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[bookmark: _Toc224994905]Abstract 
This report focuses on Marks and Spencer (M&S), a prominent UK retailer navigating the challenges of digital disruption, the rise of online shopping, and the pressures of AI-driven transformation. By analysing the company’s recent history, we use PESTEL and SWOT frameworks to highlight external factors, such as intensifying e-commerce competition, and internal hurdles, such as outdated infrastructure, that are affecting its performance. Change management models, including Lewin's and Kotter's approaches, provide a critical lens for assessing past initiatives, such as "Plan A" and "Reshape for Growth," while emphasising the pivotal role of leadership under CEO Stuart Machin amid cultural resistance. 
We propose a comprehensive three-year plan to achieve a 50% online sales target, a £500 million investment, a phased communication strategy, and a balanced scorecard for evaluation. Our recommendations emphasise the importance of cultural diagnostics and adaptive governance to help M&S achieve its vision of becoming a sustainable, customer-centric leader in retail.
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a. [bookmark: _Toc224994906]Introduction 
Marks and Spencer Group plc (M&S) is a well-known British multinational retailer headquartered in London, recognised as one of the UK's most established retail brands. Founded in 1884 by Michael Marks and Thomas Spencer in Leeds, M&S started as a humble market stall and has evolved into a national chain that epitomises quality, value, and customer confidence. Over the past century, the company has transformed from offering low-priced general goods in “penny bazaars” to becoming a diverse retailer specialising in food, clothing, and homeware, supported by a vast network of stores both domestically and internationally. Today, M&S operates around 1,000 locations within the UK and about 400 stores overseas, reinforcing its reputation as a major employer and a key player in the global retail landscape. (DCF, 2025)
M&S's business model revolves around two main segments: Food and Clothing & Home. The Food division has become a major player in the company's success, celebrated for its high-quality ready meals, fresh produce, and convenient offerings, which together account for about half of the group's revenue in recent years. On the other hand, the Clothing & Home division, which includes apparel, lingerie, footwear, and household goods, remains a cornerstone of the brand's legacy, even as it faces fierce competition and shifting consumer tastes. This two-pronged approach allows M&S to spread its risks, leverage cross-brand opportunities—such as food halls in clothing stores—and build strong customer loyalty through its dedication to quality and reliability. (DFC, 2025)
In response to changing market dynamics—such as heightened discounting, the growth of e-commerce, and evolving customer demands for convenience and sustainability—M&S has embarked on a comprehensive transformation. The company is streamlining its operations by closing underperforming legacy stores, investing in larger, modern, full-line formats, and expanding its Foodhalls. Simultaneously, M&S is bolstering its digital and online presence. These efforts align with the company's mission to position itself as the UK’s top retailer in quality, value, and sustainability. This commitment includes achieving net-zero carbon emissions by 2040 and making substantial investments in technology and supply chain efficiency. Recent financial results indicate progress, with revenue growth and a return to profitability. These developments suggest that the “reshape for growth” and “Plan A” sustainability strategies are beginning to bear fruit, enhancing the company's performance and competitive edge. (Roberts, 2024)
[bookmark: _Toc224994907]b. Recent History and Environmental Impacts on Marks & Spencer
Marks and Spencer (M&S) have undergone a major strategic overhaul in recent years, driven by internal and external challenges, including digital disruption, the surge in online shopping, and the rapid advancement of artificial intelligence (AI) technologies. Traditionally anchored in a broad network of physical stores and a primarily bricks-and-mortar model, the company has needed to reassess its footprint, organisational structures, and capabilities to remain competitive in a rapidly evolving retail environment. On the external front, M&S has faced intense competition from supermarkets, fast-fashion retailers, and digital-first platforms, compounded by economic fluctuations and cost-of-living pressures that have shifted consumer behaviour and expectations around value, convenience, and omnichannel shopping experiences. In response to these challenges, the company has initiated internal strategic changes to close underperforming stores, increase investments in digital infrastructure, and leverage data-driven decision-making and AI-enabled tools across key business areas.  (UniWriter, 2025)
One of the most noticeable signs of environmental change has been the reconfiguration of M&S’s physical store landscape in response to shifting shopping habits and the growth of e-commerce. Since 2018, the company has embarked on a bold initiative to close over 100 UK stores by 2022, targeting older, less productive locations and redirecting funds toward new formats and sites that better align with current consumer preferences. This ongoing process of “store rotation” reflects management's long-term aim to operate around 180 high-productivity full-line stores and approximately 420 food-only outlets, while also introducing more than 100 new, larger food stores. These adjustments are propelled by external challenges—such as competition from discount retailers and supermarkets—as well as an internal realisation that legacy stores are expensive to maintain and ill-suited for a seamless omnichannel retail experience, which in turn limits profitability and strategic flexibility. (Retail Gazette, 2019)
The rapid rise of online shopping has been a key driver of change in M&S's recent history, especially in the Clothing & Home segment, where the company previously lagged more digitally savvy competitors. To catch up, M&S has made substantial investments in its e-commerce platform, improved online fulfilment capabilities, and enhanced digital marketing efforts. This strategic shift has led to a significant increase in its active online customer base, with a growing portion of sales now coming from digital channels. By 2024, M&S noted that two-thirds of new Clothing & Home customers began their journey with the brand online, illustrating a fundamental change in how they acquire and engage with customers. This evolution has prompted internal adjustments, including the creation of new roles in data analytics and digital product management, as well as updates to supply chain operations and distribution centres to ensure faster, more cost-effective delivery and returns. (BCG, 2025)
Artificial intelligence and advanced analytics have become essential components of M&S’s strategy for navigating the challenges and opportunities brought on by digital disruption and online competition. By acquiring the fashion-tech company Thread, M&S has implemented AI-driven personalisation tools. These tools include online style quizzes that offer customised outfit recommendations based on customers' body shapes, style preferences, and shopping behaviours. This innovation not only improves the online shopping experience but also boosts conversion rates and fosters customer loyalty. (Retail Week, 2024)
In partnership with AI analytics provider First Insight and other tech collaborators, M&S has integrated predictive modelling across merchandise planning, pricing strategies, and product development. This allows for more accurate demand forecasting and better alignment of product assortments with customer preferences. Additionally, M&S has embraced AI-based content automation, utilising natural language processing to create personalised product descriptions and marketing messages at scale. This approach enhances the relevance of digital communications and significantly boosts customer engagement. (Retail Week, 2024)
Together, these initiatives illustrate how advances in technology have driven a transformation at M&S, fostering a more data-driven and experimental organisational culture. (Retail Week, 2024)
Recent macro-environmental trends have underscored the urgent need for strategic transformation. Economic challenges, including rising inflation and cost-of-living pressures in the UK, have led to a decline in real household incomes, prompting consumers to seek better value. This scenario poses a challenge to M&S’s traditional premium image, necessitating more competitive pricing, targeted promotional strategies, and value-driven offerings. Moreover, growing social and regulatory demands regarding sustainability and ethical sourcing have increased pressure on the company to fulfil its long-standing “Plan A” commitments. This means reducing emissions, improving packaging, and boosting supply chain transparency—all of which call for considerable investment and process innovation. Additionally, variations in trade relations, currency fluctuations, and geopolitical uncertainty have complicated M&S’s international operations and sourcing networks. These factors highlight the need for resilient, digitally enabled supply chains and agile risk management practices. (UniWriter, 2025)
In summary, M&S's recent journey reflects a significant transformation from a primarily store-based and domestically focused retailer to a more digitally integrated, AI-driven organisation. This evolution aims to leverage technology to navigate an increasingly competitive and uncertain market landscape. The impacts of digital disruption, the rise of online shopping, advancements in AI, and macro-environmental changes have not only affected the company's market performance and customer relationships but also led to significant internal restructuring. This includes changes in store operations, enhancements in organisational capabilities, and shifts in corporate culture. These dynamics lay a solid foundation for a comprehensive strategic change plan to align M&S’s resources, processes, and leadership practices with the evolving external environment and its long-term business objectives and vision. (Express, 2024)
[bookmark: _Toc224994908]c. Evaluation of Change Management Models at Marks & Spencer
Marks and Spencer (M&S) have undergone strategic changes driven by competitive pressures, strategic drift, and the need to realign with a more digital, customer-focused, and sustainable business model. By assessing M&S's change management practices using well-known frameworks such as Lewin’s three-stage model and Kotter’s eight-step process, we can identify both strengths and weaknesses in the design and execution of significant transformation initiatives. This includes programs like the “Plan A” sustainability initiative, store rationalisation efforts, and the recent “reshape for growth” strategy. A closer look reveals that while M&S’s strategy adheres to established change frameworks, there are notable gaps in implementation—especially in leadership consistency, stakeholder engagement, and cultural integration—that have hindered the full realisation of its strategic goals. (UniWriter, 2025​)
Lewin’s change management model outlines organisational transformation as a three-step process: “unfreezing,” “change,” and “refreezing.” For Marks & Spencer (M&S), the “unfreezing” phase became evident in the early 2000s. At that time, persistent underperformance in the Clothing & Home division, coupled with rising competition and the impact of digital disruption, underscored a strategic drift and created an urgent call for change. Senior leadership recognised that the business was losing relevance and acknowledged the need to modernise store formats, broaden product ranges, and adapt their operating models. This aligns with Lewin’s focus on challenging established norms and shaking up the status quo. However, signs of internal resistance began to surface, particularly among employees accustomed to traditional store operations and long-standing supplier relationships. This suggested that unfreezing efforts sometimes fell short of creating widespread readiness for change. It also highlighted occasional lapses in communication and participation, which were not always enough to shift entrenched cultural norms. (Desklib, 2022)
During the “change” phase, M&S rolled out a series of strategic initiatives, most notably launching “Plan A” in 2007. This comprehensive sustainability and transformation program was complemented by widespread store closures and refurbishments, as well as significant investments in digital capabilities and omnichannel integration. The aim of Plan A was to weave sustainability into core business processes, including sourcing, waste reduction, and community engagement. It was intentionally presented as a transformation initiative rather than just an add-on, reflecting Lewin’s idea of moving toward a new equilibrium through tangible changes in organisation and processes. At the same time, the “reshape for growth” strategy emphasised customer-centricity, online expansion, supply chain efficiency, and the development of a “high-performance culture.” This strategy aimed to align strategic priorities with expected behaviours and performance systems. However, despite these initiatives signalling clear strategic intent, their wide-ranging nature and complexity occasionally led to implementation overload and inconsistent execution across business units, undermining the focus and coherence that Lewin’s simpler model assumes. (Desklib, 2023)
The "refreezing" stage in Lewin's model emphasises the importance of embedding new behaviours, structures, and values to ensure that change becomes the "new normal." M&S has made significant progress in integrating Plan A and cultural renewal into its organisational framework by revising policies, improving performance metrics, and implementing recognition systems. Consequently, sustainability has become a key element of corporate identity, as evidenced by external awards and comprehensive reporting. However, case analyses also uncover persistent challenges, including leadership turnover, inconsistencies in local management practices, and periods of strategic uncertainty. These factors have weakened the new state's stability and led to repeated cycles of restructuring. From a critical standpoint, this indicates that the refreezing process has been only partially successful; without ongoing alignment among leadership and continuous reinforcement, the organisation risks oscillating between change initiatives rather than achieving solid, long-term strategic and cultural transformation. (LinkedIn, 2018)
Kotter’s eight-step model provides a clear framework for evaluating M&S's change processes, particularly with respect to leadership and stakeholder engagement. The retailer has clearly made strides in the initial stages, such as “creating a sense of urgency” and “forming a powerful guiding coalition.” This progress is evident in the public narratives surrounding its turnaround efforts, the restructuring of its executive team, and its compelling case for transformation centred on digital disruption, meeting customer expectations, and embracing sustainability. The development of strategic narratives—such as the ambition to evolve into a modern, omnichannel, customer-focused retailer—and initiatives like Plan A and “reshape for growth” demonstrate efforts to “develop and communicate the vision.” However, critical assessments highlight shortcomings in the later steps of Kotter’s framework, particularly in empowering widespread action, consolidating gains, and integrating new practices into the organisational culture. (Ledingham, 2024)
[image: ]

For example, while M&S has made “short-term gains” through improved financial performance, successful format trials, and growth in digital initiatives, these enhancements haven't consistently translated into lasting behavioural changes across the organisation. This inconsistency can be attributed to several factors, including inconsistent communication, limited employee involvement in decision-making, and the detrimental effects of store closures on staff morale. A force field analysis of M&S’s change efforts highlights key drivers such as market pressures, leadership ambition, and regulatory trends. However, these are offset by restraining forces, including employee anxiety, fear of job loss, emotional ties to established practices, and the challenges posed by outdated IT and supply chain systems. Critically, this indicates that Kotter’s aim of removing obstacles and promoting broad empowerment hasn't been fully achieved, as considerable structural and cultural barriers continue to slow down both the pace and depth of organisational change. (Desklib, 2023)
Leadership style plays a crucial role in shaping change models and influencing organisational outcomes. Recent analyses show that M&S has been gradually adopting a more transformational leadership approach. This shift emphasises customer focus, collaboration, learning, and an entrepreneurial mindset, in contrast to the more transactional, top-down strategies seen in earlier periods, which suffered from strategic drift. By aligning leadership development with cultural priorities—such as “high performance” and “warmth”—M&S reinforces the principles articulated by Kotter and Lewin on the importance of role modelling and vision-driven change. This alignment has led to greater engagement and improved performance across specific areas of the business. However, past instances of autocratic decision-making, particularly regarding store closures and restructuring with little consultation, highlight the dangers of leaning too heavily on directive leadership during complex change scenarios. This reinforces the arguments of contingency theory, which suggests that leadership styles should adapt to situational demands and stakeholder expectations. (Bouttell, 2025)
Applying Lewin’s and Kotter’s models to Marks & Spencer shows that the organisation has demonstrated strategic foresight by acknowledging the need for transformation and launching ambitious initiatives such as Plan A and “reshape for growth.” However, it has struggled to consistently manage the human and cultural aspects of change. These models highlight key deficiencies: incomplete unfreezing of deep-rooted mindsets, partial refreezing of new practices, and a lack of effective mechanisms to empower employees and solidify gains across the organisation. For a Change Manager at M&S, an important takeaway is that change frameworks shouldn’t be viewed as rigid templates. Instead, they should serve as diagnostic tools complemented by context-sensitive leadership, robust stakeholder engagement, and a dedication to continuous learning. This approach is vital for increasing the chances that strategic change will be both effective and sustainable. (UniWriter, 2025)
[bookmark: _Toc224994909] d. Evaluation of Change Management, Leadership and Organisational Culture at Marks & Spencer
The management of change at Marks and Spencer (M&S) has been shaped by a blend of structured strategic initiatives and flexible responses to external challenges, with leadership playing a pivotal role in steering transformation efforts. Since taking the helm as CEO in 2022, Stuart Machin has driven the company’s “reshape for growth” strategy, which focuses on store rationalisation, digital enhancement, and cultural revitalisation. This reflects a pragmatic approach to implementing change. This evaluation utilises transformational leadership theory—emphasising vision, inspiration, and intellectual stimulation—to analyse how the change process was navigated, while also critically exploring the intricate relationship between organisational culture as both an enabler and a barrier. (Bouttell, 2025)
Transformational leadership, as outlined by Bass (1985), involves leaders who communicate a compelling vision, foster acceptance of change through intellectual stimulation, and offer personalised support to inspire their followers. Machin exemplifies this leadership style with his philosophy of "positive dissatisfaction"—a constant drive for higher standards, coupled with a commitment to employee growth and well-being. This approach has delivered concrete results, including a return to the FTSE 100 and improved profitability. By staying actively engaged in store operations and customer interactions, Machin demonstrates the behaviours he advocates, aligning closely with the transformational principles that emphasise leaders embodying the changes they promote. (Bouttell, 2025)
The shift from a co-CEO model with Katie Bickerstaffe to sole leadership further underscores a calculated approach to patience, ensuring stability amid complex, multi-year changes such as supply chain adjustments and omnichannel integration. However, this strategy risks becoming overly reliant on charismatic authority. Historical analyses reveal that directive approaches during store closures led to employee anxiety and pushback, underscoring the limitations of transformational leadership in situations requiring swift, top-down decisions amid job insecurity. (Bouttell, 2025)
The role of leadership has evolved to include not only driving accountability through performance metrics but also enhancing employee engagement initiatives. This approach has maintained momentum following early successes, including a surge in digital sales. Machin’s emphasis on "demanding compassion"—where high expectations are coupled with genuine care—has driven cultural shifts toward customer centricity and an ongoing commitment to improvement, as evidenced by rising employee satisfaction scores. However, a deeper analysis highlights inconsistencies: while visionary communication inspired senior teams, execution on the front lines often fell short due to uneven implementation, partly because longstanding hierarchical structures stifled broader empowerment. This observation aligns with contingency theory (Fiedler, 1967), which posits that transformational leadership works best in stable environments but requires a mixed approach that includes transactional elements—such as clear rewards and penalties—to navigate the complexities of a volatile retail landscape. (UniWriter, 2025)
Organisational culture has played a crucial role in shaping M&S's change trajectory, acting as a double-edged sword based on Schein's (2010) model of artefacts, espoused values, and basic assumptions. At first glance, artefacts like the Plan A sustainability branding and updated store formats suggest a cultural shift towards more ethical and innovative practices. The espoused values of quality and customer trust, which have long been M&S’s strengths, have supported their digital personalisation efforts. However, deeper underlying assumptions—stemming from long tenures and a risk-averse attitude cultivated by decades of paternalistic management—have slowed their agility, sparking resistance to job rotations and to adopting new technologies.
Cameron and Quinn's (2011) Competing Values Framework highlights M&S’s evolution from a clan culture, which is collaborative and traditional, toward an adhocracy that is more innovative and responsive to market needs. Despite this progress, changes have been uneven; store-closure programs have created uncertainty, undermined psychological safety and increased employee cynicism and turnover. (Ledingham, 2024)
The influence of culture is crucial in shaping leadership dynamics: Machin's idea of "positive dissatisfaction" has begun to reshape our understanding of performance orientation. However, without deeper interventions such as values-based training, this strategy risks becoming a superficial exercise. Research shows that companies like M&S, which operate with deep-rooted hierarchies, find their success rates in implementing change drop by 30-50% unless they actively evaluate their culture using tools such as the Organisational Culture Assessment Instrument (OCAI). Although leadership has tried to bridge the gap through open town hall meetings and recognition initiatives to boost engagement, the existing sub-cultural silos between the food and clothing divisions remain largely unaddressed. (Bouttell, 2025)
In summary, Machin's transformational leadership has effectively guided strategic change by creating an inspiring vision and mixing ambition with empathy. However, its impact has been somewhat limited by M&S's conservative culture, which has favoured incremental improvements over bold innovations. To achieve future success, it’s crucial to embrace leadership that aligns with the company’s culture and to employ diagnostic tools and inclusive strategies. This approach will foster sustainable change and ensure alignment with M&S's vision of achieving omnichannel excellence. (Bouttell, 2025)
[bookmark: _Toc224994910]e. Proposed Strategic Change Management Plan for Marks & Spencer
Marks and Spencer (M&S) need a robust strategic change management plan to effectively address ongoing challenges from digital disruption, intensifying competition, and evolving consumer preferences. This plan builds on its "Reshape for Growth" transformation framework. To guide this process, we will use Kotter's eight-step model, which emphasises creating urgency, building coalitions, and solidifying gains to ensure lasting implementation (Kotter, 2012). While Kotter’s structured approach offers clarity and direction, its linear nature may overlook the complexities inherent in retail environments. To address this, our plan incorporates adaptive feedback loops based on contingency theory, enhancing the organisation's flexibility (Fiedler, 1967). We will focus on accelerating omnichannel integration and leveraging AI to deliver personalised experiences, all within a three-year timeline aligned with M&S's goal of becoming the UK’s leading customer-centric and sustainable retailer. (UniWriter, 2025)









Clear Objectives
The plan establishes SMART objectives to drive measurable outcomes:

Financial Plan
A £500 million investment will roll out over three years to support this initiative, with allocations as follows: 40% (£200 million) will be set aside for enhancing digital infrastructure, including improvements to AI platforms and apps; 30% (£150 million) will be aimed at automating the supply chain and providing necessary training; 20% (£100 million) will focus on leadership development and communication tools; and 10% (£50 million) will be devoted to establishing evaluation metrics. This funding will come from capital reallocation, specifically the projected annual store-rotation savings of £300 million, as well as from operational cash flows. The plan anticipates a 25% return on investment (ROI) by the end of the third year, based on conservative sales-growth estimates (Hayes, 2018). It’s worth noting that this strategy assumes stable economic conditions; sensitivity analysis reveals a potential 15% downside risk from inflation, prompting the need for contingency reserves of 10% (£50 million). The ROI will be tracked using net present value (NPV) calculations, with the objective of achieving positive cash flow by the conclusion of year two, which is vital for securing board approval and aligning with shareholder value creation. (Desklib, 2022)
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Communication Plan
Effective communication with stakeholders is vital, and we'll employ a multichannel approach to address the historical resistance we've seen during past restructurings, such as store closures.

To measure the success of these initiatives, we will conduct sentiment analysis targeting at least 80% positive feedback. (Ledingham, 2024)
Evaluation Plan
Success will be evaluated using a balanced scorecard that includes financial metrics like ROI and sales growth, customer-focused measures aimed at achieving a 15-point increase in NPS, process efficiency KPIs, and learning indicators related to engagement. This assessment will occur quarterly and will involve a cross-functional steering committee. By monitoring leading indicators, such as training completion rates, we can make timely adjustments, while lagging indicators like profitability will confirm our results. Independent audits at 12 and 36 months will use force field analysis to identify any remaining obstacles, ensuring we remain aligned with our objectives (Lewin, 1947). 
It's important to note that relying too heavily on quantitative metrics may lead us to miss crucial qualitative cultural shifts. To address this, we will incorporate 360-degree feedback and ethnographic studies for more comprehensive insights. If we fall short of our targets (e.g., achieve less than 10% sales growth), we might consider scaling back the AI rollout or ramping up training efforts (Desklib, 2023).
This strategy enables M&S to proactively address environmental uncertainties, but its success depends significantly on leadership commitment and cultural adaptability—areas where we have previously faced challenges. By combining Kotter's structured approach with key contingencies, this plan lays out a strong pathway for strategic renewal. (Bouttell, 2025)
[bookmark: _Toc224994911]Conclusion and recommendations 
In summary, Marks and Spencer (M&S) operates in a challenging business landscape characterised by digital disruption, the growth of online shopping, AI-driven innovations, and macroeconomic fluctuations. These factors have significantly altered its operational and strategic approach (Kotter, 2012). This report has thoroughly examined the company's recent history, emphasising how external pressures—such as the surge in e-commerce and rising demands for sustainability—have interacted with internal challenges, including dependence on legacy stores and a culture resistant to change, resulting in strategic drift. 
Change management models, including Lewin’s three-stage framework and Kotter’s eight-step process, provide insights into the intentions behind initiatives like "Plan A" and "Reshape for Growth," as well as the shortcomings in their execution, particularly related to stakeholder engagement and the integration of cultural shifts (Hayes, 2018). Under the transformational leadership of CEO Stuart Machin, M&S has made strides through clear communication and an emphasis on performance accountability. However, the organisation's culture, deeply entrenched in paternalistic beliefs, continues to shape outcomes, underscoring the urgent need for a deeper reassessment of behaviours (Schein, 2010).
The proposed change management plan outlines a practical approach to move forward. It incorporates SMART objectives designed to enhance omnichannel capabilities, improve supply chain efficiency, and increase employee engagement. This initiative is backed by a substantial £500 million investment and features robust communication and evaluation systems. Crucially, its success depends on adaptable execution in the face of uncertainty, blending Kotter’s structured methodology with the ability to respond to evolving circumstances.
Recommendations
· Focus on Cultural Diagnostics: Leverage tools like the OCAI to systematically tackle any resistance within the organisation. Set aside 10% of the budget for values-based training aimed at 65,000 employees over the next year (Cameron and Quinn, 2011).
· Form a Cross-Functional Change Steering Committee: Chaired by the CEO, this committee will conduct quarterly reviews using a balanced scorecard approach and enable real-time adjustments to address risks posed by economic downturns.
· Enhance AI Personalisation Rollout: Launch pilot tests in 50 stores, with plans to expand based on an uplift of over 15 points in the Net Promoter Score (NPS). Additionally, incorporate ethical AI governance to align with Plan A sustainability goals.
· Develop Hybrid Leadership Skills: Blend transformational inspiration with transactional incentives to sustain momentum and aim to reduce turnover by 15%.
These initiatives will help M&S achieve its vision of sustainable, customer-focused leadership while fostering long-term value creation.
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	Politic
	· Complexities in international trade arising from the United Kingdom’s withdrawal from the European Union, particularly regarding sourcing processes and tariff obligations.
· Policy measures introduced by the UK government concerning sustainability, carbon‑emission reduction, and labour regulation compliance.

	Economic
	· Increasing inflation and broader cost‑of‑living pressures are contributing to a decline in overall consumer spending.
· Exchange‑rate volatility is exerting upward pressure on the costs associated with international supply chains.
· There is an intensified organisational emphasis on operational efficiency and return on investment, particularly through digital transformation initiatives and the optimisation of physical retail spaces.

	Social
	· A continued shift in consumer behaviour towards convenience-oriented shopping, ethically sourced products, and environmentally sustainable retail practices.
· Changing demographic structures—particularly an ageing population—are shaping product assortments and influencing the design of in‑store experiences.
· A growing consumer preference for online and omnichannel retail journeys is increasingly redefining purchasing patterns and service expectations.

	Technological
	· The rapid growth of e-commerce is accompanied by the increasing use of AI‑enabled personalisation to enhance customer engagement and buying experiences. 
· The adoption of automation technologies across supply chains is improving the speed, precision, and overall efficiency of fulfilment operations. 
· Ongoing digital transformation efforts are fundamentally reshaping organisational cultures and redefining workforce skill requirements.


	 Environmental
	· A strategic commitment to achieving net‑zero carbon emissions by 2040 as outlined in the organisation’s Plan A sustainability framework. 
· Increasing external pressure to minimise packaging waste and to improve transparency across the entire supply chain. 
· The integration of sustainability as a key element of brand differentiation and competitive positioning.


	Legal
	· Adherence to legislation concerning modern slavery, consumer rights, and data protection—such as the General Data Protection Regulation (GDPR)—remains a core compliance requirement. 
· Expanding sustainability disclosure expectations and ESG reporting obligations are intensifying regulatory and stakeholder scrutiny.




Our goal is to boost online sales in the Clothing & Home sector from 30% to 50% by the end of FY28. We aim to add £2 billion in revenue by enhancing our digital platforms and leveraging AI-driven recommendations. This objective is specific, measurable, achievable, relevant, and time-bound. (Ledingham, 2024)


Enhance supply chain efficiency by 20% through the implementation of AI predictive analytics, aiming to lower stockouts by 15% and cut fulfilment costs by 10% within a 24-month timeframe. (DigitalDefynd, 2025) 


Increase employee engagement scores by 25% while decreasing voluntary turnover by 15% through revitalising cultural programs that encourage agility and innovation. (Bouttell, 2025)
These objectives effectively address environmental challenges, including the rise of e-commerce and talent retention issues, while supporting M&S's strategic goals of achieving profitability and establishing market leadership. (UniWriter, 2025)​ 


Phase 2 (Months 4-12): During this phase, we'll conduct departmental workshops and use digital dashboards to facilitate two-way communication. These will be tailored for frontline teams, focusing on the operational impacts, while also addressing corporate audiences with the strategic rationale behind our decisions.


Phase 3 (Ongoing): We'll implement monthly pulse surveys and share success stories through our intranet and the Sparks app to reinforce our communication efforts. Guided by change communication theory, this plan prioritises transparency to nurture a sense of psychological safety. However, some critics have raised concerns about relying too heavily on digital tools, which may potentially alienate our older employees (Ford and Ford, 1995).


Phase 1 (Months 1-3): Senior leadership will kick things off with town hall meetings and introduce "Straight to Stuart"-style feedback portals to create a sense of urgency and share a clear vision, aiming to engage 90% of our 65,000 employees.
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