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Strategic Change Management Plan: Implementing AI-Driven Digital Transformation at Marks & Spencer
[bookmark: _Toc224293294]1) Introduction to the Organization: Provide an overview of the organisation, industry, mission, vision, and rationale for selection.

Marks & Spencer (M&S) is one of the most established retail organisations in the United Kingdom, operating across the clothing, home, and food retail sectors. Founded in 1884, the company has developed a strong reputation for high-quality products, innovation, and customer trust, and today operates hundreds of stores across the UK alongside an expanding online retail platform. Over the decades, Marks & Spencer has built a strong brand identity associated with quality, reliability and premium food and clothing products, making it a significant player within the UK retail industry.
The UK retail sector has undergone substantial transformation in recent years due to technological advancement, digitalisation and changing consumer behaviour. The growth of e-commerce and digital platforms has significantly reshaped the competitive landscape, with consumers increasingly expecting seamless online shopping experiences, personalised product recommendations and rapid delivery services (Verhoef et al., 2021). As a result, traditional retailers must continuously adapt their business models and organisational capabilities to remain competitive in an increasingly technology-driven market environment.
Marks & Spencer operates within this highly competitive retail environment where digital-first companies such as Amazon and ASOS have leveraged advanced technologies and data analytics to improve customer engagement and operational efficiency. These developments have intensified competition and created pressure on traditional retailers to modernise their operations and adopt innovative technologies to enhance performance and customer experience.
The strategic direction of Marks & Spencer focuses on delivering high-quality products while also pursuing innovation, digital transformation and sustainability. Through initiatives such as the company’s “Plan A” sustainability strategy, M&S aims to integrate responsible business practices with long-term organisational growth while responding to changing market conditions and stakeholder expectations (Marks & Spencer, 2023). This strategic orientation reflects the organisation’s broader vision of maintaining competitiveness while adapting to evolving consumer demands and technological developments.
Marks & Spencer provides a particularly relevant case for examining organisational change because the company has experienced significant disruption from digital technologies, online retail expansion and shifting consumer behaviour. These environmental pressures highlight the need for strategic transformation within the organisation, particularly through the adoption of artificial intelligence technologies that can enhance decision-making, improve supply chain efficiency and deliver personalised customer experiences.
Therefore, this report analyses the internal and external environments influencing Marks & Spencer and evaluates relevant change management theories to understand how organisations respond to strategic transformation. The report then proposes a structured change management plan for the implementation of artificial intelligence-driven retail systems within Marks & Spencer, with the aim of strengthening digital capabilities, improving operational performance and ensuring long-term competitiveness within the modern retail sector.

[bookmark: _Toc224293295]2) Environmental and Organisational Analysis


2.1 External Environment Analysis:PESTEL
The retail sector has experienced significant transformation in recent years due to technological advancement, changing consumer behaviour and intensified competition. For organisations such as Marks & Spencer (M&S), analysing the external environment is essential for identifying pressures that necessitate strategic organisational change. The PESTLE framework enables organisations to understand how political, economic, social, technological, legal and environmental factors influence business strategy and organisational capability (Johnson, Scholes and Whittington, 2020).
Technological factors represent one of the most significant drivers of change in the retail industry. Advances in artificial intelligence, digital analytics and automated supply chain systems are transforming the way retailers manage operations and interact with consumers. Artificial intelligence technologies enable retailers to analyse large datasets, forecast demand more accurately and personalise customer experiences, thereby improving operational efficiency and strategic decision-making (Davenport et al., 2020). The growing adoption of digital technologies has therefore raised competitive expectations across the retail sector.
Economic conditions also influence the strategic environment in which retailers operate. In the United Kingdom, rising inflation and the cost-of-living crisis have altered consumer spending patterns, with customers becoming increasingly price-sensitive and selective in their purchasing decisions. These economic pressures require organisations to improve operational efficiency while maintaining product value and quality to sustain profitability (Johnson, Scholes and Whittington, 2020). Retailers must therefore continuously adapt their pricing strategies, supply chains and operational structures in response to economic fluctuations.
Social factors have also contributed to substantial changes within the retail industry. Consumers increasingly prioritise convenience, accessibility and personalised experiences when purchasing products. The rapid growth of e-commerce has reshaped consumer expectations, with online shopping becoming a dominant retail channel. Research indicates that digital platforms and omni-channel retail strategies are increasingly shaping how consumers interact with retail organisations (Verhoef, Kannan and Inman, 2021). As a result, traditional retailers must strengthen their digital capabilities in order to meet evolving consumer expectations.
Competition within the retail sector has therefore intensified considerably. Digital-first organisations such as Amazon and ASOS have successfully leveraged advanced technology, data analytics and digital platforms to enhance operational performance and customer engagement. These organisations demonstrate how technological capabilities can create significant competitive advantages within modern retail markets. Understanding competitive forces is therefore critical for organisations seeking to maintain strategic advantage within their industry (Porter, 2008).
Overall, the external environment of the retail industry demonstrates that technological innovation, changing consumer behaviour and intensified competition are key forces driving organisational change. For Marks & Spencer, these environmental pressures highlight the necessity of adopting advanced technologies such as artificial intelligence in order to strengthen digital capabilities and maintain competitiveness within the evolving retail landscape.


2.2 Internal Environment Analysis: SWOT 
In addition to external pressures, internal organisational capabilities significantly influence how effectively an organisation can respond to environmental change. Analysing the internal environment of Marks & Spencer provides insight into the strengths that support organisational transformation as well as the weaknesses that may hinder strategic change initiatives.
One of the key strengths of Marks & Spencer lies in its strong brand reputation and long-standing customer trust within the UK retail market. The organisation has established itself as a provider of high-quality food and clothing products, enabling it to maintain strong brand recognition and customer loyalty. Furthermore, the company has invested in digital partnerships and supply chain improvements in recent years, which provide an important foundation for further technological innovation (Marks & Spencer, 2023).
However, the organisation also faces several internal challenges that may limit the pace of transformation. Traditional organisational structures and legacy information systems can make the adoption of advanced technologies more complex. Established retailers often experience difficulties when integrating new digital systems into existing operational processes. Additionally, employees may require new digital skills and training in order to effectively utilise technologies such as artificial intelligence and data analytics.
Despite these challenges, significant opportunities exist for organisational innovation. The integration of artificial intelligence technologies within retail operations can improve inventory forecasting, enhance supply chain efficiency and provide personalised customer experience through data-driven insights (Davenport et al., 2020). By leveraging its established brand reputation and existing infrastructure, Marks & Spencer has the potential to strengthen its competitive position through strategic technological transformation.
Nevertheless, several threats continue to influence the organisation’s strategic environment. The continued expansion of online retail competitors and the increasing dominance of digital platforms create ongoing pressure for traditional retailers to evolve their business models. Failure to adapt to these technological and competitive developments may limit organisational growth and reduce market competitiveness.
A summary SWOT analysis of Marks & Spencer is presented in Appendix A.


2.3 Triggers for Change
The analysis of both external and internal environments highlights several key triggers that necessitate strategic change within Marks & Spencer. First, rapid technological advancement within the retail sector has significantly altered operational practices and competitive dynamics. Artificial intelligence technologies are increasingly utilised across retail organisations to enhance decision-making, improve operational efficiency and deliver personalised customer experiences (Davenport et al., 2020).
Second, evolving consumer behavior has accelerated the growth of online retail and omni-channel shopping experiences. Consumers increasingly expect seamless digital platforms, personalised recommendations and efficient delivery services when interacting with retailers. Research indicates that organisations that successfully integrate digital and physical retail channels are better positioned to meet these expectations and remain competitive (Verhoef, Kannan and Inman, 2021).
Finally, intensified competition from technologically advanced retailers has increased the urgency for innovation. Organisations that effectively adopt digital technologies and data-driven strategies can achieve significant improvements in efficiency, customer engagement and strategic decision-making. Consequently, these environmental pressures highlight the importance of implementing artificial intelligence-driven systems within Marks & Spencer to enhance operational performance and maintain long-term competitiveness within the modern retail industry.
[bookmark: _Toc224293296]3. Review and Evaluation of Change Management Models

Organisational change has become a critical capability for organisations operating within rapidly evolving industries. In the retail sector, technological innovation, digital transformation and changing consumer behaviour require organisations to adapt their strategies and operational processes to remain competitive. Effective change management frameworks provide structured approaches that enable organisations to successfully implement transformation while minimising resistance and disruption. This section critically evaluates three widely recognised change management models: Lewin’s Change Model, Kotter’s Eight-Step Model and the ADKAR model, to identify the most suitable approach for supporting the proposed artificial intelligence-driven transformation at Marks & Spencer.
Lewin’s Change Management Model
One of the earliest and most influential change management frameworks was developed by Kurt Lewin. Lewin’s model conceptualises organisational change as a three-stage process consisting of unfreezing, change and refreezing (Lewin, 1951). The first stage, unfreezing, involves preparing the organisation for change by challenging existing behaviours and creating awareness of the need for transformation. The second stage, change, refers to the implementation of new processes, behaviours or technologies. Finally, the refreezing stage focuses on stabilising the organisation after the change has been implemented in order to ensure that new practices become embedded within the organisational culture.
Lewin’s model remains influential because it provides a clear and structured framework that emphasises the importance of preparing organisations for change before implementation occurs. Research suggests that organisational resistance to change often arises when employees do not understand the reasons behind transformation initiatives (Burnes, 2017). The unfreezing stage therefore plays an important role in communicating the need for change and encouraging organisational readiness.
However, despite its historical significance, several limitations have been identified in relation to Lewin’s model. Critics argue that the framework assumes change occurs as a linear and relatively stable process, which may not accurately reflect the complexity of modern organisational environments (Burnes, 2017;Phillips and Klein, 2022).). In industries characterised by continuous technological innovation and market disruption, organisations may need to adapt more dynamically rather than moving through clearly defined stages. For example, retailers facing ongoing digital transformation may experience constant change rather than distinct periods of stability. Consequently, while Lewin’s model provides valuable conceptual insights, it may be less suited to highly dynamic and technology driven organisational contexts.
Kotter’s Eight-Step Change Model
Building upon earlier theories of organisational change, Kotter developed a more detailed framework consisting of eight stages designed to guide large-scale transformation initiatives (Kotter, 1996). The model emphasises leadership involvement and organisational alignment throughout the change process. The eight stages include creating a sense of urgency, forming a guiding coalition, developing a vision for change, communicating the vision, empowering employees, generating short-term wins, consolidating improvements and anchoring new practices within the organisational culture.
One of the key strengths of Kotter’s model is its strong emphasis on leadership and communication. Successful change initiatives often require senior leaders to actively support transformation and provide a clear strategic vision. Studies suggest that leadership commitment plays a critical role in reducing organisational resistance and increasing employee engagement during change programmes (Kotter, 1996). By encouraging leaders to build a coalition of supporters and communicate a clear vision, Kotter’s framework addresses many of the human and cultural challenges associated with organisational transformation.
Nevertheless, Kotter’s model has also been subject to criticism. Some scholars argue that the eight-step process can be time-consuming and difficult to implement in rapidly changing environments where organisations must respond quickly to external pressures (Appelbaum et al., 2012; Roman, 2024). Additionally, the model may assume a top-down approach to change management, which could limit employee participation and collaboration if not implemented carefully. Despite these limitations, Kotter’s model remains widely used because it provides a comprehensive framework for managing complex organisational change.
ADKAR Change Model
While Lewin and Kotter primarily focus on organisational-level transformation, the ADKAR model emphasises the importance of individual change within organisations. Developed by Jeff Hiatt, the ADKAR model identifies five key elements required for successful change: Awareness, Desire, Knowledge, Ability and Reinforcement (Hiatt, 2006; Phillips and Klein, 2022). The model proposes that organisational transformation can only succeed if individual employees understand the need for change, are motivated to support it and possess the necessary skills to adopt new behaviours.
The ADKAR framework is particularly useful in situations where technological innovation requires employees to develop new competencies and adapt to new systems. In the context of artificial intelligence implementation within retail organisations, employees may need training to effectively utilise digital tools and data-driven technologies. The ADKAR model therefore highlights the importance of employee engagement and capability development throughout the change process.
However, the model has certain limitations. Because it focuses primarily on individual behaviour, it may not fully address broader organisational factors such as leadership strategy, organisational culture and structural transformation. As a result, ADKAR is often most effective when combined with other change management frameworks that address strategic and organisational dimensions of change.

Comparison 
While Lewin’s model provides a simple conceptual framework for understanding organisational change, it may be less suitable for modern environments characterised by continuous technological disruption. In contrast, Kotter’s model offers a more comprehensive leadership-driven approach that emphasises vision, communication and organisational alignment. However, both Lewin and Kotter primarily focus on organisational processes rather than individual behavioural change. The ADKAR model addresses this limitation by emphasising employee awareness, capability development and reinforcement, making it particularly valuable for technology adoption within organisations.
Justification of a Hybrid Change Model
Given the complexity of digital transformation within large retail organisations, relying on a single change management model may not provide a sufficiently comprehensive framework. Instead, a hybrid approach combining Kotter’s model with elements of the ADKAR framework is proposed for the implementation of artificial intelligence-driven transformation at Marks & Spencer.
Kotter’s model provides a strong strategic framework that emphasises leadership commitment, vision development and organisational alignment during large-scale change initiatives. These elements are essential when implementing technological transformation across a large retail organisation with multiple operational divisions. At the same time, the ADKAR model complements Kotter’s approach by addressing the individual-level behavioural changes required for employees to successfully adopt new technologies.
By integrating Kotter’s leadership-focused framework with ADKAR’s emphasis on employee engagement and capability development, organisations can address both the strategic and human dimensions of change. This hybrid approach therefore provides a more comprehensive and flexible strategy for managing digital transformation within Marks & Spencer.
Consequently, the combination of Kotter’s structured leadership framework and the ADKAR model’s focus on employee adoption provides the most suitable approach for implementing artificial intelligence-driven change within Marks & Spencer. This integrated framework enables the organisation to align leadership strategy, organisational culture and employee capabilities, thereby increasing the likelihood of successful transformation within an increasingly technology-driven retail environment.





[bookmark: _Toc224293297]4. Leadership and Organisational Culture in Change

Successful organisational change is strongly influenced by leadership and organisational culture. Leadership provides direction, motivation and strategic vision during transformation initiatives, while organisational culture shapes employee attitudes and behaviours toward change. For organisations undergoing digital transformation, effective leadership and supportive organisational culture are essential for ensuring that employees accept new technologies and adopt new ways of working. In the case of Marks & Spencer, leadership and organisational culture play a critical role in enabling the successful implementation of artificial intelligence-driven transformation.
Leadership Styles and Change
Leadership is widely recognised as a key factor influencing the success of organisational change initiatives. Leaders are responsible for communicating the need for transformation, aligning organisational objectives and motivating employees to support change programmes. Research suggests that leaders who actively support change initiatives are more likely to reduce employee resistance and increase organisational commitment to transformation (Kotter, 1996).
One leadership approach commonly associated with successful organisational change is transformational leadership. Transformational leaders inspire and motivate employees by communicating a compelling vision for the future and encouraging innovation and collaboration (Bass and Riggio, 2006; Mouazen, 2023). This leadership style is particularly relevant in situations involving technological change, as employees must be encouraged to adopt new systems and develop new skills. Within retail organisations such as Marks & Spencer, transformational leadership can help create a culture that supports innovation and continuous improvement.
Another leadership approach relevant to organisational change is transactional leadership, which focuses on performance management, rewards and clear organisational structures. Transactional leaders emphasise efficiency and task completion, often using incentives or monitoring systems to ensure employees follow established procedures (Bass and Riggio, 2006). While transactional leadership can be useful for maintaining operational stability, it may be less effective in situations requiring innovation or organisational transformation.
A third leadership perspective that can influence change initiatives is situational leadership, which suggests that leaders should adapt their leadership style depending on the needs of employees and the complexity of the situation (Northouse, 2021; Del Pino-Marchito, 2025). In complex change programmes such as digital transformation, leaders may need to combine directive and supportive behaviours in order to guide employees through periods of uncertainty and organisational restructuring.
For Marks & Spencer, transformational leadership is particularly important because digital transformation requires employees to embrace new technologies and adopt new ways of working. Leaders must therefore communicate a clear vision for technological innovation and encourage employees to participate actively in organisational change.
While transactional leadership focuses primarily on maintaining organisational stability through structured processes, monitoring and reward systems, transformational leadership emphasises innovation, motivation and organisational vision. Bass and Riggio (2006) suggest that transformational leaders inspire employees to exceed expectations by encouraging creativity and commitment to organisational goals. In contrast, transactional leadership is more effective in maintaining operational efficiency rather than driving strategic transformation. Consequently, transformational leadership is often considered more suitable for organisations undergoing significant technological or strategic change. Leadership effectiveness is a critical determinant of successful organisational change, particularly in complex and technology-driven environments (Al-Haddad and Kotnour, 2015).
Organisational Culture and Change
In addition to leadership, organisational culture significantly influences how employees respond to change initiatives. Organisational culture refers to the shared values, beliefs and behaviours that shape how employees interact within an organisation (Schein, 2010; Schein and Schein, 2017). Culture influences how employees interpret organisational strategies and whether they perceive change as a threat or an opportunity.
Schein’s organisational culture model identifies three levels of culture: artefacts, espoused values and underlying assumptions. Artefacts represent visible organisational elements such as organisational structures and practices. Espoused values refer to the principles and strategies promoted by organisational leaders. Underlying assumptions represent deeply embedded beliefs that influence how employees interpret organisational behaviour (Schein, 2010). Understanding these cultural dimensions is important when implementing organisational change because cultural resistance can hinder transformation initiatives. (Bogale, 2024).
In traditional retail organisations, long-established operational practices and hierarchical organisational structures may create cultural resistance to technological innovation. Employees who are accustomed to existing systems may perceive new digital technologies as disruptive or threatening to their established roles. Consequently, leaders must actively manage cultural change by encouraging learning, collaboration and adaptability within the organisation.
For Marks & Spencer, organisational culture must evolve in order to support digital transformation and artificial intelligence implementation. Encouraging a culture that values innovation, continuous learning and technological adaptation will help employees develop the skills necessary to utilise new systems effectively. Leadership therefore plays a central role in shaping organisational culture by promoting shared values that support transformation.
Cultural dimensions can also influence how organisations respond to change. Hofstede’s cultural framework highlights how organisational values and behaviours shape employee attitudes towards innovation and organisational transformation (Hofstede, 2001).
Similarly, Handy’s typology of organisational culture suggests that power, role, task and person cultures can influence how organisations adapt to change and innovation (Handy, 1993).
Leadership and Culture in the Proposed Change
The implementation of artificial intelligence-driven transformation within Marks & Spencer requires both effective leadership and a supportive organisational culture. Leaders must communicate a clear strategic vision for digital innovation while also ensuring that employees receive appropriate training and support during the transition process. By adopting transformational leadership practices and promoting a culture that values innovation and adaptability, the organisation can reduce resistance to change and improve the likelihood of successful transformation.
Consequently, leadership and organisational culture should be considered central components of the proposed change management strategy. Aligning leadership behaviours with organisational culture will help ensure that employees understand the purpose of the transformation and actively contribute to its successful implementation.


[bookmark: _Toc224293298]5. Proposed Strategic Change Management Plan

The analysis of the external and internal environments highlighted several pressures driving the need for technological transformation within Marks & Spencer. Digital disruption, increasing online competition and evolving consumer expectations have significantly reshaped the retail landscape. Consequently, organisations must adopt innovative technologies to enhance operational efficiency and customer engagement. This section proposes a strategic change management plan for implementing artificial intelligence-driven retail systems within Marks & Spencer. The plan integrates Kotter’s leadership-focused change framework with the ADKAR model’s emphasis on employee adoption, ensuring that both organisational and behavioural dimensions of change are addressed.

5.1 Change Vision and Objectives
A clear strategic vision is essential for guiding organisational transformation and aligning employees with the objectives of change initiatives. According to Kotter (1996), successful change programmes begin with a compelling vision that communicates the purpose and benefits of transformation. Recent research highlights that organisations implementing digital transformation strategies must integrate advanced technologies with organisational change processes to achieve sustainable competitive advantage (Vial, 2019; Verhoef et al., 2021).
The proposed vision for Marks & Spencer is:
“To transform Marks & Spencer into a digitally enabled retail organisation that leverages artificial intelligence to improve operational efficiency, enhance customer experiences and strengthen long-term competitiveness.”
This transformation focuses on integrating artificial intelligence technologies across key operational areas such as demand forecasting, inventory management and personalised marketing. AI technologies allow organisations to analyse large volumes of data, identify consumer patterns and optimise decision-making processes (Davenport et al., 2020).
The key objectives of the proposed change initiative include:
· Implement AI-based inventory forecasting to improve stock availability and reduce waste
· Enhance customer personalisation through data-driven product recommendations
· Improve supply chain efficiency using predictive analytics
· Increase digital sales and customer engagement through enhanced online retail platforms
These objectives aim to strengthen the organisation’s ability to compete in an increasingly technology driven retail market.



5.2 Stakeholder Analysis
Successful organisational change requires the active involvement and support of key stakeholders. Stakeholders include individuals or groups that are affected by organisational decisions or possess influence over the success of change initiatives (Freeman, 2010). Identifying stakeholder interests and levels of influence helps organisations develop effective engagement strategies.
The primary stakeholders involved in the proposed transformation at Marks & Spencer include employees, customers, investors, suppliers and technology partners. Employees represent a particularly important stakeholder group because they will be directly involved in adopting new technologies and operational processes. Resistance to change often arises when employees perceive transformation as threatening their job roles or skills. Therefore, training and communication programmes will be essential to ensure employees understand the benefits of digital transformation.
Customers also represent a critical stakeholder group, as the proposed change aims to enhance customer experience through personalised services and improved product availability. Investors and shareholders are interested in the financial performance of the organisation and will expect technological investments to improve long-term profitability. Suppliers and technology partners will also play an important role in supporting AI system implementation.
A detailed stakeholder matrix identifying stakeholder interests and influence levels is presented in Appendix B.

5.3 Implementation Framework
The first stage involves creating a sense of urgency, which requires communicating the strategic importance of digital transformation and highlighting competitive pressures from technologically advanced retailers. Leadership must clearly explain why change is necessary for long-term organisational sustainability.
The second stage involves forming a guiding coalition, consisting of senior leaders, digital transformation specialists and operational managers responsible for leading the change programme. According to Kotter (1996), strong leadership coalitions increase organisational commitment to transformation initiatives.
The third stage focuses on developing and communicating a clear change vision, ensuring employees understand how artificial intelligence technologies will improve organisational performance. Transparent communication reduces uncertainty and helps employees align with the organisation’s strategic objectives.
The ADKAR model complements this process by ensuring employees progress through the stages of awareness, desire, knowledge, ability and reinforcement (Hiatt, 2006). Employees must first understand the need for technological transformation before developing the motivation and skills required to adopt new systems. Training programmes and digital capability development initiatives will therefore be implemented to support employee adaptation.


5.4 Communication Plan
Effective communication is essential for reducing resistance to change and building organisational commitment to transformation initiatives. Research indicates that clear and consistent communication improves employee understanding and acceptance of change programmes (Kotter, 1996).
The communication strategy for the proposed transformation will include several approaches. Senior leadership will communicate the strategic vision through internal meetings, leadership briefings and digital communication platforms. Regular updates will ensure employees remain informed about the progress of the transformation initiative. Additionally, training workshops and digital learning platforms will be introduced to help employees develop the skills required to utilise artificial intelligence systems effectively.
External communication will also be important for informing customers and stakeholders about the organisation’s technological innovation and improved retail services. Marketing campaigns can highlight enhanced customer experiences, personalised product recommendations and improved product availability resulting from AI implementation.


5.5 Financial and Resource Plan
Implementing artificial intelligence technologies requires significant financial investment in digital infrastructure, software systems and employee training programmes. However, these investments can generate long-term benefits through improved operational efficiency and enhanced customer engagement.
Artificial intelligence systems can significantly improve demand forecasting accuracy, enabling retailers to optimise inventory levels and reduce operational waste. Improved supply chain efficiency can also reduce logistical costs and improve product availability. Research suggests that organisations implementing AI-driven decision-making systems often achieve improved productivity and operational performance (Davenport et al., 2020).
The financial plan for this transformation therefore includes investments in AI software platforms, data analytics infrastructure, employee training programmes and partnerships with technology providers. These investments are expected to generate long-term returns through increased digital sales, improved operational efficiency and enhanced customer loyalty.

5.6 Risk Assessment and Mitigation

Organisational transformation initiatives often involve significant risks, particularly when introducing new technologies. Identifying potential risks allows organisations to develop mitigation strategies that reduce the likelihood of project failure.
Key risks associated with the proposed transformation include employee resistance to new technologies, technical implementation challenges and financial investment risks. Employees may initially resist technological changes due to concerns about job security or unfamiliarity with digital systems. To mitigate this risk, the organisation will implement training programmes and provide ongoing support to ensure employees develop the necessary skills to use AI technologies effectively.
Technical risks related to system integration and data management must also be carefully managed. Partnering with experienced technology providers and implementing phased system deployment strategies can help reduce technical challenges during implementation.
A detailed risk matrix outlining potential risks and mitigation strategies is provided in Appendix C.

5.7 Evaluation and KPIs

Evaluating the success of organisational change initiatives is essential for ensuring that transformation objectives are achieved. Performance indicators enable organisations to measure the effectiveness of new systems and identify areas for improvement.
Key performance indicators for the proposed transformation include increases in digital sales, improvements in inventory forecasting accuracy, reductions in supply chain costs and enhanced customer satisfaction levels. Monitoring these indicators will allow leadership to assess whether the implementation of artificial intelligence technologies is achieving the desired strategic outcomes.
Continuous evaluation and feedback mechanisms will ensure that the transformation process remains adaptive and responsive to emerging challenges. By monitoring performance metrics and adjusting strategies where necessary, Marks & Spencer can ensure the long-term success of its digital transformation initiative.


[bookmark: _Toc224293299]6. Discussion and Critical Reflection
The proposed change management plan for implementing artificial intelligence-driven transformation within Marks & Spencer demonstrates how organisations can respond strategically to digital disruption and evolving consumer expectations within the retail industry. The analysis conducted throughout this report highlighted several external and internal factors influencing the organisation, including increased online competition, technological innovation and changing customer behaviour. These environmental pressures require organisations to develop strong digital capabilities in order to remain competitive within modern retail markets.
One of the key strengths of the proposed change management plan is its integration of both organisational and behavioural perspectives on change. By combining Kotter’s eight-step change model with the ADKAR framework, the plan addresses leadership, strategic alignment and employee adoption simultaneously. Kotter’s framework provides a structured leadership-driven approach for guiding large-scale organisational transformation, while the ADKAR model focuses on the behavioural changes required for employees to successfully adopt new technologies (Kotter, 1996; Hiatt, 2006). This hybrid approach therefore helps ensure that technological implementation is supported by effective leadership and employee engagement.
Another strength of the proposed strategy lies in its emphasis on stakeholder involvement and communication. Successful organisational change requires organisations to consider the interests and concerns of multiple stakeholder groups, including employees, customers and investors. The stakeholder analysis presented in this report highlights how communication and engagement strategies can help reduce resistance to change and increase organisational commitment to transformation initiatives (Freeman, 2010). By ensuring that employees receive adequate training and support, the organisation can facilitate the adoption of artificial intelligence technologies and encourage a culture of innovation.
Despite these strengths, several limitations must also be considered. Implementing artificial intelligence technologies requires significant financial investment in digital infrastructure, data systems and employee training. Organisations must carefully manage these investments in order to ensure that technological adoption generates long-term value. Furthermore, technological transformation may create uncertainty among employees who fear job displacement or skill obsolescence. Leaders must therefore ensure that change initiatives prioritise employee development and organisational learning.
Ethical considerations also arise when implementing artificial intelligence technologies within retail environments. AI-driven systems rely on large volumes of customer data, raising potential concerns regarding data privacy and security. Organisations must ensure that data management practices comply with regulatory requirements and ethical standards in order to maintain consumer trust.
From a sustainability perspective, digital transformation can also create opportunities for improving operational efficiency and reducing resource waste through improved supply chain forecasting and inventory management. Consequently, the proposed change initiative has the potential to support both economic performance and sustainable business practices within the organisation.
Overall, the proposed change management plan demonstrates how strategic leadership, effective stakeholder engagement and technological innovation can support organisational transformation within a rapidly evolving retail environment.


[bookmark: _Toc224293300]7. Conclusion
The retail industry has experienced significant transformation in recent years due to technological advancement, digital disruption and changing consumer expectations. Organisations operating within this environment must continuously adapt their strategies and operational capabilities in order to remain competitive. This report examined the organisational challenges faced by Marks & Spencer and proposed a strategic change management plan to support the implementation of artificial intelligence-driven transformation.
The environmental and organisational analysis highlighted several key pressures influencing the organisation, including technological innovation, increasing online competition and evolving consumer purchasing behaviour. These factors demonstrate the importance of adopting digital technologies in order to enhance operational efficiency and improve customer experiences. The internal analysis further indicated that while Marks & Spencer possesses strong brand recognition and customer loyalty, the organisation must continue to strengthen its digital capabilities to remain competitive within the retail sector.
The report critically evaluated several change management models, including Lewin’s change model, Kotter’s eight-step framework and the ADKAR model. The evaluation demonstrated that each model provides valuable insights into organisational transformation. However, a hybrid approach combining Kotter’s leadership-driven framework with the ADKAR model’s focus on employee adoption was identified as the most suitable strategy for implementing technological change within Marks & Spencer.
Furthermore, the analysis of leadership and organisational culture emphasised the importance of transformational leadership and supportive cultural values in enabling successful organisational change. Leaders must effectively communicate the purpose of transformation initiatives while encouraging innovation and collaboration among employees.
The proposed strategic change plan outlined key steps for implementing artificial intelligence technologies within the organisation, including stakeholder engagement, communication strategies, financial planning and risk management. By adopting a structured and inclusive approach to change management, Marks & Spencer can enhance its digital capabilities, improve operational efficiency and strengthen its competitive position within the evolving retail market.
Ultimately, the successful implementation of artificial intelligence-driven transformation will depend on effective leadership, employee engagement and continuous evaluation of organisational performance. By integrating technological innovation with strategic change management practices, Marks & Spencer can position itself for long-term success within the modern retail industry.
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Appendices 
Appendix A – SWOT Analysis of Marks & Spencer
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Appendix B- stakeholder matrix
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Appendix c-risk matrix
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