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[bookmark: _Toc227772874]ABSTRACT
This study examines how store closures and job cuts at Iceland supermarkets are communicated and presented within corporate and public documents. The research focuses on understanding how organisational decisions are framed, rather than measuring employee perceptions directly. A qualitative research approach was adopted, using documentary analysis to examine publicly available data including corporate statements, media reports and industry information. The findings of the study identified three key themes. Firstly, restructuring decisions are consistently framed as financially necessary responses to external pressures such as rising costs and changes in consumer behaviour. Secondly, communication tone is carefully managed, with organisations using controlled language to maintain legitimacy and protect their reputation. Finally, organisational support measures are emphasised as part of responsible practice, although their effectiveness cannot be fully assessed through documentary data.
The study highlights that communication plays a central role in how restructuring is understood. It is not simply a way of presenting information, but a strategic process that shapes stakeholder perception. The findings also suggest that organisational communication may be selective, emphasising financial justification and support measures while giving less attention to negative impacts. This research contributes to existing literature by focusing on how restructuring is communicated in practice within a specific retail organisation. By examining Iceland as a case study, the study provides a more detailed understanding of how broader theories of organisational change and communication apply in a real-world context.
In summary, the study demonstrates that communication is a key part of organisational strategy during periods of change, highlighting the importance of transparency, balance and credibility.
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Store Closures and Job Cuts at Iceland Supermarkets:
A Qualitative Documentary Analysis

[bookmark: _Toc227772875]CHAPTER 1: INTRODUCTION
[bookmark: _Toc227772876]Background to the Study
The UK retail sector has gone through a lot of change over the past few years. Rising costs, changes in consumer behaviour and increased competition have all made it more difficult for businesses to operate in the same way they used to. Inflation and higher energy costs have also added pressure, meaning many retailers have had to rethink how they run their stores and manage their workforce.
As a result, store closures and job cuts have become more common across the sector. These decisions are often presented as necessary in order to reduce costs and keep businesses competitive. However, while these actions may make financial sense, they can also have a wider impact on employees, customers and the overall reputation of the organisation.
Iceland supermarkets operate within this challenging environment. The company is known for its value-focused approach and strong presence in the UK retail market. Like many other retailers, Iceland has faced increasing pressure from rising operating costs and competition from other supermarket chains. In response, the company has made decisions to close certain stores and reduce its workforce as part of its wider restructuring strategy.
Although store closures and job cuts are often discussed in terms of financial performance, they are not purely operational decisions. How these decisions are communicated is also important. The way organisations explain restructuring can influence how they are viewed by employees, customers and the public. For this reason, it is important to look beyond the financial side and consider how these changes are presented and justified.
[bookmark: _Toc227772877]Research Problem
Store closures and job cuts are usually explained as necessary responses to economic pressures. Organisations often highlight rising costs, reduced profitability and the need to remain competitive. However, these explanations do not fully capture how restructuring decisions are communicated and understood.
In the retail sector, communication plays a key role in shaping how these decisions are perceived. If restructuring is not clearly explained, it can lead to uncertainty, negative publicity and a loss of trust. On the other hand, carefully managed communication can help organisations maintain their reputation even during difficult periods.While there is a large amount of research on retail decline and organisational change, there is less focus on how specific companies communicate restructuring decisions in practice. In particular, there is limited research that looks at how supermarket chains such as Iceland present store closures and job cuts in their official communication.
This study addresses that gap by focusing on Iceland as a case study. Rather than trying to measure employee opinions directly, the research looks at how restructuring decisions are presented in corporate and public documents. This allows for a more realistic and achievable approach while still providing useful insight into organisational communication.
Iceland was selected as the case study for this research as it is a well-established UK supermarket that has experienced store closures and restructuring in recent years. In addition, sufficient publicly available information was accessible, including corporate statements and media reports, which made it suitable for documentary analysis. Focusing on a single organisation also allowed for a more detailed and manageable analysis of how restructuring decisions are communicated in practice.
[bookmark: _Toc227772878]Research Aim
The aim of this study is to critically examine how store closures and job cuts at Iceland supermarkets in the UK are communicated and managed, and to explore their implications within the wider business context.
[bookmark: _Toc227772879]Research Objectives
1. To examine how store closures and job cuts at Iceland are communicated and framed in corporate and public documents. 
2. To analyse the organisational support measures associated with these restructuring decisions and evaluate how they are presented. 
[bookmark: _Toc227772880]Research Questions
1. How are store closures and job cuts at Iceland communicated and framed in corporate and public documentation? 
2. What organisational support measures are outlined by Iceland during restructuring, and how are they presented within these communications? 
[bookmark: _Toc227772881]Significance of the Study
This study is important because it focuses on how restructuring is communicated rather than just why it happens. While financial reasons for store closures are widely discussed, the way these decisions are explained is equally important. Communication can influence how stakeholders respond and how the organisation is perceived.
By focusing on Iceland, the study provides a detailed look at one organisation rather than making general assumptions about the entire retail sector. This allows for a more focused and in-depth analysis. The findings may also be useful for other retail organisations that face similar challenges, as they highlight the importance of clear and effective communication during periods of change.
The study contributes to existing research on organisational change by applying it to a real-world retail context. It brings together ideas around communication, restructuring and organisational responsibility, helping to build a clearer understanding of how these areas are connected. The findings may also have wider relevance across the retail sector, as similar restructuring patterns can be observed in other UK supermarkets such as Morrisons.
[bookmark: _Toc227772882]Structure of the Dissertation
This dissertation is divided into five chapters. Chapter 2 reviews the relevant literature on retail restructuring, organisational change and corporate communication. Chapter 3 explains the research methodology used in the study, including the use of qualitative documentary analysis. Chapter 4 presents and discusses the findings, organised around key themes. Chapter 5 provides recommendations, conclusions, limitations and suggestions for future research.
This chapter has given the research topic, presented the aim and objectives, and explained the focus of the study. The next chapter reviews the existing literature to provide a theoretical background for the research.
[bookmark: _Toc227772883]CHAPTER 2: LITERATURE REVIEW
[bookmark: _Toc227772884]Introduction
This chapter reviews the key literature related to retail restructuring, organisational change and communication to people such as employees, and customers. The purpose of this chapter is to provide a theoretical background for the study and to examine how existing research explains store closures, job cuts and organisational responses. It also explores how communication and support measures are presented during restructuring. By reviewing these areas, the chapter identifies gaps in the current literature and explains how this study contributes to a better understanding of how these issues are communicated within the retail sector.
[bookmark: _Toc227772885]Retail Restructuring in the UK
Retail restructuring has become increasingly common in the UK, particularly in response to rising operational costs and changes in consumer behaviour. Many retailers have been forced to close stores and reduce their workforce in order to remain competitive. According to the Office for National Statistics (2024), the retail sector has experienced ongoing pressure due to inflation, increased energy costs and changes in spending patterns. These pressures have made it more difficult for physical stores to remain profitable, especially for businesses operating on tight margins. Similar patterns of restructuring have also been observed in other UK supermarkets like with Morrisons, where store closures and operational changes have been linked to rising costs and changing consumer demand.
Adding to economic factors, technological change has also had a significant impact on the retail sector. The growth of online shopping has reduced the need for physical store space, as consumers increasingly prefer convenience and home delivery. This shift has led retailers to rethink their business models and focus more on digital channels. As a result, store closures are often part of a wider strategy rather than isolated decisions.
The Centre for Retail Research (2024) suggests that store closures are no longer viewed as unusual events but have become a regular feature of the retail landscape. This indicates that restructuring is not simply a response to crisis but has become part of ongoing strategic adjustment. Retailers are continuously reviewing performance and making changes in order to stay competitive in a rapidly changing market.
From a strategic perspective, store closures can be understood as part of a broader effort to improve efficiency and maintain competitive advantage. Porter (1985) argues that organisations must adapt their strategies to respond to external pressures and maintain their position within the market. In the context of retail, this often involves reducing costs, improving supply chain efficiency and focusing on more profitable areas of the business.
While these decisions may improve financial performance, they can also have wider consequences. Store closures can affect local communities by reducing access to services and employment opportunities. They can also impact the organisation’s reputation, particularly if they are perceived as poorly managed or unfair. This highlights the need to consider not only why restructuring occurs, but also how it is presented and justified to stakeholders.
[bookmark: _Toc227772886]Organisational Change and Downsizing
Organisational change is a key part of business strategy, particularly in industries that are subject to ongoing pressure and competition. Downsizing, which includes job cuts and workforce reductions, is often used as a way to reduce costs and improve efficiency. However, the process of downsizing is complex and can have both positive and negative outcomes. Burnes (2017) explains that organisational change requires careful planning and clear communication in order to be effective. Change is not simply about implementing new strategies but also about managing how these changes are understood and accepted within the organisation. Poorly managed change can lead to uncertainty, resistance and reduced employee engagement.
Cascio (2016) argues that downsizing should not be treated as a quick solution to financial problems. Although it may reduce costs in the short term, it can also create long-term issues such as reduced morale, lower productivity and damage to organisational culture. This suggests that organisations need to balance financial goals with the potential impact on employees.
Noer (2009) highlights the concept of “survivor syndrome”, where employees who remain after job cuts experience stress, insecurity and reduced motivation. This is important because it shows that the effects of restructuring are not limited to those who leave the organisation. The wider workforce can also be affected, which may influence overall performance. Another important aspect of organisational change is the psychological contract between employees and employers. Rousseau (1995) explains that employees have expectations about how they will be treated by their organisation. When restructuring occurs, these expectations can be disrupted, particularly if communication is unclear or perceived as unfair. This can lead to a loss of trust and commitment.
These perspectives highlight that organisational change is not only a financial decision but also a social and psychological process. This reinforces the importance of how restructuring decisions are communicated and how organisations present their actions to both internal and external stakeholders.
[bookmark: _Toc227772887]Corporate Communication and Legitimacy
Communication plays a central role in how organisations manage change. During periods of restructuring, organisations need to explain their decisions clearly in order to maintain trust and protect their reputation. The way information is presented can influence how stakeholders interpret and respond to these changes.
Suchman (1995) introduces the concept of organisational legitimacy, which refers to the extent to which an organisation’s actions are seen as appropriate and acceptable within a social context. When organisations face uncertainty or criticism, they often use communication strategies to maintain or restore legitimacy. In the case of store closures, this may involve emphasising economic necessity and long-term sustainability.
Coombs (2015) further explains that communication is a key tool in managing organisational reputation. Even when decisions have negative consequences, the way they are explained can reduce the risk of reputational damage. Organisations often present restructuring as unavoidable or necessary in order to justify their actions and reduce potential criticism.
Framing theory (Entman, 1993) is also relevant in understanding how communication is used during restructuring. Framing involves selecting certain aspects of a situation and presenting them in a way that shapes how they are understood. For example, organisations may highlight rising costs and market pressures while limiting discussion of negative impacts such as job losses.
This suggests that communication is not neutral but is often carefully constructed to influence perception. In the retail sector, where public image is closely linked to customer behaviour, this is particularly important. Poor communication can lead to negative publicity, while effective communication can help maintain customer trust.
At the same time, there is a potential tension between transparency and control. Organisations may aim to present information in a positive way, but this can sometimes lead to criticism if stakeholders feel that important details are being withheld. This highlights the complexity of communication during restructuring and the need for balance.
[bookmark: _Toc227772888]Organisational Support During Restructuring
When organisations implement restructuring, they often provide support measures to assist affected employees. These can include consultation processes, redeployment opportunities and financial compensation. Such measures are intended to reduce the negative impact of job losses and demonstrate organisational responsibility.
Armstrong and Taylor (2020) argue that effective human resource management is essential during periods of change. Providing support can help maintain employee trust and reduce the risk of conflict. It can also contribute to a more positive organisational image, particularly if support measures are clearly communicated.
However, the extent of support provided is often influenced by financial and operational constraints. Organisations may highlight support measures in their communication, but the actual level of support may vary depending on resources and business priorities. This creates a potential gap between what is presented and what is experienced.
Another important issue is how support measures are communicated. Even if support is available, it may not be effective if it is not clearly explained. Employees and other stakeholders need to understand what support is being offered and how it can be accessed. This again highlights the importance of communication in shaping perception.
Despite the importance of support measures, there is limited research that focuses specifically on how these are presented in corporate communication. Most studies focus on employee experience rather than organisational messaging. This suggests a gap in the literature that this study aims to address.
[bookmark: _Toc227772889]Communication of Store Closures in Practice
While existing literature provides a strong theoretical understanding of organisational change and communication, there is less focus on how these ideas are applied in real business situations. In practice, organisations do not simply announce restructuring decisions, but instead carefully manage how these decisions are presented to different stakeholders.
In the retail sector, communication around store closures is often framed in a way that emphasises financial necessity and long-term sustainability. Organisations typically highlight rising costs, changes in consumer behaviour and the need to remain competitive. This type of communication helps to position restructuring as a strategic decision rather than a failure or crisis.
At the same time, organisations often include references to employee support in their communication. This may involve highlighting consultation processes, redeployment opportunities or redundancy packages. By doing this, organisations aim to demonstrate that they are acting responsibly, even when making difficult decisions.
However, there can be a gap between how restructuring is presented and how it is understood. While organisations may emphasise positive aspects, stakeholders may still focus on negative outcomes such as job losses or reduced services. This creates a challenge for organisations, as they need to balance transparency with the need to protect their reputation.
In addition, communication is often tailored to different audiences. For example, corporate reports may focus more on financial performance, while media statements may use more accessible language and highlight the human impact. This shows that communication is not only about what is said, but also how and where it is communicated.
This section highlights the importance of examining communication in practice rather than relying only on theoretical explanations. It supports the focus of this study, which aims to analyse how store closures and job cuts are presented in corporate and public documents. By focusing on a specific organisation, the research provides a more detailed understanding of how these communication strategies are used in a real-world context.
[bookmark: _Toc227772890]Summary and Research Gap
The literature shows that retail restructuring is influenced by a combination of economic pressures, strategic decision-making and organisational change. Store closures and job cuts are often presented as necessary actions to maintain competitiveness. However, these decisions can have wider implications for employees, organisational culture and reputation.
The literature also highlights the importance of communication in managing restructuring. Organisations use communication strategies to justify their actions, maintain legitimacy and reduce reputational risk. In addition, support measures are often presented as evidence of organisational responsibility, although their effectiveness is not always clear.
Despite this, there is limited research that focuses specifically on how individual retail organisations communicate store closures and job cuts in practice. In particular, there is a lack of detailed analysis of how supermarket chains such as Iceland present these decisions within corporate and public documents.
This study addresses that gap by examining Iceland as a case study. By focusing on communication and presentation rather than employee perception, the research provides a more realistic and achievable approach while still offering valuable insight into organisational behaviour. The next chapter outlines the research methodology used to analyse these issues.
[bookmark: _Toc227772891]CHAPTER 3: METHODOLOGY
[bookmark: _Toc227772892]Introduction
This chapter outlines the research methodology used in this study and explains the approach taken to investigate how store closures and job cuts at Iceland supermarkets are communicated. It provides a clear justification for the research design, including the chosen philosophy, approach, data collection and data analysis methods. The aim of this chapter is to demonstrate how the research was conducted in a structured and systematic way, ensuring that it is both reliable and appropriate for addressing the research questions.
[bookmark: _Toc227772893]Research Philosophy
This study adopts an interpretivist research philosophy. Interpretivism focuses on understanding meaning, language and context rather than measuring numerical data. It is particularly suitable for research that explores how information is communicated and interpreted.
In this study, the aim is not to measure financial performance or quantify outcomes, but to examine how store closures and job cuts are presented within corporate and public communication. An interpretivist approach allows the research to focus on how these decisions are framed, explained and justified.
This approach is appropriate because the data being analysed consists of written documents rather than numerical data. It allows for a deeper understanding of how organisations construct messages and how these messages may influence perception. As a result, interpretivism supports the overall aim of the study.
[bookmark: _Toc227772894]Research Design
The research follows a qualitative design using documentary analysis. Qualitative research is used to explore meaning and patterns within data, making it suitable for analysing communication and organisational behaviour.
Documentary analysis involves examining existing documents in order to identify patterns, themes and insights. In this study, the documents include corporate statements, industry reports and media coverage related to Iceland’s store closures and job cuts. This approach allows the research to focus on real-world data without the need for primary data collection.
The decision to use documentary analysis was also influenced by practical considerations. Access to employees affected by redundancies would be difficult and raise ethical concerns. By using publicly available documents, the research remains feasible while still providing valuable insights into how restructuring is communicated.
The research design all in all can be understood through the Research Onion framework proposed by Saunders et al. (2019), which provides a structured way of organising the different stages of the research process. This framework highlights key layers of research, including philosophy, approach, strategy and methods, all of which are interconnected. In this study, an interpretivist philosophy is adopted, supported by a qualitative research approach and a documentary analysis strategy. This combination is appropriate as the research focuses on understanding how organisational decisions are communicated and interpreted, rather than measuring numerical outcomes.
By applying this structured framework, the study ensures that each stage of the research process is aligned with the overall aim. The following sections will outline each component in more detail, beginning with the research philosophy and continuing through to data collection [image: ]and analysis methods.







This image shows how different layers of the research onion design are structured and aligned within this study
[bookmark: _Toc227772895]Data Collection
Although this study does not involve primary research, it still includes the collection of secondary data. Data was gathered from a range of publicly available sources in order to ensure a broad and balanced view.
The main sources of data included:
· Corporate documents such as press releases and official statements from Iceland 
· Industry reports from organisations such as the British Retail Consortium and the Centre for Retail Research 
· Government and statistical data from the Office for National Statistics 
· Media coverage from sources such as BBC News and other reputable outlets 
These sources were selected based on their relevance to store closures, job cuts and retail restructuring. Only sources that were directly related to the research topic and considered credible were included.
In addition, documents were selected from a recent time period to ensure that the analysis reflected current trends and developments within the retail sector. This helped to maintain the relevance of the study.
[bookmark: _Toc227772896]Data Analysis
The data collected was analysed using thematic analysis, as outlined by Braun and Clarke (2006). Thematic analysis is a widely used method in qualitative research that involves identifying patterns and themes within data.
The analysis followed a series of steps. First, all documents were read carefully to gain a general understanding of the content. Key ideas and recurring points were then noted. These ideas were grouped together based on similarity, allowing patterns to begin to emerge.
From this process, broader themes were developed. These themes reflected common ways in which store closures and job cuts were communicated. For example, themes included financial justification, communication tone and organisational support measures.
Once the themes were identified, they were analysed in more detail and linked to existing theories from the literature review. This allowed the findings to be interpreted within a wider academic context, rather than simply describing the data.
[bookmark: _Toc227772897]Research Process 
The research process for this study followed a structured sequence of steps to ensure clarity and consistency. 
3.6.1 [bookmark: _Toc227772898]Step 1
Relevant literature was reviewed to identify key themes and establish a gap in existing research. For example, existing studies were found to focus largely on the financial reasons behind store closures, with less attention given to how these decisions are communicated in practice. This helped to refine the research aim and questions.
3.6.2 [bookmark: _Toc227772899]Step 2
[bookmark: _Toc227772900]Appropriate data sources were identified, focusing on publicly available documents such as corporate statements, media reports and industry publications related to Iceland. For instance, news articles and company statements discussing store closures and job cuts were selected, as they provided direct insight into how restructuring decisions were presented. Examples include reports from BBC News (2023) and Heart Radio (2024), which outlined store closures and organisational responses. While Iceland was the primary focus of the study, additional sources relating to other UK supermarkets such as Morrisons were also reviewed to provide comparative context. These sources were selected based on their relevance and credibility.
3.6.3 Step 3 
The collected documents were analysed using thematic analysis, where recurring patterns were identified and grouped into key themes. For example, repeated references to financial pressures, strategic decision-making and employee support measures were coded and organised into broader themes. This included identifying patterns in how restructuring was described across different sources (BBC News, 2023; The Guardian, 2023), as well as limited comparative references to other retailers such as Morrisons. The coding process involved identifying key phrases and grouping them into broader categories, which were then developed into themes, as shown in table below. This involved reviewing the data multiple times to ensure consistency and accuracy in the findings.

Coding Process in Thematic Analysis
	Example Data Extract
	Initial Code
	Category
	Theme

	Rising costs and economic pressures
	Cost pressures
	Financial reasoning
	Financial justification and strategic framing

	Strategic decision to ensure long-term sustainability
	Strategic language
	Business strategy
	Financial justification and strategic framing

	We are making necessary changes
	Controlled communication
	Communication tone
	Communication tone and organisational legitimacy

	We will support affected colleagues
	Employee support
	HR response
	Organisational support measures

	Redeployment opportunities available
	Redeployment
	Support measures
	Organisational support measures

	Restructuring to improve efficiency
	Efficiency focus
	Business justification
	Financial justification and strategic framing



3.6.4 [bookmark: _Toc227772901]Step 4
The identified themes were interpreted and linked to relevant theories from the literature review. For example, the emphasis on financial reasoning reflects framing processes, where information is presented in a way that shapes how restructuring decisions are understood (Entman, 1993). Similarly, the use of controlled language was linked to organisational legitimacy. This allowed the findings to be analysed in a structured and meaningful way.
[bookmark: _Toc227772902]Tools and Procedure
[bookmark: _Toc227772903]The analysis was carried out manually, using a structured approach to reviewing and organising the data. Documents were read multiple times to ensure familiarity with the content. Notes were taken to highlight key ideas and repeated patterns.
A simple coding process was used to organise the data. This involved identifying key words and phrases within the documents and grouping them into categories. For example, terms such as cost pressures, strategic decisions and support for employees were grouped into broader themes. These categories were then developed into themes.
This approach allowed the analysis to remain organised and systematic while still being flexible enough to capture different aspects of the data. The use of a clear procedure also helps to improve the transparency of the research, in line with the thematic analysis process outlined by Braun and Clarke (2006).
Reliability and Validity
Reliability refers to the consistency of the research process, while validity relates to the accuracy and relevance of the findings. In qualitative research, these concepts are addressed through careful data selection and clear analysis procedures.
In this study, reliability was supported by using multiple sources of data rather than relying on a single document. This helps to reduce bias and provides a more balanced view. The use of a clear and structured approach to thematic analysis also improves consistency.
Validity was addressed by ensuring that all data used was directly relevant to the research topic. Only credible sources were included, and findings were linked to established theory. This helps to ensure that the conclusions drawn are meaningful and supported by evidence.
[bookmark: _Toc227772904]Ethical Considerations
This study uses only publicly available data, meaning that no human participants were involved. As a result, there were no issues relating to consent or confidentiality.
However, ethical considerations are still important. All sources have been accurately referenced to ensure that original authors are properly credited. The data has also been represented fairly, without misinterpretation or selective reporting.
In addition, care has been taken to avoid making unsupported claims, particularly in relation to employee experiences. The study focuses only on what is presented in the documents, rather than attempting to infer personal opinions.
[bookmark: _Toc227772905]Limitations of the Methodology
While documentary analysis provides useful insights, it also has some limitations. One limitation is that the research relies on publicly available information, which may not provide a complete picture. Organisations may choose how they present information, which can influence the data available.
In addition, the study does not include direct input from employees, meaning that it cannot assess how restructuring was actually experienced. Instead, it focuses on how these decisions are communicated.
Despite these limitations, the chosen methodology is appropriate for the aims of the study and allows for a focused and achievable approach.
[bookmark: _Toc227772906]Chapter Summary
[bookmark: _Toc227772907]This chapter has outlined the methodological approach used in this study, including the research design, data collection and analysis methods. A qualitative documentary approach was adopted to ensure the research remained feasible while addressing the research aim. The use of thematic analysis and a clear research process provides a structured and reliable foundation for the findings presented in the following chapter.
CHAPTER 4: RESULTS AND DISCUSSION
[bookmark: _Toc227772908]Introduction
This chapter presents and analyses the findings from the documentary data collected for this study. The aim of this chapter is to examine how store closures and job cuts at Iceland are communicated and presented within corporate and public documents. The analysis is structured around key themes identified through thematic analysis, which reflect recurring patterns in how restructuring decisions are framed.
Each theme is not only described but also discussed in relation to existing literature in order to provide a deeper understanding of the findings. This allows the study to move beyond simple description and instead critically evaluate how communication is used during organisational change. The chapter also considers the wider implications of these findings, particularly in relation to organisational strategy, communication and stakeholder perception.
[bookmark: _Toc227772909]Theme 1: Financial Justification and Strategic Framing
One of the most prominent findings across the data is the consistent use of financial reasoning to justify store closures and job cuts. In both corporate and public documents, restructuring decisions are presented as necessary responses to economic pressures rather than optional strategic choices. This includes references to rising operational costs, increased competition and changing consumer behaviour within the retail sector. This pattern is also seen in other UK retailers like Morrisons, where store closures are similarly justified as responses to economic pressures and the need to improve efficiency.
This type of communication reflects a clear pattern in how organisations frame restructuring. Rather than focusing on the negative consequences, such as job losses, the emphasis is placed on external pressures and the need for adaptation. This allows the organisation to position itself as responding to circumstances rather than creating them. As a result, restructuring is presented as a logical and unavoidable outcome.
This finding strongly links to Porter’s (1985) theory of competitive strategy, which suggests that organisations must continuously adapt in order to maintain their position in the market. In the case of Iceland, store closures can be seen as a strategic decision aimed at improving efficiency and reducing costs. By focusing on financial sustainability, the organisation is able to justify its actions in a way that aligns with broader business objectives.
However, while this framing may be effective in explaining the decision, it also raises questions about how fully the impact of restructuring is communicated. The emphasis on financial necessity can reduce attention on the human and social consequences of store closures. For example, there is often limited discussion of how employees are affected beyond brief references to support measures. This suggests that communication may be selective, focusing on certain aspects while downplaying others.
Framing theory (Entman, 1993) helps to explain this pattern. According to this theory, organisations can shape how information is understood by highlighting particular elements and excluding others. In this case, financial pressures are emphasised, while negative impacts are less visible. This does not necessarily mean that the information is inaccurate, but it does suggest that it is carefully structured.
In addition, presenting restructuring as financially necessary can also serve to reduce potential criticism. If decisions are framed as unavoidable, stakeholders may be more likely to accept them. This links to the idea of legitimacy, where organisations aim to ensure that their actions are seen as appropriate and justified. By emphasising economic necessity, the organisation is able to maintain a sense of responsibility and rationality.
At the same time, this approach may also limit transparency. While stakeholders are given reasons for restructuring, they may not receive a full picture of the decision-making process. This can create a gap between what is communicated and what is understood. In some cases, this may lead to scepticism, particularly if stakeholders feel that important information is being omitted.
Another important aspect of this theme is the way restructuring is linked to long-term strategy. Rather than being presented as a short-term response, store closures are often described as part of a broader plan for future growth and sustainability. This helps to shift the focus away from immediate negative impacts and towards long-term benefits.
This aligns with the idea that organisations aim to control the narrative around change. By presenting restructuring as forward-looking, they are able to reinforce a sense of stability and direction. This can be particularly important in the retail sector, where public perception can directly influence customer behaviour. It is important to recognise that this type of framing may not fully address stakeholder concerns. While financial justification may explain why decisions are made, it does not necessarily reduce the impact on those affected. This highlights a limitation of relying solely on economic reasoning within communication.
This theme demonstrates that financial justification plays a central role in how restructuring is communicated. It allows organisations to present difficult decisions in a way that supports their strategic objectives while maintaining legitimacy. At the same time, it also highlights the selective nature of communication and the potential gap between explanation and impact. While financial justification provides a clear explanation for restructuring, it may also simplify a more complex situation. By focusing mainly on economic pressures, organisations may avoid addressing the broader social impact of store closures. This includes effects on local communities and employees, which are often less visible in corporate communication. As a result, financial framing may be effective in explaining decisions, but it may not fully reflect their wider consequences (Entman, 1993 Porter, 1985).
[bookmark: _Toc227772910]Theme 2: Communication Tone and Organisational Legitimacy
Another key pattern identified in the data is the tone of communication used when presenting store closures and job cuts. While financial justification is clearly central, the way these decisions are communicated is not purely factual or neutral. Instead, there is a noticeable effort to balance explanation with reassurance, often through the use of carefully chosen language.
Across both corporate and public documents, restructuring is rarely presented in direct or harsh terms. Instead of focusing explicitly on job losses, organisations tend to use softer language such as “restructuring”, “strategic changes” or “operational adjustments”. This suggests that organisations are aware of the potential negative impact of their actions and are actively trying to manage how these decisions are perceived.
This type of communication reflects a deliberate attempt to control tone and maintain a level of sensitivity. By avoiding more direct or negative wording, organisations can reduce the emotional impact of their message. This is particularly important in situations where decisions may affect employees, communities and public opinion.
This finding links closely to Suchman’s (1995) concept of organisational legitimacy. Legitimacy refers to the idea that organisations must ensure their actions are seen as acceptable within a wider social context. When organisations face potentially negative situations, such as store closures, they often rely on communication strategies to maintain this legitimacy.
In the case of Iceland, the tone of communication appears to be structured in a way that supports this goal. By combining financial reasoning with controlled and measured language, the organisation is able to present its decisions as both necessary and responsible. This helps to reduce the risk of criticism and maintain stakeholder trust. Coombs (2015) further supports this idea by highlighting the role of communication in reputation management. During periods of organisational change, communication becomes a key tool in shaping how stakeholders respond. Even when decisions are likely to have negative consequences, the way they are explained can influence whether they are accepted or challenged.
However, while this approach may be effective in maintaining a positive image, it also raises questions about transparency. The use of softer language may reduce the immediate impact of the message, but it can also limit how clearly the situation is understood. For example, terms such as “restructuring” may not fully reflect the reality of job losses or store closures. This suggests that there is a balance between clarity and control within organisational communication. On one hand, organisations need to explain their decisions in a way that is understandable and accurate. On the other hand, they may also aim to present information in a way that protects their reputation. This creates a situation where communication is both informative and strategic.
Framing theory (Entman, 1993) also helps to explain this pattern. In addition to selecting what information is presented, framing also involves how that information is expressed. The tone of communication plays a key role in shaping interpretation. By using neutral or positive language, organisations can influence how their actions are perceived, even if the underlying situation is negative. Another important aspect of this theme is the inclusion of reassurance within communication. In many cases, statements about restructuring are accompanied by messages that emphasise stability, future growth or ongoing commitment to customers and employees. This helps to balance the negative aspects of the decision and maintain confidence in the organisation.
This approach can be particularly important in the retail sector, where customer perception directly affects business performance. If restructuring is seen as a sign of instability, it may influence customer behaviour. By managing communication tone carefully, organisations can reduce this risk and maintain a sense of continuity.
At the same time, there is a potential limitation to this approach. While controlled communication may protect reputation in the short term, it may not fully address stakeholder concerns in the long term. If stakeholders feel that communication lacks transparency or avoids key issues, it may lead to reduced trust over time. This highlights a tension within organisational communication. Organisations must balance the need to protect their image with the need to provide clear and honest information. Achieving this balance is not always straightforward, particularly in situations involving job losses and restructuring. In addition, the tone of communication may vary depending on the audience. Corporate reports may use more formal and technical language, focusing on financial performance and strategic decisions. In contrast, media statements may adopt a more accessible tone, reflecting the wider public audience. This suggests that communication is not only shaped by content but also by context.
This theme demonstrates that communication tone plays a significant role in how restructuring decisions are presented. It is not simply about what is said, but how it is said. The use of controlled language, reassurance and strategic framing allows organisations to manage perception and maintain legitimacy during periods of change. It also highlights the complexity of communication, particularly in balancing transparency with reputational concerns. This reinforces the idea that organisational communication is a key part of how restructuring is understood, rather than just a reflection of the decision itself.
While carefully managed communication can help maintain organisational legitimacy, it may also reduce transparency. If stakeholders feel that information is overly controlled or lacks detail, it may lead to scepticism rather than trust. This suggests that there is a risk associated with using overly neutral or softened language, as it may be perceived as avoiding the full reality of the situation (Suchman, 1995; Coombs, 2015).
[bookmark: _Toc227772911]Theme 3: Organisational Support Measures and Their Representation
The third key theme identified in the analysis relates to how organisational support measures are presented during periods of restructuring. Across the documents reviewed, there is a clear emphasis on support being offered to employees affected by store closures and job cuts. This includes references to consultation processes, redeployment opportunities and, in some cases, financial compensation.
These support measures are often presented as evidence that the organisation is acting responsibly. By highlighting these actions, Iceland is able to show that it is not only focused on financial outcomes, but also considers the impact of restructuring on employees. This helps to balance the negative aspects of job losses and supports a more positive overall narrative. Similar communication strategies can be observed in other supermarkets such as Morrisons, where restructuring decisions are presented using neutral and strategic language to maintain organisational legitimacy. This approach reflects the principles of human resource management discussed by Armstrong and Taylor (2020), who argue that organisations have a responsibility to manage change in a way that supports employees. Providing clear support measures can help to maintain trust, reduce uncertainty and limit negative reactions within the workforce.
While support measures are clearly communicated, there is an important distinction between what is presented and what can actually be evaluated through this study. The data used in this research focuses on how support is described, rather than how it is experienced. This means that while organisations may emphasise the availability of support, it is not possible to assess its effectiveness from the perspective of employees. This creates a potential gap between representation and reality. While support measures are clearly presented in organisational communication, it is not possible to determine whether they are consistently available or effective in practice. This suggests that support measures may function not only as practical tools, but also as part of a broader communication strategy aimed at reinforcing organisational responsibility (Armstrong and Taylor, 2020). This highlights a key limitation of documentary analysis. The data reflects organisational messaging rather than lived experience. This resulted in, support measures may appear more structured or comprehensive in communication than they are in practice. This does not necessarily mean that the information is inaccurate, but it does suggest that it is presented in a way that supports the organisation’s overall narrative. This can be further understood through the concept of impression management, where organisations aim to influence how they are perceived by stakeholders. By highlighting support measures, organisations can present themselves as responsible and ethical, even when making difficult decisions such as job cuts. This reinforces the idea that communication is not only about sharing information, but also about shaping perception.
The level of detail provided about support measures is often limited. While general statements about consultation or redeployment are included, there is less emphasis on how these processes are carried out or how many employees are affected. This suggests that communication may prioritise the presence of support rather than its depth. This again links to framing theory (Entman, 1993), as organisations may choose to emphasise positive aspects of restructuring while reducing focus on potential challenges or limitations. For example, highlighting redeployment opportunities may create the impression that employees have alternative options, even if these options are limited in practice.
Another important point is that support measures may be influenced by practical constraints such as cost, time and organisational structure. While organisations may aim to provide support, they must also balance this with financial considerations. This means that support measures are not only a reflection of organisational values, but also of operational limitations.
This creates a tension between responsibility and practicality. On one hand, organisations aim to demonstrate that they are acting fairly and supporting employees. On the other hand, they must manage costs and maintain efficiency. This tension is reflected in how support measures are communicated, as organisations aim to present a balanced and responsible image.
Furthermore, the inclusion of support measures within communication can also be seen as a way to reduce potential criticism. By showing that employees are being supported, organisations may be able to justify restructuring decisions more effectively. This links back to the concept of legitimacy, where organisations aim to ensure that their actions are viewed as acceptable.
There is also a risk that this type of communication may be perceived as superficial if it lacks detail or transparency. If stakeholders feel that support measures are presented in a general or unclear way, it may reduce trust rather than strengthen it. This highlights the importance of not only providing support, but also communicating it effectively.
In the context of Iceland, the emphasis on support measures suggests an awareness of the broader impact of restructuring. It shows that the organisation is not only focused on financial outcomes, but also considers how its actions are perceived. This reinforces the idea that communication plays a key role in managing both practical and reputational aspects of change.
At the same time, it is important to recognise that this study cannot fully assess the effectiveness of these support measures. Instead, it focuses on how they are presented within organisational communication. This distinction is important in maintaining the accuracy and credibility of the research.
Overall, this theme demonstrates that organisational support measures are a key part of how restructuring is communicated. They are used to balance the negative impact of job cuts and reinforce the organisation’s image as responsible and ethical. However, the analysis also highlights the limitations of relying on communication alone, as it may not fully reflect the reality of how support is experienced.
When considered together, these themes highlight a consistent pattern in how restructuring is communicated. Financial reasoning, controlled communication tone and the emphasis on support measures all work together to create a structured and carefully managed narrative. This suggests that restructuring is not only a strategic decision, but also a process of narrative construction, where organisations actively shape how their actions are understood (Entman, 1993).
These patterns are not unique to Iceland, as similar approaches can be observed across other UK supermarket retailers such as Morrisons. This suggests that the communication of restructuring decisions follows a broader industry pattern rather than being specific to a single organisation.
[bookmark: _Toc227772912]Broader Implications of the Findings
The findings from this study highlight that restructuring within the retail sector is not only a financial or operational process, but also a communicative one. The way store closures and job cuts are presented plays a significant role in shaping how these decisions are understood by stakeholders. This suggests that communication is a key part of organisational strategy, rather than simply a way of sharing information.
One important implication is that organisations actively manage how restructuring is perceived. By emphasising financial necessity, using controlled language and highlighting support measures, organisations are able to present their actions in a way that maintains legitimacy. This supports the idea that communication is used as a tool to influence perception and reduce potential criticism.
This has wider implications for how organisational change is understood. Traditional views of restructuring often focus on financial performance and efficiency. However, the findings of this study suggest that communication should also be considered a central part of the process. Organisations are not only making decisions, but also constructing narratives around those decisions.
Another implication is the role of selective communication. The findings show that organisations tend to emphasise certain aspects of restructuring, such as financial pressures and support measures, while giving less attention to negative consequences. This highlights the importance of critically evaluating organisational communication, rather than accepting it at face value.
In addition, the study suggests that there is a balance between transparency and reputation management. Organisations aim to provide explanations for their actions, but they also seek to protect their image. This creates a tension that can influence how information is presented. While communication may appear clear and structured, it may not fully reflect the complexity of the situation.
From a practical perspective, the findings highlight the importance of effective communication during periods of change. Organisations that manage communication carefully may be better able to maintain trust and reduce negative reactions. However, there is also a risk that overly controlled communication may reduce transparency and lead to scepticism.
These implications suggest that restructuring should be viewed as both a strategic and communicative process. This provides a broader understanding of how organisations operate during periods of change and highlights the importance of communication in shaping outcomes. This supports the idea that communication should be viewed as a strategic tool rather than a neutral process (Coombs, 2015).
[bookmark: _Toc227772913]Iceland vs Morrisons comparison
While this study focuses on Iceland as a case study, a brief comparison with Morrisons provides additional context to support the findings. Media reports indicate that Iceland announced the closure of approximately 18 stores across the UK as part of restructuring efforts linked to rising operational costs (Heart Radio, 2024). Similarly, Morrisons announced the closure of 52 cafes and 17 convenience stores as part of cost-cutting measures (BBC News, 2025). These figures highlight that both organisations have engaged in restructuring activity in response to financial pressures.
As shown in Table below, both Iceland and Morrisons demonstrate similar patterns in how restructuring decisions are communicated. In both cases, closures are framed as financially necessary, supported by strategic reasoning, and accompanied by references to employee support measures. This comparison reinforces the findings of this study, suggesting that the communication of store closures is not unique to just Iceland, but reflects a broader pattern within the UK retail sector.


[bookmark: _Toc227772914]Comparison Table
	Aspect
	Iceland
	Morrisons

	Store closures
	Approx. 18 stores (Heart Radio, 2024)
	52 cafes and 17 stores (BBC News, 2023)

	Main reason
	Rising costs and restructuring
	Cost reduction and operational efficiency

	Communication style
	Financial justification and strategic framing
	Financial justification and restructuring language

	Support measures
	Redeployment and consultation referenced
	Redeployment and restructuring support



[bookmark: _Toc227772915]Limitations of the Findings
While this study provides useful insights into how restructuring is communicated, it is important to recognise its limitations. The main limitation is that the analysis is based on publicly available documents, which reflect organisational messaging rather than direct experience.
As a result, the findings focus on how store closures and job cuts are presented, rather than how they are experienced by employees. This means that it is not possible to assess the actual effectiveness of support measures or the impact of restructuring on individuals.
Adding to that, the data used in the study may be selective, as organisations choose what information to make public. This means that certain aspects of restructuring may not be fully represented in the documents analysed. As a result, the findings should be interpreted with an understanding of these limitations.
Another limitation is that the study focuses on a single organisation. While this allows for a more detailed analysis, it may limit the generalisability of the findings to the wider retail sector. However, the aim of the study is to provide in-depth insight rather than broad generalisation.
Despite these limitations, the study still provides valuable insight into how restructuring is communicated. By focusing on organisational messaging, it highlights patterns and strategies that may not be immediately visible.
[bookmark: _Toc227772916]Chapter Summary
This chapter has presented and analysed the findings from the documentary data, focusing on how store closures and job cuts at Iceland are communicated and presented. Three key themes were identified: financial justification and strategic framing, communication tone and legitimacy, and organisational support measures. The analysis showed that restructuring is consistently presented as financially necessary, with communication carefully structured to maintain organisational legitimacy. Support measures are also emphasised, although their effectiveness cannot be fully assessed through documentary data.
The chapter also discussed the broader implications of these findings, highlighting the role of communication as a key part of organisational strategy. In addition, the limitations of the study were acknowledged, particularly in relation to the use of publicly available data.
The findings provide a deeper understanding of how restructuring is communicated within the retail sector. The next chapter builds on these findings by providing practical recommendations, conclusions and reflections on the study.
[bookmark: _Toc227772917]CHAPTER 5: RECOMMENDATIONS, AND REFLECTION
[bookmark: _Toc227772918]Introduction
This chapter presents the final part of the dissertation. It provides recommendations based on the findings, followed by the overall conclusion of the study. The chapter also reflects on the research process and highlights key limitations. The aim of this chapter is to bring together the main insights from the study and consider their practical and academic relevance.
[bookmark: _Toc227772919]Recommendations
Based on the findings from Chapter 4, there are a number of recommendations can be made in relation to how organisations communicate store closures and job cuts.
1.1.1. [bookmark: _Toc227772920]Improve Transparency in Communication
The findings showed that organisations often use controlled and carefully structured language when communicating restructuring decisions. While this can help to maintain reputation, it may also reduce transparency. It is recommended that organisations provide clearer and more direct communication when explaining restructuring. This includes openly addressing both the financial reasons and the potential impact on employees and communities.
Improving transparency can help to build trust and reduce uncertainty. Although negative information may be difficult to communicate, providing a balanced explanation can strengthen credibility in the long term.
1.1.2. [bookmark: _Toc227772921]Balance Financial Justification with Social Impact
The study found that communication is heavily focused on financial necessity, often with limited attention given to the wider social impact. Organisations should aim to present a more balanced view that includes both economic and human considerations.
By acknowledging the broader consequences of restructuring, organisations can demonstrate greater responsibility and awareness. This may also improve how decisions are perceived by stakeholders, particularly employees and local communities.
1.1.3. [bookmark: _Toc227772922]Provide Clear and Detailed Information on Support Measures
While support measures are commonly mentioned, the level of detail provided is often limited. Organisations should ensure that support measures are clearly explained, including how they work and how employees can access them.
Providing more detailed information can help employees better understand their options and reduce uncertainty during periods of change. It can also strengthen the credibility of organisational communication.
1.1.4. [bookmark: _Toc227772923]Ensure Consistency Across Communication Channels
The findings suggest that communication may vary depending on the audience, with differences between corporate reports and public statements. Organisations should aim to maintain consistency across different communication channels to avoid confusion.
Consistent messaging can help ensure that all stakeholders receive the same information and reduce the risk of misunderstanding.
[bookmark: _Toc227772924]Limitations of the Study
While the study provides useful insights, there are several limitations that should be acknowledged. The main limitation is the use of documentary data, which reflects organisational communication rather than direct experience. This means that it is not possible to assess how restructuring was perceived by employees or how effective support measures were in practice.
In addition, the study focuses on a single organisation, which may limit the generalisability of the findings. While the case study approach allows for in-depth analysis, the results may not fully apply to other organisations within the retail sector.
Another limitation is that the data is based on publicly available sources, which may not provide a complete picture. Organisations may choose how they present information, which can influence the data available for analysis.
Despite these limitations, the study still provides valuable insight into how restructuring is communicated and highlights areas for further research.
[bookmark: _Toc227772925]Chapter Summary
This chapter has provided recommendations based on the findings, followed by the overall conclusion of the study, and has also discussed the limitations of the research. The dissertation has shown that communication plays a key role in how restructuring is presented and understood within the retail sector.
[bookmark: _Toc227772926]Conclusion
This study aimed to critically examine how store closures and job cuts at Iceland supermarkets in the UK are communicated and presented within corporate and public documentation. Using a qualitative documentary approach, the research focused on analysing publicly available data to understand how organisational decisions are framed rather than measuring employee experience directly. The findings identified three key themes. Firstly, restructuring decisions are consistently framed as financially necessary, with emphasis placed on rising costs, competitive pressures and the need for long-term sustainability. Secondly, the tone of communication is carefully managed, with organisations using neutral and controlled language to maintain legitimacy and protect their reputation. Thirdly, organisational support measures are highlighted as part of responsible practice, although these are often presented in a generalised way, with limited detail regarding their effectiveness. These findings demonstrate that communication plays a central role in how restructuring is understood, showing that it is not simply a neutral process but a strategic tool used to influence stakeholder perception and reduce potential criticism.
[bookmark: _Toc223640115]While the study focuses on Iceland as a case study, similar patterns can be observed across other UK supermarket retailers such as Morrisons, where store closures and restructuring decisions are also framed as responses to economic pressures and communicated using carefully managed language. This suggests that the communication of restructuring is not unique to a single organisation, but reflects a broader industry approach. Overall, the study contributes to existing research by providing insight into how restructuring decisions are communicated in practice, rather than simply why they occur. It highlights the importance of communication as a key part of organisational strategy during periods of change, reinforcing the idea that store closures and job cuts are not only operational or financial decisions, but also communicative processes. The way these decisions are presented plays a significant role in shaping how they are understood, emphasising the importance of transparency, clarity and strategic communication within the retail sector.
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[bookmark: _Toc227014565]Reflection
This reflective statement is structured using Gibbs’ Reflective Cycle (1988), which allows me to evaluate my research process and reflect on my learning throughout the dissertation.
Description
My dissertation focused on examining how store closures and job cuts at Iceland supermarkets are communicated using a qualitative documentary analysis approach. At the beginning of the process, I originally planned to carry out interviews with employees affected by redundancy. However, I quickly realised that accessing participants would be difficult, and there were also ethical concerns around discussing job loss. As a result, I decided to change my approach and focus on analysing publicly available documents such as corporate statements and media reports. This allowed me to continue the research in a more realistic and manageable way.
Feelings
At the early stages of the research, I felt unsure about whether my original idea would be achievable, particularly when thinking about gaining access to participants. Changing my research method was initially challenging, as it meant moving away from my original plan. However, once I adapted my approach, I felt more confident and focused, as I was able to work with data that was accessible and relevant. As the dissertation progressed, I became more comfortable with the research process and more confident in my ability to analyse and interpret information.
Evaluation
One of the main strengths of my research was my ability to adapt my methodology when I realised my initial plan was not feasible. The use of documentary analysis worked well for my topic, as it allowed me to examine real-world communication from organisations. I was also able to identify clear themes through thematic analysis, which helped structure my findings effectively. However, a limitation of my study is that I did not include employee perspectives, which means I could not fully explore how restructuring decisions were experienced at an individual level.
Analysis
Through this process, I learned the importance of aligning my research design with what is realistically achievable. I realised that research does not always go exactly as planned, and being flexible is an important part of the process. I also developed a better understanding of how organisations communicate strategically, rather than simply providing information. This became clear when analysing how financial reasoning and support measures were presented, which helped me link my findings to relevant theories such as framing and organisational legitimacy.
Conclusion
This dissertation has been a valuable learning experience. It has helped me develop my research, analytical and writing skills, as well as my ability to adapt and problem-solve. Although there were challenges along the way, particularly when changing my research method, I was able to overcome them and complete the study in a way that remained aligned with my research aim.
Action Plan
In future research, I would spend more time at the beginning of the process considering the feasibility of my research design, particularly in relation to data access. If possible, I would aim to combine both primary and secondary data to gain a more complete understanding of the topic. I would also continue to develop my analytical skills to strengthen my ability to critically evaluate findings and link them more effectively to theory.
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