets
Iceland Supermarkets is a major British food retailer specialising in frozen goods, with over 800 stores across the UK and was founded in 1970. The company has developed a strong brand identity centred on affordability, convenience, and value for money, attracting a large customer base particularly among price-conscious households. Over the years, Iceland has expanded its range of products, invested in home delivery services, and positioned itself as a competitor to major grocery chains such as Tesco, Asda, Aldi, and Lidl.
Despite its longstanding presence in the UK retail market, Iceland like many retailers has faced increasing financial and operational pressures. Rising energy costs, inflation, supply chain disruption, and intensified competition have significantly impacted profitability. As a result, the company has implemented restructuring measures, including multiple store closures and job reductions between 2022 and 2024. These actions reflect wider challenges within the UK retail sector but also raise important questions about organisational decision-making, employee wellbeing, and long-term sustainability.
Iceland’s case is particularly relevant for research because it highlights the complexities of balancing business survival with social responsibility. Store closures not only affect financial performance but also have substantial implications for employees, customers, and local communities. Understanding how these changes are experienced by staff provides valuable insight into the human dimension of organisational restructuring and can help inform more effective and ethical management practices in the future.
[bookmark: _Toc216031507]Identification of a Business Problem, Background & Rationale
The UK retail industry has undergone significant structural pressures in recent years, leading to widespread store closures, job losses, and organisational restructuring. Iceland Supermarkets, despite being a long-established retailer with a strong national presence, has not been immune to these challenges. As of February 2025, Iceland operates approximately 979 stores across the UK, making it a major employer and an important provider of essential goods to local communities. However, rising operational costs, intensified competition from discount retailers, and economic uncertainty have significantly affected the company’s performance.
These challenges must be understood within the broader context of a retail sector in decline. In 2024 alone, the UK saw 13,479 retail stores close, which equates to around 37 shops per day, demonstrating an accelerating trend of contraction across the industry. This follows a similarly difficult 2023, in which 10,494 retail units closed and an estimated 119,405 retail jobs were lost, suggesting that widespread restructuring has become a persistent rather than temporary feature of the UK market. Multiple-store operators have been particularly affected, with 7,537 chain stores closing in 2024, reflecting the scale of difficulty facing established national brands.
Against this backdrop, Iceland has faced its own financial pressures. In its most recent reporting period, the company posted a pre-tax loss of £4.7 million, reversing the profits of previous years. These financial challenges have contributed to a series of store closures and job cuts throughout 2022–2024 as part of cost-saving and restructuring strategies. While such actions are often framed as necessary for business survival, they carry substantial implications for employees, particularly those in lower-paid, front-line retail roles already experiencing job insecurity.
This creates a clear management problem: although Iceland’s restructuring may be financially driven, the human consequences of these decisions are less well understood. Existing research on organisational change demonstrates that redundancy, job insecurity, and poorly managed communication can have damaging effects on employee wellbeing, trust, and engagement. Yet, despite the scale of Iceland's operations and the recent closures, little academic or industry work has explored how affected employees experienced these changes, how they interpreted the redundancy process, or what support if any they received.
Understanding the lived experiences of Iceland employees affected by closures and job cuts is essential for several reasons:
•	It provides insight into how organisational change is communicated and perceived.
•	It reveals the psychological and emotional effects of redundancy.
•	It helps identify gaps in support mechanisms during the transition.
•	It informs future managerial decisions in crisis periods.
From a theoretical standpoint, the issue sits within wider debates about labour precarity, organisational restructuring, corporate social responsibility, employee wellbeing, and retail decline in the UK. From a practical perspective, the findings may inform Iceland’s future HR strategies, change-management practices, redundancy communication, and organisational resilience.
[bookmark: _Toc216031508]Relevant Numbers & Data for the Problem Background
As of February 2025, Iceland operates 979 stores in the UK. On a larger look, the UK retail sector is under severe pressure: in 2024 alone, around 13,479 retail stores closed which is roughly 37 shops per day. That same year, closures and insolvencies among multiple-store retailers led to 7,537 store closures across chains, affecting tens of thousands of jobs. 
In 2023, prior to that, around 10,494 shops closed and 119,405 jobs were lost in the retail sector, highlighting that the pressure on retailers is not a one-off event but part of a broader trend.
The management problem, therefore, can be summarised as:
How have store closures and job cuts at Iceland Supermarkets affected employees, and what organisational lessons can be drawn from their experiences?
[bookmark: _Toc216031509]Research Aim, Objectives and Research Questions
[bookmark: _Toc216031510]Research Aim
To explore the experiences of employees affected by store closures and job cuts at Iceland Supermarkets in the UK and to examine how these experiences inform organisational change and people-management practices.
[bookmark: _Toc216031511]Research Objectives
1. To investigate how employees perceive the communication and implementation of store closures and redundancy processes.
2. To examine the emotional, psychological, and economic impact of job cuts on affected employees.
3. To identify organisational support mechanisms provided during the restructuring and evaluate their perceived effectiveness.
4. To derive practical recommendations for Iceland’s future change-management and HR practices.
[bookmark: _Toc216031512]Research Questions
1. How do affected Iceland employees perceive the communication and handling of store closures and job cuts?
2. What emotional and practical challenges do employees face during and after the redundancy process?
3. What support measures did Iceland provide, and how effective did employees perceive them to be?
4. What lessons can be drawn to improve future organisational change processes in the retail sector?
[bookmark: _Toc216031513]4. Preliminary Literature Review
[bookmark: _Toc216031514]Retail Sector Decline & Store Closures in the UK
The UK retail sector has experienced a steady decline accelerated by rising costs, online competition, and declining footfall. Reports indicate that over 17,000 retail jobs were lost in 2023 alone (Centre for Retail Research, 2023). Iceland’s store closures form part of this broader trend. Retail closures are often linked to high business rates, inflation, energy costs, and shifts in consumer demand (Fernie & Sparks, 2019). While these macroeconomic causes are well-documented, the human consequences remain less visible in literature.
[bookmark: _Toc216031515]Organisational Change & Redundancy
Organisational change can destabilise the psychological contract between employees and employers (Rousseau, 1995). Redundancy in particular is associated with stress, reduced wellbeing, lowered self-esteem, and feelings of betrayal (Noer, 2009). Studies show that change outcomes depend heavily on communication quality, transparency, and fairness (Kotter, 2012). Employees who experience poorly managed redundancies often report distrust, anxiety, and disengagement (Bordia et al, 2004).
[bookmark: _Toc216031516]Job Insecurity & Employee Wellbeing
Job insecurity, anticipation of job loss is itself harmful, even before redundancy occurs. Research links job insecurity to poor mental health, emotional exhaustion, and decreased job satisfaction (De Witte, 2005). For retail workers, who already face low pay and unstable contracts, this impact can be particularly severe (Mooney, 2019).
[bookmark: _Toc216031517]Support Mechanisms & Organisational Responsibility
Effective organisational support such as outplacement services, mental-health support, or career guidance can mitigate the negative effects of job loss (Latack & Dozier, 1986). However, support is often inconsistent, with front-line workers receiving minimal assistance (Taylor, 2013). Literature emphasises that compassionate redundancy processes can preserve brand reputation, morale of retained staff, and future talent attraction (Cascio, 2016).
[bookmark: _Toc216031518]Research Gap
While literature extensively covers retail decline and organisational change, little research explores the subjective experiences of Iceland Supermarkets employees specifically, especially in light of recent closures. There is a gap in understanding how employees interpret these events, how they cope, and what organisational practices they found supportive or harmful. This study addresses this gap through a qualitative, interpretivist approach.
[bookmark: _Toc216031519]Research Methodology & Design
Research Approach
This study adopts a qualitative, interpretivist research methodology. Interpretivism is appropriate because the research seeks to understand personal experiences, perceptions, and meanings rather than measure variables statistically (Bryman & Bell, 2015). Qualitative research allows for depth, context, and rich insight into employee narratives.
Research Design
A cross-sectional qualitative design will be used, collecting data at a single point in time. This approach is suitable for exploring employees’ experiences shortly after store closures or job cuts.
Data Collection Method
Semi-structured interviews will be the primary method of data collection. This method is chosen because it:
· Allows flexibility to explore emerging topics
· Encourages participants to share personal stories
· Provides depth of insight into emotional and experiential themes
An interview guide will include open-ended questions focused on communication, emotions, support mechanisms, and reflections on the closure process.
Sampling Strategy
A purposive sampling strategy will be applied. Participants will consist of:
· Former Iceland employees affected by recent store closures
· Employees who experienced job losses or reduced hours
Sample size: 8–12 participants (Based on what is available for timeline)
This size is appropriate for thematic analysis and achieving data saturation (Guest et al., 2006).
[bookmark: _Toc216031520]Data Analysis
Data will be examined using thematic analysis, drawing on the approach proposed by Braun and Clarke (2006). The process will include the following stages:
1. Becoming familiar with the dataset
The researcher will read and re-read the interview transcripts to gain a thorough understanding of the content and to begin noticing initial ideas.
2. Creating preliminary codes
Key features of the data will be systematically identified and labelled, helping to organise meaningful segments that are relevant to the research questions.
3. Developing potential themes
The initial codes will be grouped together based on similarity or shared meaning, allowing broader patterns to emerge across the dataset.
4. Refining and evaluating themes
Each theme will be reviewed to ensure it accurately reflects the coded data and the dataset as a whole. Themes may be adjusted, merged, or removed during this stage.
5. Finalising theme definitions and labels
Once the themes are refined, clear descriptions and names will be created to capture the central idea of each theme and clarify how they relate to the study’s aims.
6. Compiling the analytical report
The final stage involves integrating the themes into a coherent narrative that explains the findings and connects them to the wider literature and research objectives.
Using thematic analysis in this structured way will help reveal important patterns in how employees experienced communication, emotional impact, and organisational support during store closures and job losses.
[bookmark: _Toc216031521]Ethical Considerations
Ethical principles guiding this research include:
· Informed consent: Participants will be fully informed about the study’s aims and their rights.
· Confidentiality & anonymity: Pseudonyms will be used; no identifiable data will be shared.
· No harm principle: The interviews may involve emotional topics; participants may skip questions or withdraw at any time.
· Data protection: Data will be stored securely in compliance with GDPR.
Given the sensitivity of redundancy experiences, emotional wellbeing must be prioritised.
[bookmark: _Toc216031522]Business Relevance & Practical Implications
The findings will generate insights valuable to Iceland Supermarkets and the wider retail industry:
[bookmark: _Toc216031523]1. Improving Communication Strategies
Poor communication is frequently cited as a major stressor during redundancies. Findings may help Iceland develop clearer, more empathetic communication protocols.
[bookmark: _Toc216031524]2. Enhancing Employee Support Programmes
Insights may highlight gaps in mental-health support, financial advice, or transition assistance. This can guide improvements in HR policies.
[bookmark: _Toc216031525]3. Strengthening Organisational Change Management
Employee narratives may reveal operational lessons about timing, leadership decisions, and staff engagement.
[bookmark: _Toc216031526]4. Protecting Brand Reputation & Customer Loyalty
Retail organisations that treat employees fairly during closures maintain stronger public trust and corporate reputation.
[bookmark: _Toc216031527]5. Informing Industry-Wide Best Practices
As retail closures continue across the UK, this study can contribute to a wider conversation on ethical and sustainable restructuring.
[bookmark: _Toc216031528]Plan of Work & Time Schedule

	Research Stage
	Activities
	Timeframe

	Topic confirmation & background reading
	Finalise research scope; initial literature search
	Week 1

	Full literature review
	Systematic search, reading, note-taking, theming
	Weeks 2–4

	Methodology development
	Finalise interview guide, sampling plan, ethics application
	Weeks 5–6

	Data collection
	Conduct semi-structured interviews
	Weeks 7–9

	Data transcription & coding
	Transcribe audio; begin initial coding
	Weeks 9–10

	Thematic analysis
	Build themes; refine findings
	Weeks 10–12

	Drafting research report
	Write methodology, findings, discussion
	Weeks 13–15

	Final editing & submission
	Proofreading; format references; final submission
	Week 16



[bookmark: _Toc216031529]Conclusion
This research proposal outlines a qualitative investigation into how employees at Iceland Supermarkets experienced recent store closures and job cuts. By focusing on personal narratives rather than purely financial or operational outcomes, the study aims to highlight the human impact of organisational restructuring in the UK retail sector. Through semi-structured interviews and thematic analysis, the research will capture how employees interpreted the closure process, the challenges they faced, and the extent to which organisational support met their needs.
The findings are expected to contribute meaningful insights into the emotional, psychological, and practical consequences of redundancy areas often overlooked in retail management decisions. Understanding these experiences can help Iceland and similar organisations implement clearer communication strategies, stronger support mechanisms, and more ethical change-management practices. Ultimately, this study will provide evidence-based recommendations that can improve how businesses manage workforce reductions while protecting employee wellbeing and organisational reputation.
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