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[bookmark: _Toc223615178]Executive Summary
This report outlines a strategic change plan of Marks and Spencer, an established retail organisation in the United Kingdom that deals in retailing of clothing, home products and food. Over the last few years, the company has experienced severe challenges because of the rapid technological changes, the growth of e commerce and augmented competition by digitally native retailers. These changes in the environment have necessitated the organisation to re-evaluate its classic retailing model and pursue newer and technology-oriented strategies.
The report analyzes the major change management models, most importantly the Change Model by Lewin and Eight Step Model by Kotter, to learn how the application of structured change processes can facilitate organisational change. It also looks at how leadership and organisational culture can contribute to successful change and the significance of transformational leadership and employee engagement.
According to the analysis, a strategic change plan is suggested, which is aimed at digital change, the appearance of an integrated omnichannel retail system, the introduction of artificial intelligence into supply chain processes, and better data-based decision making. The report gives a conclusion that the key to successful implementation of the proposed change and long-term organisational competitiveness is the effective leadership, communication and constant evaluation.
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[bookmark: _Toc223615179]1. Introduction to the Organisation
Marks and Spencer are a well-known and most historical retail organisations in the United Kingdom. Since its establishment in 1884, Michael Marks and Thomas Spencer, the company has grown and developed into one of the most powerful retailers in the British market, started as a small market stall in Leeds. During its existence over a hundred years, the organisation has managed to build a good reputation as being of quality, reliability and customer trust that has helped it to secure a high profile in the retail sector. Company majorly deals in clothing, home products and food retailing and it has a wide array of products, which can attract different categories of consumers. Its good brand name and attention to quality have helped it to be successful long term and gain the loyalty of clients.
Marks and Spencer organisational development reflects the larger change in the retail industry in the United Kingdom and the world. The twentieth century was the period of the greatest growth of the company as large department stores were opened in the country and the company became one of the most recognisable brands in retail in Britain. Besides its domestic business, the organisation penetrated the international markets progressively by opening franchised stores and joint ventures in Europe, Asia and Middle East. The level of international growth has varied over the years, but the company still has stores and partners in various regions all around the world.
Another unique characteristic of Marks and Spencer is that it is very serious about the quality of its products and ethical sourcing. Over the years the organisation has focused on strict quality control standards and close relationships with suppliers to get products that are close to customer expectations. The brand, especially in the food segment, is associated with high quality ready meals, fresh produce and specialty foods that stand out among many of its competitors in the grocery market. Likewise, the clothing department has developed a brand that offers quality and long-lasting fashionable clothes that most of the middle-income earning consumers can afford due to their reliability and affordability.
The organisation is currently operating in the modern retail markets that combine both the physical stores and online retail solutions. Mark and Spencer operate hundreds of stores in the United Kingdom, both flagship and smaller in size, which it calls Simply Food stores with majority of their products being grocery products. The stores remain a key component in the business model of the organisation as they give it direct interaction with the customer and strengthen brand identity. Simultaneously, it has also increased its online retailing capacity greatly in accordance with the evolving consumer behaviour. E commerce websites, mobile apps and electronic payment systems have allowed the organisation to access shoppers outside the store setting and give them more convenient shopping experiences.
Although it is a successful brand heritage, the organisation has been experiencing great difficulties over recent years because of changes in structure of the retail environment. The advent of the Internet and online shopping platforms has radically transformed the way customers seek products, negotiate prices and conduct their buying behavior. The retailers, who used to depend on the physical networks of stores extensively, have been feeling the mounting pressure to change their approach toward the fast-developing digital economy. This also means that the traditional retail organisations are forced to innovate constantly so as to be relevant and competitive in the market.
The level of competition in the retail industry has become more challenging with the emergence of new business models. The fast fashion companies and online retailers have developed agile production systems, fast product cycle and competitive pricing strategies that are threatening the established retailers. Most of these competitors use digital platforms as their main method of operations, which enables them to cut operational costs and react fast to consumer demand changes.
This report assesses the environmental pressures that affect organisational change at Marks & Spencer, and how environmental pressures impact on the strategic direction of the organisation. The paper also examines how leadership, organisational culture and change management theories can make a successful transformation.

[bookmark: _Toc223615180]2. Recent History of the Organisation and Environmental Changes
Over the last ten years, Marks and Spencer have gone through massive organisational issues due to radical shifts in the global retail market. Technological innovation has led to these challenges mainly due to changes in consumer expectation and the level of competition that has risen in industry. Due to the growing digital and customer-focused nature of the retail sector, the conventional retailers like Marks and Spencer have had to re-evaluate their strategic priorities and models of operation in order to survive (Rajput, 2025).
Electronic commerce has experienced tremendous growth and has been ranked among the biggest changes that have impacted the retail industry. The expansion of e-commerce websites has altered consumer buying patterns by allowing the consumers to have easy access to products, have delivery flexibility and choice of price formations. This change in consumer behaviour has drastically reduced the amount of physical store traffic in many traditional retailers, especially retailers that had their traditional reliance on large networks of stores (Jain, 2025).
The growth in popularity of online shopping has also increased the price competition and the barrier to entry to the market has also been lower. Online stores enable the new retailers to have access to many customers without necessarily having to install a lot of physical infrastructure. Consequently, the traditional department stores like Marks and Spencer have to compete not only with the presence of traditional department stores but also with online stores and digital fashion brands (Okur and Saricam, 2025).
The emergence of artificial intelligence, big data analytics, machine learning and automated supply chain systems is one of the most significant innovations in retail organisation management due to its fundamental changes in the way operations are handled. Technology allows retailers to study the behaviour of customers and predict demand more effectively and efficiently manage inventory. In addition, digital tools enable organisations to customise the marketing techniques and provide tailored product suggestions to the customers, thus improving the shopping experiences (Pemer and Werr, 2025).
Organisations that manage to incorporate these technologies within their business models can gain a lot of efficiency and competitive advantages. Nonetheless, such technological transformation is known to be expensive in terms of investments, restructuring the organisation and training employees. This means that a large number of long-established retailers experience complicated issues when trying to modernise their business without affecting the business activities (Sundström et al., 2025).
[bookmark: _Toc223615181]3. Evaluation of Change Management Models
The organisational change is not an easy process but an intricate one that should be planned, implemented and evaluated in a well-organised manner. Change management models offer orderly systems that assist organisations in leading employees during the transformational stages and minimise resistance and retain stability in operations (Campbell, 2025). The implementation of the recognised change management models is especially crucial in the case of Marks and Spencer, as the organisation needs to ensure it adapts to the shift in the technological aspects, the evolving consumer demands and growing competition in the retail industry. One of the most powerful theoretical models that are applied to lead organisational change is the Change Model by Lewin and the Eight Step Model by Kotter (Carreño, 2025).
The Change Model of Lewin is a framework that has been chosen as one of the most famous and the oldest models of organisational change. The model proposes change as being a three-stage process comprising of unfreezing, changing and refreezing. Though the framework has been formulated way back in the mid twentieth century, it has remained relevant since it offers a clear and structured way of managing behavioural and organisational transitions (Vasel, 2025).
The unfreezing stage involves making the organisation ready to make changes by questioning the current behaviours, attitudes and ways of operation. Employees in most organisational settings might develop familiarity with the current procedures and processes and this presents a form of resistance in the context of new strategies being implemented (Ihezue, 2025). The unfreezing stage thus involves leadership communicating on the necessity of change and showing why old systems are no longer adequate. 
The second phase of Lewin model, known as changing or moving is the stage of implementing the new strategies, technologies and behaviours that will make the organisation realise its goals. At this phase the employees start to adapt to new working practices and organisational structures also start to change. In the case of Marks and Spencer, the growth in digital retail operations, introducing artificial intelligence into supply chain management, and creating more efficient inventory management systems may be considered the part of this stage (Widyasari et al., 2025). 
Employee training and development is another noteworthy phenomenon of the changing stage. Educating employees to adapt to the new operational processes or the new technology introduced in the business would require them to learn new skills in order to carry out their duties as effectively as possible (Alhusban et al., 2025). Marks and Spencer should thus invest in training programmes that will help the staff members learn the digital tools, customer relationship systems, and systems based on data decision-making processes. 
The refreezing stage is the last step of the Lewin model as it tries to stabilise the organisation once the change has been made. New processes and behaviours once introduced must be entrenched in organisational culture and practices. This necessitates the strengthening of new modes of working with the help of performance management systems, organisational policies and constant communication. Refreezing in the case of Marks and Spencer can consider such approaches as the inclusion of digital strategies into the long-term business strategy, the alignment of employees performance indicators with the new operational priorities and the sustainability of leadership concerning the promotion of innovations and technological advancements. Failure to ensure effective refreezing will mean that there is a risk of employees returning to past behaviours, which will lower the effectiveness of the change initiative in the long run perspective (Twabu, 2025).
Although the conceptual model offered by Lewin is practical, modern organisations may need to be guided in a more specific manner to ensure the implementation of large-scale transformation. The most extended and popular one is Kotters Eight Step Model, which focuses on leadership, communication and organisational commitment in the change process. This model suggests that management of successful transformation is achieved by a series of interrelated steps that assist organisations in developing momentum and maintaining long term enhancement (Hu et al., 2025).
The initial process according to Kotter model is the development of a sense of urgency. Leaders should show that change is needed and that failure to act immediately could lead to losing competitiveness. 
The second approach is the development of a guiding coalition that consists of powerful leaders and managers that can facilitate and spearhead the change process. The coalition is very instrumental in ensuring that the transformation efforts are coordinated with strategic decisions and that the transformation efforts are rooted to organisational objectives. 
Stage three and four entail creating a clear strategic vision and sharing the vision within the organisation. A clear vision would guide the staff to know the purpose of the change initiative and the value it would bring to the organisation and its stakeholders. Strategies of communication need to be maintained in a consistent, transparent and continuous manner to ensure that the employees are kept involved in the transformation process.
The last phase of Kotter model focuses on instalment of the new approaches in the organisational culture. This is the same stage as the concept of refreezing introduced by Lewin, which makes sure that transformation becomes the element of the long-term identity of the organisation. In the case of Marks and Spencer this might mean introducing digital innovation into the processes of strategic planning and promoting continuous learning among the employees.
The models offered by Lewin and Kotter can be very helpful to comment on the dynamics of organisational change. Nonetheless, successful change management can be achieved through adjusting theoretical frameworks to the concrete organisational context, industry environment and workforce peculiarities. In practice, organisations often use several components of various models to develop flexible and context specific strategies.
[bookmark: _Toc223615182]4. Leadership and Organisational Culture in Change Management
One of the most important aspects of the success or failure of the organisational change processes is leadership. In case of the changes employees tend to feel unsure about new roles, technological systems and performance expectations. Good leadership assists organisations to cope with such uncertainty to offer a sense of direction, motivate employees and create a conducive environment that promotes both teamwork and innovations (Shah et al., 2025). At Marks and Spencer, the leaders have to steer the organisation through a complicated retail environment that is typified by a fast-tracked technological revolution, shifting consumer behaviour and stiff competition.
In old-fashioned retail organisations the leadership was more than willing to emphasise the operational efficiency and cost management and the preservation of the old organisational structures. Nevertheless, the digitalization of retail industry demands individuals to be more flexible and progressive in their leadership. The modern leadership should focus on strategic thinking, understanding of technology and motivating the employees to adopt new arrangements of working (Rashed et al., 2025). 
Transformational leadership is commonly known to be a powerful method of dealing with organisational change. Transformational leaders aim at motivating the workforce by defining a strong vision of what the future should be and motivating the employees to play their roles in improving the organisation. Transformational leaders do not use formal authority only to motivate employees but inspire them with shared values, trust and collective purpose. 
In Marks and Spencer, the transformational leadership approach can make the employees realize the necessity to adjust to digital technologies and the changing customer demands. Leaders can use the opportunity to communicate an effective strategic vision that highlights innovation and customer experience to make employees treat change as an opportunity and not a threat. Moreover, transformational leaders usually enable staff to be involved in decision making processes through ideas on how performance in organisations can be enhanced. This type of involvement can make employees more engaged and less opposed to change (Jhawar et al., 2025).
Although leadership is essential in transforming change initiatives, organisational culture also has a significant role to play in determining the response of the employees to change. Organisational culture is defined as common values, beliefs and norms of an organisation that dictate behaviour. The culture should be supportive, and this may promote innovation, collaborations and learning which are paramount to a successful change management. On the other hand, a strict or cautious culture can suppress experimentation and build up opposition to innovation (Bindel Sibassaha et al., 2025).
Tradition, quality and reliability has been a very strong organisational culture where Marks and Spencer has historically been linked. These values have added value to the brand reputation as well as customer loyalty to the organisation. Nevertheless, cultural attributes that place a lot of emphasis on stability and traditional ways of doing things can pose a challenge in cases where organisations are trying to adopt rapid technological change. Traditionally oriented operational methods employees might be unsure where the new digital tools or the restructuring of the old working processes lead.
[bookmark: _Toc223615183]5. Proposed Strategic Change Plan
[bookmark: _Toc223615184]a. Objectives of the Change
The main aim of the strategic change plan is to be able to maximize the digital and technological capacity of Marks and Spencer to be able to increase its competitiveness, operational efficiency and provide better customer experience. With the onward development of the retail sector, organisations have to adopt new approaches to their operations that incorporate old strengths of retail in the new digital age. The proposed initiative hence aims at building a unified retail model that will capitalize on physical retail as well as online platforms.
The omni channel retail enhancement is one of the objectives. Omni channel retailing enables the customer to communicate with an organisation using multiple channels such as the physical stores, online websites, mobile applications and social media channels. A combination of such channels will allow organisations to offer smooth and convenient shopping experiences (Radomska et al., 2025). In the case of Marks and Spencer, this can be by allowing clients to have the option to order their goods online and pick at the stores, have customised suggestions using mobile apps and have a unified service in all retail outlets.
The adoption of artificial intelligence in supply chain activities is another strategic goal. Artificial intelligence systems can process big amounts of data to forecast the demand, optimize inventory and enhance logistics planning. In a large retail organisation where there are high products volumes involved, this can greatly decrease operational inefficiencies and cut down on this stock shortage or surplus inventory. Consequently, the organisation will be able to react faster to the changing market conditions and preferences of consumers (Yarlagadda, 2025).
Lastly, the change plan will empower the use of evidence-based decision making in the entire organisation. The contemporary retail business generates enormous volumes of information pertaining to the sales performance, client behaviour and supply chain operations. Through the creation of sophisticated data analytics systems, Marks and Spencer would be able to make better strategic choices and detect new trends in the market in a more efficient manner.
[bookmark: _Toc223615185]b. Financial Plan
To implement strategy of digital transformation a lot of financing is required. The strategic change plan suggested thus incorporates a comprehensive financial plan, which will allocate funds to important technological and organisational projects. The areas of investment of interest are development of digital infrastructure, artificial intelligence systems, data analysis platforms and staff training programmes.
The technologies of artificial intelligence can be another significant financial investment area. Inventory prediction, demand prediction and artificial customer service Chatbots and virtual assistants can be supported using AI driven systems. The AI systems would allow the organisation to optimize the level of stocks and lower operational expenses related to inefficient inventory management through the use of historical sales data and consumer behavioural patterns (Nweje and Taiwo, 2025).
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Implementing it requires proper communication. Employees need to know what the change is all about, what benefits the change will bring and their contribution to the transformation process.
It is recommended that the communication strategy involves frequent leadership briefs, employee forums and internal online platforms, where the information can be shared. Open communication is also capable of minimizing uncertainties and promoting employee involvement (Abu, 2025).
[bookmark: _Toc223615187]d. Evaluation Plan
Performance indicators should be used to measure the success of the change initiative. These are such indicators as the increase in online sales, satisfaction rates among the customers, the efficiency of operating and employee engagement (Bhowmik et al., 2026).
Frequent performance analysis will allow the leadership to see possible challenges and change strategies. Constant monitoring is done to keep the change initiative on track and to keep it consistent with the organisational objectives and the market environment.
[bookmark: _Toc223615188]6. Conclusion
The digital technologies, the changing consumer behaviour and the growing competition are causing a massive transformation in the retail industry. Conventional retailers have to revise their strategies and operational models so that they can compete in this changing environment.
The report has evaluated how Marks and Spencer handled its challenges and also assessed how leadership, organisational culture change management roles have enabled strategic transformation. As in the analysis above, the three factors that drive organisational change are digital disruption, online retail growth and innovation in technology.
The proposed strategic change plan is aimed at speeding up digital transformation, improving the resources of the omni-channel and applying artificial intelligence in business operation. It is also in the plan that leadership, communication and cultural adaptation are important in facilitating successful change implementation.
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