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British Gas is part of Centrica PLC and is the UK's largest energy supplier, providing gas, electricity, and home services to millions of customers. This well-established company continues to face increasing pressure from digital disruption, rapidly changing consumer expectations, stringent environmental regulations, and intense competition from agile renewable energy players.
This paper proposes a Strategic Change Plan for British Gas, focusing on digital and sustainable transformation to enhance customer experience, operational effectiveness, and environmental responsibility. The plan analyses the leadership and culture of the company, reviews various change management theories, including Lewin, Kotter, and McKinsey 7S, examines internal and external triggers for change, and then proposes an implementable change program.
The execution of this plan will position British Gas as a consumer-focused, technologically enabled, and ecologically friendly energy supplier, thereby improving customer satisfaction, reducing carbon emissions, and ensuring its long-term competitiveness.
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[bookmark: _Toc216304487]Introduction to British Gas

British Gas, part of Centrica PLC, is the largest energy supplier in the United Kingdom, with over 10 million customers. It aims to offer affordable, green, and innovative energy solutions to its customers (Centrica, 2023).
British Gas operated in a highly controlled and stable environment. New competitors, demands for sustainability, and recent digital upheaval have created the need for rethinking the strategic outlook of the corporation. Projects such as the British Gas App, Hive Smart Home Solutions, and smart meters reflect a focus on digital innovation. Yet, customer happiness and confidence remain erratic due to invoicing problems and service delays (Ofgem, 2023).
The purpose of this study is to develop a Strategic Change Plan focused on issues of sustainability and digital transformation, meeting external market needs and organisational objectives.
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Determining British Gas's strategic direction requires an understanding of both the internal and external environments. The company operates in a highly regulated, fast-paced industry that is currently undergoing a major transition due to digital disruption, the need for sustainability, and shifting customer expectations. Using the PESTLE and SWOT frameworks, this section assesses British Gas's internal strengths and weaknesses in relation to external opportunities and threats. It also examines how new technologies like automation, artificial intelligence (AI), and smart energy solutions have affected the company's operations and business strategy.
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British Gas's internal environment is influenced by its organisational structure, culture, operational capabilities, and resources. The company benefits from a large customer base, strong infrastructure, and a solid brand reputation, supported by its connection to Centrica PLC for financial stability and investments in digital technologies and renewable energy.
However, British Gas faces challenges due to its hierarchical structure, which hampers decision-making and flexibility, leading to resistance to change among long-serving employees. Inconsistent internal communication has also created a disconnect between frontline staff and corporate objectives.
Customer satisfaction has declined from 2019 to 2022 due to billing disputes, service delays, and a lack of transparency, as shown by a decrease in the Customer Satisfaction Index (CSI) (Ofgem, 2023). Despite efforts to digitise, reliance on outdated IT systems remains a barrier to departmental collaboration.
On a positive note, the company is making strides in innovation and employee development, fostering a culture of creativity and accountability through leadership initiatives and digital training. The British Gas App and Hive Smart Home Solutions have growth potential, but they require consistent support, funding, and cultural alignment to succeed.

[bookmark: _Toc216304490]External Environment (PESTLE)

Political-Aspects

In the UK, the energy sector is heavily regulated by Ofgem, with the government aiming for Net Zero emissions by 2050. Regulations require British Gas to invest in carbon-reduction initiatives, energy efficiency, and renewable technologies. While political stability and support for green energy foster innovation, they also increase operational complexity and compliance costs (UK Government,2023).
Economic-Aspects

British Gas's profitability and customer base have been significantly affected by economic volatility, including inflation and rising energy prices, exacerbated by the 2022 energy price crisis and geopolitical tensions such as the Russia-Ukraine conflict. To remain competitive for cost-conscious consumers, British Gas must balance the costs of technological advancements while facing competition from emerging low-cost renewable energy providers.
Social-Factors

Societal expectations are rapidly shifting towards sustainability, transparency, and customer empowerment. Today’s consumers seek convenient digital experiences, flexible pricing, and renewable energy options. With growing ethical and environmental concerns, younger generations are more likely to switch suppliers. For British Gas, reputation management is essential, as negative media coverage of billing issues and corporate profits during the energy crisis has harmed public trust( BBC News,2022; The Guardian,2023).
.
Technological-Aspects

For British Gas, technological innovation presents both threats and opportunities. Rapid advancements in AI, data analytics, IoT, and smart home tech are reshaping the energy sector. Competitors like Octopus Energy utilise these technologies for enhanced customer service and tailored rates. In response, British Gas has introduced digital self-service platforms and smart meters, though integration and scalability remain challenges. Continued digital investment is essential for maintaining competitiveness, boosting productivity, and enhancing customer experience.
Legal-Aspects

Businesses must meet various regulatory requirements related to employment, consumer protection, and data privacy (e.g., UK GDPR)(CO, 2023). Non-compliance can lead to financial and reputational risks. Ofgem is also imposing sanctions, increasing scrutiny on energy suppliers regarding fair pricing and environmental performance.
Environmental-Aspects

British Gas's strategy focuses on environmental sustainability amid rising public demand for sustainable energy and concerns about climate change. The company aims to reduce operational emissions and help customers lower their carbon footprint (Centrica, 2023) . Transitioning to carbon-neutral operations and renewable energy sources aligns with global environmental goals, requiring significant investment and changes in organisational behaviour.
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Strength :
With over 10 million customers, British Gas continues to be one of the biggest energy suppliers in the UK, indicating strong brand awareness and a sizable consumer base (Centrica, 2023).
Extensive understanding of energy supply and residential services, backed by years of experience providing energy solutions, boiler maintenance, and heating (Centrica, 2023).
Investments in Hive Smart Home Solutions and Net Zero projects show the company's strong commitment to sustainability and smart technology (Centrica, 2023; Ofgem, 2023).
Weaknesses:
Due to antiquated IT infrastructures and legacy systems, which still impede productivity and data integration, digital transformation is being adopted slowly (Ofgem, 2023).
Centrica PLC's capacity to execute quick change is hampered by its bureaucratic workplace (The Guardian, 2021).
Internal opposition to change and inconsistent communication, particularly among long-serving staff members used to conventional arrangements (BBC News, 2022).
Opportunities:
Growing environmental consciousness and national Net Zero goals are driving consumer interest in digital and renewable energy solutions (UK BEIS, 2022).
Heat pump subsidies and home efficiency improvements are examples of government incentives that support long-term sustainability and the low-carbon transition (UK Government, 2023).
AI-driven and smart home technologies have room to grow as demand for automated energy management rises (Centrica, 2023).
Threats:
Growing competition from nimble, green technology-focused energy firms that are quickly gaining market share, such as Octopus Energy and OVO (The Guardian, 2025). As Ofgem implements more stringent pricing, transparency, and environmental criteria, the cost of regulatory compliance will rise (Ofgem, 2023).
Increasing hazards to cybersecurity and data privacy, particularly as energy suppliers use IoT, AI, and smart home devices (NCSC, 2022).
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Digital disruption is a major force behind transformation at British Gas, enhancing customer engagement, operational efficiency, and sustainability through AI, automation, and data analytics. Predictive maintenance can reduce downtime, AI chatbots can improve customer service, and data insights can optimise energy use.
However, these advancements also bring challenges. Employees need to acquire new skills and invest financially, particularly in sectors like field engineering and customer service, where there is resistance to change. Without adequate training and communication, the shift to digital tools can lead to anxiety and low morale.
Cybersecurity and privacy concerns arise with increased reliance on digital systems, making it essential for British Gas to bolster data protection measures to maintain customer trust. Fostering a digital-first culture that emphasises creativity, flexibility, and teamwork is crucial for the success of this transformation.
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In conclusion, British Gas's key catalysts for strategic change include:

1. Digital Transformation: Utilising AI and data technology to modernise interactions.
2. Sustainability: Adapting to demand for renewable energy and the UK's Net Zero goals.
3. Economic Pressure: Addressing affordability concerns and rising costs.
4. Cultural Change: Moving towards a flexible, creative organisational culture.
5. Customer Expectations: Meeting demands for digital interactions and transparency.

These factors highlight the urgent need for British Gas to implement a strategic, inclusive, and clear change strategy aligned with its vision and market demands.
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Effective change management requires a systematic approach grounded in established frameworks. By utilising change management models, organisations can plan, communicate, and implement strategic transformations with minimal resistance. These frameworks ensure that change initiatives, such as digital transformation and sustainability programs, are feasible and strategically aligned for British Gas in its complex regulatory environment.
This section reviews key change management frameworks, including Lewin's Three-Step Model, Kotter's Eight-Step Model, and the McKinsey 7S Framework, which can support British Gas’s transformation process. Each model offers valuable insights into leadership behaviour, cultural adaptation, and organisational change management.
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Kurt Lewin's Three-Step Model, developed in 1947, remains vital in change management. It involves three stages: Unfreezing, Changing, and Refreezing.
Unfreezing: This phase prepares the organisation for change by challenging existing attitudes and practices. For British Gas, it means addressing outdated systems and communicating the risks of losing market share to competitors that embrace digital technology.
Changing: In this phase, new systems and behaviours are introduced after employees recognise the need for change. British Gas could focus on flexible work schedules, digital tool integration, and AI customer support. Leadership visibility and training are crucial to maintaining motivation and reducing resistance.
Refreezing: The final stage solidifies new behaviours within the company's culture. British Gas can reinforce values like innovation and customer centricity through monitoring and reward systems.
While Lewin's model provides a clear framework, its linear approach may not fully address the ongoing change required in a digitally transforming organisation like British Gas, indicating the need for more iterative frameworks to support long-term adaptability.
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The 8-Step Change Model by John Kotter (1996) provides a flexible approach for managing strategic transformation, particularly relevant for British Gas. It involves eight phases that create momentum for change, focusing on both technology and behaviour.
1. Creating a Sense of Urgency: British Gas should highlight the need for digitisation and sustainability by addressing competitive challenges and regulatory pressures to generate momentum.
2. Creating a Strong Coalition: Successful change requires support from top and middle management, as well as operational staff. Forming a cross-functional 'Change Leadership Team' can ensure comprehensive oversight.
3. Creating a Vision for Change: The company’s vision, “Empowering every customer with smart, sustainable, and affordable energy through digital innovation,” should align technological advancements with environmental protection.
4. Communicating the Vision: Ensure transparent communication through town hall meetings and internal platforms to explain the reasons for change.
5. Broad-Based Action: Remove barriers like outdated technology and hierarchies, and empower teams through decision-making and training.
6. Creating Short-Term Wins: Celebrate early successes such as improved customer satisfaction and response times.
7. Consolidating Gains and Bringing About Further Change: Build on initial successes by continuing to invest in innovation and effective pilots, like smart home technology.
8. Anchoring New Approaches in the Culture: Align digital transformation with the organisational culture, promoting learning, teamwork, and flexibility.

Kotter's model is particularly beneficial for British Gas as it addresses the psychological aspects of change while following a structured approach, requiring disciplined leadership to avoid stagnation. Justification ??
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The McKinsey 7S Framework identifies internal factors that organisations must align for effective strategic change, as outlined in the 1980 paper by Waterman et al. It examines seven aspects: 

1. Strategy: Focus on sustainable growth and competitiveness through renewable energy and digital customer platforms.
2. Organisation: Transition British Gas from a rigid hierarchy to a more flexible and communicative structure.
3. Systems: Upgrade IT systems to incorporate AI, analytics, and customer relationship tools.
4. Shared Values: Emphasise sustainability, customer trust, and technological advancement.
5. Style: Shift from transactional to transformational leadership to foster empowerment and creativity.
6. Staff: Invest in staff development to enhance digital skills.
7. Skills: Build competencies in data analytics and sustainability to stay competitive.

Applying the 7S Framework can ensure effective alignment of these components (7 S) to support a digital and sustainability agenda.
The McKinsey 7S Framework is crucial for British Gas as it ensures that all internal components support the strategic goals of sustainability and digital transformation. Unlike linear models, the 7S Framework emphasises that changes in one area, like a new net-zero strategy, require corresponding adjustments in others, such as upgrading staff skills alongside technology. To successfully shift from a traditional structure to a more adaptable one, it's essential to align both Hard Elements (Strategy, Structure, Systems) and Soft Elements (Shared Values, Skills, Staff, Style). Without this alignment, new technology may face resistance and fail due to legacy culture. Thus, the 7S framework serves as a vital tool to ensure British Gas can effectively compete with agile green energy competitors.
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[bookmark: _Toc216020524][bookmark: _Toc216304499]The psychological foundations of planning and managing change are based on Lewin's model. Kotter provides a clear roadmap for large-scale, gradual change. To maintain harmony during implementation, the McKinsey 7S framework can ensure internal alignment. British Gas can benefit from combining these concepts, utilising Kotter’s 8 steps for transformation and leveraging Lewin’s principles for change readiness. This hybrid approach enables British Gas to adapt to external demands and fosters a culture of continuous improvement, emphasising the importance of leadership and employee engagement in successful change initiatives.
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Successful strategic change relies heavily on leadership and culture. At British Gas, leadership has played a crucial role in addressing challenges in the liberalised energy sector, digital transformation, and sustainability. However, cultural barriers, hierarchy, and low engagement have hindered long-term effectiveness. This chapter will assess leadership principles and their application in managing change at British Gas, as well as the development of leadership and culture to support the transformation agenda in digitisation and sustainability(BBC,2022).

[bookmark: _Toc216304501]Leadership Role

In the last decade, British Gas has seen significant leadership changes, moving away from a transactional strategy focused on cost containment and compliance, which limited creativity. The company now faces increased competition from renewable energy providers like Octopus Energy and OVO Energy, prompting a shift towards transformational leadership. This approach encourages innovation and continuous development among employees.
This strategic action plan aims to position British Gas as a digital-led, sustainable company. Key transformational leadership behaviours, as identified by Bass and Avolio (1994), include:
· Idealised Influence: Role models embodying organisational values.
· Inspirational Motivation: Presenting a clear vision for transformation.
· Intellectual Stimulation: Encouraging innovation.
· Individualised Consideration: Supporting personal and professional development.

By adopting a transformational leadership style, British Gas can build trust, enhance cooperation, and strengthen commitment to its digital transformation goal, encapsulated in the vision statement: "Powering a sustainable future through technology and innovation."
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 British Gas needs both transformational leadership to drive innovation, especially in technology and sustainability, and transactional leadership to ensure efficiency and compliance. Transformational leaders inspire change, while transactional managers focus on accountability and stability.
Kotter notes that leaders inspire vision while managers emphasise planning. To encourage creativity, British Gas executives should present a clear vision, support staff through change, and foster open communication.
According to Hersey and Blanchard's situational leadership model, leaders should adapt their style to fit their team's needs. Experienced field teams thrive with delegation, whereas digital teams require a coaching approach. This flexibility helps British Gas maintain engagement during transitions and address skill shortages.
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Organisational culture, which encompasses an organisation's values, practices, and beliefs, significantly influences the approach to change. Schein (2010) identifies three cultural levels: underlying assumptions, espoused values, and artefacts. 
British Gas has historically maintained a risk-averse, hierarchical culture due to government control, resulting in limited creativity and slow decision-making. However, for effective digital transformation and sustainability, the company must cultivate a culture that values:
· Innovation and education: Encouraging technological experimentation.
· Customer focus: Enhancing responsiveness and empathy in services.
· Sustainability: Embedding environmental accountability in daily practices.
· Collaboration and inclusiveness: Fostering teamwork and open dialogue.
Transforming culture requires consistent leadership behaviour, aligned incentives, and ongoing communication. (Kotter,1996) emphasises
Align Leadership Actions with Cultural Values: Leaders must make clear investments in green projects and digital upskilling initiatives if sustainability and digital innovation are strategic priorities.

By encouraging a culture of participation and responsibility, these actions guarantee that change is not imposed from above but rather becomes self-sustaining.
 That culture shifts only after successful new practices are embraced by leadership. Therefore, British Gas leaders must "model the change," support new initiatives, and reward creativity and flexibility.
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Organisational culture and leadership are interconnected. Transformational leaders establish a culture by exemplifying values such as openness, ethics, and sustainability, which are then adopted across the business. 
In contrast, ineffective leadership can stifle cultural progress. For instance, poor communication and lack of transparency during restructuring, as seen in the 2021 industrial conflict over contracts, can erode trust and resistance to change (The Guardian, 2021).
To address these challenges, British Gas leaders should:
· Develop Emotional Intelligence (Goleman, 1995): Understand and manage one's own emotions and those of others to build empathy and trust.
· Foster psychological safety (Edmondson, 1999): Encourage staff to voice their opinions without fear of repercussions.
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Digital transformation is shaped by customers' expectations for efficient and transparent energy services, alongside the UK government's goal of net-zero emissions by 2050, which pressures energy suppliers to innovate. 
New competitors from the renewable sector, such as Octopus Energy and Bulb, are utilising advanced technologies and innovative tariffs to capture market share.
To respond effectively, British Gas should focus on two key strategies:

1. Digital Innovation: Utilise artificial intelligence and analytics to enhance efficiency and customer service.
2. Sustainability Leadership: Shift from traditional gas operations to renewable and low-carbon energy sources.
3. Competitive pressures: To gain market share, new renewable energy companies like Octopus Energy and Bulb employ cutting-edge technology and adaptable pricing strategies.
This approach will help position British Gas as a customer-driven and environmentally responsible company.
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This section outlines a comprehensive strategic change strategy to transform British Gas into a sustainability-focused, digitally driven company. The plan is based on insights from previous sections and incorporates practical change management principles to assist implementation.
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Three primary factors are posing a threat to British Gas, a major energy provider in the UK:
· Digital Transformation: Customers anticipate faster, more intelligent, and more transparent energy services as a result of digital transformation.
· Sustainability Requirements: Energy providers must innovate to meet the UK government's 2050 net-zero emissions targets. This commitment requires the following core change objectives:
· Decarbonisation Objective: Become the market leader in the supply and installation of low-carbon heating solutions (e.g., heat pumps), aiming for a substantial portion of all customer heating replacements to be non-gas by 2030.
· Digital Efficiency Objective: Complete the smart meter roll-out to enable real-time energy data capture, facilitating demand-side response programs (like Peak Save) and empowering customers to manage their consumption.
· Product Transition Objective: Ensure all energy supplied to customers is backed by certified Renewable Energy Guarantees of Origin (REGOs) to align with Net Zero targets.
· Workforce Skills Objective: Retrain the majority of the engineering workforce in the installation and maintenance of new low-carbon technologies (heat pumps, EV charging points) to align staff skills with the new strategy.
· Competitive Pressures: Rising renewable providers (like Octopus Energy and Bulb) leverage modern technologies and flexible pricing methods to win market share.
To respond successfully, British Gas must execute a strategic transformation strategy that focuses on two major priorities:
· Digital Innovation: The process of using digital platforms, data analytics, and artificial intelligence (AI) to increase productivity, customer engagement, and service quality.
· Sustainability Leadership: Shifting to low-carbon, renewable energy sources from conventional gas-based activities.
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Over three years, the strategic change plan aims to achieve the following goals:


	Initiative
	Description
	Target Timeline

	Digital Transformation
	Implement AI-driven customer support and smart energy systems to enhance service efficiency.
	Years 1-2

	Transition to Sustainability
	Reduce carbon emissions by 40% through renewable energy and improved operational efficiency.
	Years 2-3

	Organisational Agility
	Accelerate decision-making and promote cross-functional collaboration.
	Years 1-3

	Employee Capability
	Train text{80% of staff on sustainability and digital literacy.
	Year 2

	Customer Engagement
	Increase Net Promoter Score (NPS) by 30%through better communication and service.
	Third Year



These objectives align with British Gas's strategy of "empowering customers with affordable, sustainable energy through innovation and trust" and are SMART (Specific, Measurable, Achievable, Relevant, Time-bound).
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Implementing sustainability and digital transformation requires significant investment, but the long-term savings and market benefits outweigh initial costs.

	Investment Category
	Investment (£ million)
	Anticipated ROI and Benefits

	Digital Infrastructure (cloud migration, AI)
	£45
	25% reduction in operational costs; improved service delivery

	Renewable Energy Partnerships
	£30
	Increased green market share; carbon compliance

	Employee Training & Development
	£10
	Higher output, better engagement and retention

	Leadership & Culture Development
	£5
	Enhanced cooperation and change adoption

	Marketing Campaigns
	£5
	Boosted brand loyalty and consumer trust

	Total
	£95
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Effective communication is key to reducing uncertainty and maintaining employee engagement. The communication plan will be transparent, multi-channel, and inclusive.

	Audience
	Communication Channels
	Frequency
	Communication Goals

	Workers
	Intranet, bulletins, town halls
	Monthly
	Share updates and celebrate milestones.

	Managers
	Leadership briefings, workshops
	Every two weeks
	Provide support and reinforce objectives.

	Customers
	Press releases, social media, website updates
	Every three months
	Promote openness and innovative features.

	Investors & Regulators
	Annual reports, sustainability disclosures
	Yearly
	Demonstrate improvement and responsibility.








[bookmark: _Toc216304511]Evaluation & Monitoring

Continuous review ensures that progress is measurable and aligned with strategic goals.

Key Performance Indicators (KPIs):

	Strategic Area
	Indicator
	Target

	1. Digital Transformation
	Percentage of digital service adoption
	75% of customer contacts are automated

	2. Sustainability
	Decrease in operational CO2 emissions
	40% reduction by 2028

	3. Employee Engagement
	Staff satisfaction index
	80% positive feedback

	4. Net Promoter Score (NPS)
	Net Promoter Score (NPS)
	An increase of +30% for customer experience

	5. Financial Performance
	Automation-related cost savings
	20 million per year






Monitoring Process.
	Activity
	Frequency
	Purpose

	Performance Dashboards
	Monthly
	Provided for the Change Leadership Team.

	Corrective Action Review
	Every three months
	Corrective actions will be planned, and progress will be reviewed.

	Change Impact Assessment
	Annual
	To evaluate organisational preparedness and cultural alignment.

	External Evaluation
	As needed
	Appointing an external Change Evaluation Partner may be necessary to monitor development and ensure transparency.
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	Risk
	Impact Level
	Mitigation Strategy

	Employee Resistance
	High
	Maintain communication, provide training, and involve employees in decisions.

	Lack of Skills
	High
	Hire and upskill staff in digital roles.

	Budget Overruns
	Moderate
	Use phased investments and quarterly financial monitoring.

	Technological Disruption
	Moderate
	Partner with trusted vendors and keep contingency funds.

	Reputation Risk
	Minimal
	Implement proactive public relations and transparent reporting.
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Action plan 

· 0–6-months:
Integrate customer and smart meter data into existing digital platforms to improve personalised digital engagement and customer experience.
· 6–12-months:
Automate key operational processes, including billing and customer service, to reduce operating costs and lower carbon emissions.
· 12–18-months:
Embed an innovation-focused culture through digital skills training, innovation KPIs, and cross-functional collaboration.
· 18–24-months:
Strengthen brand reputation by communicating sustainability achievements and expanding partnerships in renewable energy technologies.
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Conclusion:
This paper examines British Gas's strategic and customer experience challenges in the competitive UK energy sector. Investigations revealed that the shift to renewable energy, increasing customer demands, and digital disruption threaten traditional operating models. 
The Innovation Ambition Matrix pointed to an over-reliance on core innovation, limiting the company's market responsiveness. Additionally, customer journey mapping highlighted gaps between organisational procedures and customer expectations, particularly in digital engagement, billing, and assistance.
To address these challenges, a digital transformation project is recommended to enhance customer experience, improve efficiency, and support sustainability goals. In summary, while British Gas maintains a strong market position, its long-term competitiveness depends on adopting innovative, customer-focused digital solutions for sustainable growth and increased consumer trust.
Recommendations : 
· This research evaluates British Gas’s current environment and leadership context, recommending a comprehensive change plan centred on digital transformation and sustainability. The analysis of change management models (Lewin, Kotter, and McKinsey 7S) highlights the need for a hybrid approach that balances structure with adaptability.

· Historically, British Gas employed a transactional leadership style; however, a transformative approach is now essential. Leaders must inspire, share visions, and foster creativity while encouraging a cultural shift from risk aversion to agility and collaboration.

· The proposed transformation plan, supported by strong frameworks for finance, communication, and evaluation, outlines steps for implementing digital technologies, forming renewable partnerships, and upskilling staff. It emphasises cross-departmental cooperation and transparent communication to overcome resistance and maintain momentum.

· If executed successfully, this strategic shift will position British Gas as a customer-focused, sustainability-driven, and digitally empowered leader in the UK's transition to cleaner energy. Transformation is an ongoing journey that involves redefining the company's identity as a reliable and socially conscious energy supplier, rather than just updating technology or meeting environmental goals.

· By aligning strategy, leadership, culture, and technology, British Gas can navigate digital disruption and environmental responsibility. This approach positions the company to thrive in the evolving energy sector while delivering long-term value to stakeholders, employees, and customers.
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