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Introduction

For this report about a strategic plan, Boots is the organisation I shall report on for leading and implementing change. Boots have been having problems financially, leading to a lot of store closures, and this is the basis of my report.
“Boots are the UK’s leading health and beauty retailer. We have been in operation for over 175 years and in that time, we’ve listened, learned, and innovated. We continue to challenge ourselves to improve our products and services every day. With over 1,800 stores ranging from local community pharmacies to large destination health and beauty stores, our purpose is to support our customers and patients through every stage of their lives. We put our customers in control of their health and wellbeing and aim to unlock the beauty in everyone with our unrivalled depth and breadth of product offering”. (Boots 2026)
Our mission is to be the first-choice pharmacy, health and beauty – caring for people, customers and communities everywhere. (Boots 2026)
“John Boots founded the company in 1849, in Nottingham. After his passing in 1860, his wife took over the herbal medicine shop, with the help of her 10-year-old son, Jesse. When Jesse became of age in 1877, he began to formulate the name of Boots and expanded the business by relocating the tiny herb shop. Later on, he opened additional branches in distinct locations, like Sheffield and Lincoln”. (Spanou 2021)

Boots have been undergoing a lot of problems with store closures. Over 300 stores have closed, which is a high number, across different locations to manage costs. Boots still have 1,800 stores but they remain increasingly costly as footfall has not recovered since the Covid pandemic. Many of the stores that have closed where making losses, so this needs to be addressed in the future. Boot’s parent company, “Walgreens Boots Alliance” (WBA), has faced a challenging U.S retail environment, leading to a cut in profit forecasts and a focus on cutting costs. This has included its UK arm, leading to store closures across the UK.

“Boots are closing 300 stores over the next 12 months”. (May 2023) “The UK health and beauty retailer will shut shops in close proximity to each other”. (May 2023) “Affected staff will be offered another role within the company and will most likely be deployed to work in nearby branches”. (May 2023)

Environmental &
Organisational Analysis

External Analysis
Here is an external environment scan using “PESTLE” analysis, and “Porter’s Five Forces”.
PESTLE Analysis
“The “PESTLE” analysis name is reference to the acronym formed by the six initials of the categories of macroeconomic variables included in the model (Political, Economic, Social, Technological, Legal, and Environmental)”. (Marmol 2015)
“Firstly, the model identifies the macroeconomic variables to take into consideration for the development of the business, (opportunities vs potential risks)”. “Then, the model can initiate the conceptualization of different scenarios based on these uncertain variables to better predict the future and make the right decisions today in the interest of the future”. (Marmol 2015)


	PESTLE ANALYSIS
	POLITICAL
	ECONOMIC
	SOCIAL
	TECHNOLOGICAL
	LEGAL
	ENVIRONMENTAL

	
	NHS Dependence & Regulations
	Inflation & Cost of Living
	Ageing Population
	Digital Transformation
	Health & Safety Laws
	Sustainability Demands

	
	Brexit & Trade Regulations
	Consumer Spending
	Health & Wellness Trends
	Data Analytics
	Employment Laws
	Waste Reduction

	
	Business Rates
	Operational Efficiency
	Consumer Behaviour
	Automation
	Competition Laws
	




Political: NHS Dependence & Regulations: As a major pharmacy provider, Boots is heavily influenced by NHS policies, drug pricing, regulations, and healthcare funding charges.
Brexit & Trade Regulations: Post-Brexit, importing health and beauty products has faced increased costs and supply chain complexities, affecting product prices and margins.
Business Rates: High-Street, property-intensive retailors like Boots bear a heavy tax-burden, with complaints about the outdated business rates system creating an uneven playing field against online rivals. 
Economic: Inflation & Cost of Living; High inflation and rising fuel, and wages, have increased operational costs, pressuring profit margins.
Consumer Spending: Economic downturns affect discretionary spending on premium beauty products, forcing consumers towards lower-cost options.
Operational Efficiency: Despite Pressures, Boots has increased profits by closing hundreds of stores to optimize its portfolio and reduce overheads.
Social: Ageing Population: An ageing UK population ensures high demand for healthcare services, prescription management, and specialized healthcare products.
Health & Wellness Trends: Growing consumer focus on preventative health and wellness offers opportunities for product expansion and premium services.
Consumer Behaviour: There is a strong, ongoing shift towards online shopping and omnichannel convenience, reducing the value of traditional brick-and-mortar footfall.
Technological: Digital Transformation: The need for a seamless online experience and robust digital tools for appointment booking and prescription management is critical.
Data Analytics: Utilizing data from the “Boots Advantage Card” (11 million users) is vital for personalized marketing and loyalty.
Automation: Implementing automated, digital-driven health services increases operational efficiency in pharmacies.
Legal: Health & Safety Laws: Strict regulations regarding pharmaceuticals and privacy of patient data.
Employment Laws: Changes to the national minimum wage and employment regulations directly affect labour-intensive retailors.
Competition Laws: Competition with supermarkets and online-only retailers demands compliance with fair trading standards.
Environmental: Sustainability Demands: Customers increasingly expect sustainable and ethical sourcing of beauty products.
Waste Reduction: Pressure to reduce plastic packaging and carbon footprints across the supply chain, as reported by parent company Walgreens Boots Alliance.



Porter’s Five Forces
	COMPETITIVE RIVALRY
	HIGH

	THREAT of NEW ENTRANTS
	LOW-MODERATE

	BARGAINING POWER of SUPPLIERS
	LOW-MODERATE

	BARGAINING POWER of BUYERS
	HIGH

	THREAT of SUBSTITUTES
	MODERATE




Competitive Rivalry: (High): Intense competition from established retailors like Superdrug, Lloyds Pharmacy, and supermarkets (Tesco, Asda), which offer similar health and beauty products, puts significant pressure on pricing and profit margins.
Threat of New Entrants: (Low-Moderate): While the market is competitive, entry is difficult due to the need for huge investment, established supply chains, regulatory approval for pharmacies, and the strong brand reputation of existing players like Boots.
Bargaining Power of Suppliers: (Low-Moderate): Boots is a large-scale operator, allowing it to have better control over suppliers. However, in the pharmaceutical sector, many raw material prices are regulated, reducing retailor power.
Bargaining Power of Buyers: (High): Customers have low switching costs and can easily choose between different high-street retailors or online options based on price and convenience.
Threat of Substitutes: (Moderate): Online-only pharmacies, convenience stores, and online retail giants (like Amazon) provide alternatives to traditional pharmacies. These platforms offer faster or more convenient access to products.
“Porter’s “Five Forces” is a description that shapes the structure of industries, establishes the rules of competition, and the root causes of profitability within an industry”. (Dobbs 2014) “The five forces are the threats posed by competitive rivalry, potential new entrants, power of suppliers, power of buyers, and substitute products”. (Dobbs 2014) “The collective strength of these forces determines the ultimate profit potential in the industry, and to understand the strategic implications for individual firms within an industry”. (Dobbs 2014)





Internal Analysis
Here is an internal environment scan using “SWOT” analysis, and “McKinsey 7S”. 
“Researches agree SWOT, or Strengths, Weaknesses, Opportunities, and Threats analysis, provides the foundation for realization of the desired alignment of organisational variables or issues”. (Helms 2010) “By listing favourable and unfavourable internal issues in four quadrants of a SWOT analysis grid, planners can better understand how strengths can be leveraged to realize new opportunities and understand how weaknesses can slow progress or magnify organisational threats”. (Helms 2010). “In addition, it is possible to postulate ways to overcome threats and weaknesses”. (Helms 2010).

	SWOT Analysis
	STRENGTHS
	WEAKNESSES
	OPPORTUNITIES
	THREATS

	
	MARKET LEADERSHIP
	LIMITED GLOBAL PRESENCE
	DIGITAL & ECOMMERCE GROWTH
	INTENSE COMPETITON

	
	STRONG BRAND REPUTATION
	HIGH-PRICE PERCEPTION
	HEALTHCARE SERVICES EXPANSION
	ECONOMIC FACTORS

	
	OWN-LABEL PORTFOLIO
	DIGITAL/STORE INNOVATION
	HEALTH-CONSCIOUS TRENDS
	SUPPLY CHAIN DISRUPTIONS

	
	CONVIENIENCE & REACH
	STORE IMAGE
	LEVARAGE INTERNATIONAL REACH
	REGULATORY CHANGES

	
	LOYALTY PROGRAM
	
	
	




Strengths: Market Leadership: As the UK’s leading pharmacy-led health and beauty retailor, it holds a dominant market share.
Strong Brand Reputation: A highly trusted, established brand with a long history in the UK.
Own-Label Portfolio: Strong, well-regarded own brands including No7, Soltan, Botanics, and Soap & Glory.
Convenience & Reach: With 90% of the UK population within a 10-minute drive to a store.
Loyalty Program: The “Boots Advantage Card” is a powerful, effective marketing tool.
Weaknesses: Limited Global Presence: Heavily reliant on the UK market, with limited international operations.
High-Price Perception: Known for being more expensive than competitors, leading to a “premium” reputation that can deter some shoppers.
Digital/Store Innovation: Past lack of investment in store innovation and slow digital adoption compared to agile competitors.
Store Image: Many stores have a traditional, clinical design that may not appeal to cosmetic-focused shoppers.

Opportunities: Digital & Ecommerce Growth: Further investment in online platforms and app experience to improve conversion rates.
Healthcare Services Expansion: Growing in-store services such as skin scanning, pharmacy diagnostics (blood pressure/diabetes), and optical care.
Health-Conscious Trends: Expanding the range of wellness, fitness wearables, and sustainability-focused products.
Leverage International Reach: Utilizing the Walgreens Boots Alliance partnership to export own-brand products to the US and elsewhere.
Threats: Intense Competition: Fierce competition from supermarkets, discount retailers, and online players.
Economic Factors: Recessionary pressures and reduced consumer spending impacts sales, prompting a need for aggressive pricing.
Supply Chain Disruptions: Global supply chain challenges can affect retail inventory.
Regulatory Changes: Changes in NHS pharmacy funding or healthcare regulations in the UK/US can affect revenue.

“A SWOT analysis on Boots provides a clear perspective on the strengths, weaknesses, opportunities, and threats, shaping one of the UK’s most iconic health and beauty retailors”. (Pereira 2025) This analysis explores how Boots leverages its heritage, addresses market challenges, and navigates a dynamic retail environment”. (Pereira 2025) “It sheds light on what keeps Boots at the forefront of the health and beauty sector”. (Pereira 2025)



McKinsey 7S

	McKINSEY 7S
	
	
	
	

	HARD
	STRATEGY
	STRUCTURE
	SYSTEMS
	

	SOFT
	SHARED VALUES
	STYLE
	STAFF
	SKILLS



“Strategy”: Boots is focused on being the “First choice pharmacy, healthcare, and beauty”. Key initiatives include strengthening its “Feel-good-specialist” identity, expanding its “Only at Boots” products (like No7), and growing digital healthcare via the “Boots Online Doctor”. The company is actively focusing on ESG, aiming to be the UK’s most socially responsible health and beauty retailor.
“Structure”: Boots operates as a multi-divisional corporation within the Walgreens Boots Alliance. In 2026, it announced plans to simplify its support functions and store leadership, moving toward a multi-skilled advisor model. The organisation is increasingly integrating its physical, 1,800-store network with digital, on-demand services.
“Systems”: Digital transformation is central to current strategy. This includes the re-platforming of boots.com, the growth of the Boots App (8.4M active users), and the use of A.I and data from its 16.9M-member Advantage Card to personalize customer experiences. In-store, it uses automated warehouse technology and digital screen “Lift and Learn” technology.
“Shared Values”: The company centres its values on caring for communities, trust, and fostering a “Healthy & Inclusive” workplace. It has a long-standing partnership with the Prince’s Trust to support young people and focuses heavily on providing health services through the NHS.
“Style: Boots emphasises a “Purpose -Lead Approach” to its business, driven by a commitment to healthcare and community. It fosters a collaborative “Together” culture, aiming to reward employees for their care-focused work.
“Staff”: With a large workforce, Boots prioritizes transforming roles, such as retraining store employees to be “Multi-Skilled Advisors” and expanding pharmacy teams, particularly with 1,200 colleagues taking part in the “Inspire” clinical training program.
“Skills”: Key skills focus on clinical expertise (pharmacy-led), retail innovation, and digital prowess. The company invests in training academies to support colleagues in developing skills in beauty, No7, and digital clinical services.
The Seven S model was born at a meeting in 1978. (Kumar 2022) According to the model, managers, need to take into account of seven basic factors to be sure of successful implementation of a strategy. These include strategy, structure, systems, style, staff, shared values, and skills. These factors are all independent, thus failure to pay proper attention to one, marks the beginning of failure. (Kumar 2022) The 7-S model posits the organisations are successful when they achieve an integrated harmony of all these factors. (Kumar 2022) The hard are normally feasible and easy to identify in an organisation as they are normally well documented and seen in the form of tangible objects or reports such as strategy statements, cooperate plans, organisational charts, and other documents. (Kumar 2022)


Triggers for Change

· Covid Pandemic
· High Costs in Running Stores
· Intense Competitive Pressure
· Sustainability & Net-Zero Targets
· Changing Consumer Habits

Covid Pandemic: The pandemic drastically reduced footfall in stores.
High Costs in Running Stores: Boots has closed or sold over 300 stores to save on costs and improve operational efficiency.
Intense Competitive Pressure: There has been rising competition in the beauty sector, both from specialist retailers and high-street rivals.
Sustainability and Net-Zero Targets: Through the British Retail Consortium (BRC) climate action roadmap, Boots has had to respond to environmental rules and regulations.
Changing Consumer Habits: Boots are tailoring retail offers to modern, health-conscious consumers.

“Change is triggered by external pressures, including geopolitics, natural disasters, or changes in markets”. (Teerikangas 2026)










Review & Evaluation
Of Change
Management Models

Here is a review of two change management models and how they relate to Boots UK.
“Lewin’s” model:
Lewin’s model is the early fundamental planned change models explaining the striving forces to maintain the status-quo and pushing for change. (Hussain 2018) The organisational change explains the movement of an organisation from the known (Current State) state to the unknown (Desired Future State) state. This is because the future of this change is uncertain and may concern the people’s worth, coping abilities, and competency, so the people of the organisation do not support change unless they are convinced against the status-quo. (Hussain 2018) The organisation may have invested heavily for status-quo; subsequently resisting change will take place to avoid uncertain future of organisation. (Hussain 2018)
Unfreeze
Identify the Need: Recognizing that declining high-street traffic, increased online traffic, and evolving pharmacy needs require a shift.
Create Urgency: Leadership must communicate the need for change clearly to staff (e.g., showing that staying with a traditional retail model will lose market share).
Reduce Resistance: Involving employees in the planning process to reduce fears of technology or restructuring.
Force Field Analysis:  Assessing driving forces (digital demand, efficiency) vs restraining forces (staff resistance, traditional habits).
Change
Training & Support: Providing staff with training on new in-store digital systems or changing pharmacy protocols.
Effective Communication: Clearly communicating the benefits of the new way of working to staff to reduce uncertainty.
Restructuring: Restructuring store layouts, roles, and responsibilities to better reflect a modernized service approach.
Celebrating Wins: Acknowledging small wins, such as successful pilot programs of a new store format, to build momentum.
Refreeze
Updating Policies: Formalizing new procedures and job descriptions to match the new way of working.
Rewards and Recognition: Rewarding staff who adapt to the new practices (e.g., performance bonuses linked to new digital targets or customer service standards).
Reinforcing Culture: Fostering a culture that embraces change and continuous improvement rather than reverting to old habits.
Evaluation: Using K.P. I’s to measure the effectiveness of the changes and ensuring the new methods are stable and permanent.

“Kotter’s 8 Step Model”
Create A Sense of Urgency
Context: Highlight the threats of changing consumer habits (online pharmacy competition) and retail industry shifts.
Action: Present market data showing a decline in footfall or a rise in competitor’s digital capabilities. Frame the transformation as crucial for future relevance rather than just a cost-cutting measure.
Form A Powerful Coalition
Context: Assemble a team with enough power and influence to lead change.
Action: Create a steering committee compromising senior pharmacy leaders, retail store managers, digital technology specialists, and HR experts to ensure diverse perspectives and effective implementation.
Create A Vision
Context: Develop a clear, simple vision that makes it easy to understand the future direction.
Action: Define a vision like: “Becoming the UK’s leading personalized health and beauty destination through integrated digital and in-store care”.
Communicate The Vision
Context: Use every vehicle possible to communicate the new vision and teach new behaviours.
Action: Use internal newsletters, town halls led by the CEO, and posters in pharmacy bac-offices to share the vision frequently, ensuring all employees understand their role.
Empower Action by Removing Obstacles
Context: Remove structural barriers and resistance to change.
Action:  Streamline overly complex bureaucratic processes that hinder pharmacists from focusing on customer care, or upgrade legacy IT systems in stores to enable better online/offline integration.
Generate Short-Term Wins
Context: Celebrate early, visible successes to maintain momentum.
Action: Launch a pilot project, such as a successful, rapid rollout of a new “click and collect” system in 50 stores. Publicly recognize the teams involved in early wins.
Consolidate Gains & Produce More Change
Context: Avoid declaring victory too soon.
Action: Use the momentum from wins to tackle bigger changes, avoiding the mistake of declaring victory too soon.
Anchor The Changes in Culture
Context: Make the changes stick by embedding them in the company’s DNA.
Action: Update employee training programs and performance metrics to reflect new digital-first or patient-focused behaviours. Highlight stories of employees who have adopted the new way of working in company-wide communications.

I suggest to the organisation that Kotter’s model is better because it gives more options and solutions and clearly states and defines objectives for the organisation to work with.

According to Kotter – the eight steps to transforming your organisation are as follows (Appelbaum 2012)
1. Establish a sense of urgency about the need to achieve change.
2. Create a guiding coalition
3. Develop a vision and strategy
4. Communicate the change vision
5. Empower broad-based action
6. Generate short-term wins
7. Consolidate gains and produce more change
8. Anchor new approaches in the corporate culture (Appelbaum 2012)

Leadership &
Organisational Culture

Here is an analysis of leadership styles and organisational culture
Leadership Styles:
Transformational: A process whereby leaders engage with and influence others by paying attention to their needs, raising their motivation, and providing an ethical framework for decisions.
Situational: The ability for leaders to modify their communications and actions to fit whatever situation they’re in and whatever type of direction, support, encouragement, or course correction employees might need.
Transactional: A style of management based on the distribution of rewards and punishments. Transactional leaders are primarily concerned with maintaining order in day-to-day operations. They usually rely on authority instead of personal charisma and tend to disregard the feelings of their employees.

Organisational Culture:
Fostering a “Diverse, Equitable, and Inclusive” (DEI) organisation is an essential part of our business strategy. As a major UK employer, we aim to attract, develop, and retain the best talent, offering equal opportunities and building partnerships to empower young people, whilst proactively supporting the personal health and wellbeing of our team members. (Boots-uk-.com 2025) We a apply DEI lens to everything we do, whether that’s the inclusive culture we create for our team members, launching a new product, designing a new market initiative, or engaging with customers and patients in our stores. As an inclusive community of valued and representative team members, we champion our customers and patients with a relevant offer and a truly inclusive and accessible shopping experience. (Boots-uk-.com 2025)
Boots UK is taking decisive action to mitigate the significant impact that Covid19 had on the business and is accelerating the next phase of the Boots transformation plan. This will ensure a long-term and healthy future for the UK’s leading pharmacy, health and beauty business. (Boots-uk-.com 2020)
“Boots has announced the start of a consultation process for significant restructuring across its head office, store teams, and opticians’ teams”. (Boots-uk-.com 2020) With further continued investment in digital and online pharmacy and retail services, Boots will provide new ways for patients to receive even more access to its trusted pharmacy care and advice. (Boots-uk-.com 2020)

“Over the last 30 years, organisational culture has become an increasing focus of the healthcare industry”. (Marques 2018) “It is linked to the delivery of care, patient safety, and job performance”. (Marques 2018) “Organisational culture can be defined as the set of values, beliefs, and behaviours people adopt at the workplace, based on what is considered to be common practice, shaping individuals work perceptions and experiences”. (Marques 2018)

This shows that Boot’s has a transformational leadership style

The Three Level of Culture: 
1. Artifacts: Visible and feasible structures and processes. Observed behaviour
2. Espoused Beliefs and Values: Ideals, goals, values, aspirations. Ideologies: Rationalization.
3. Basic Underlying Assumptions: Unconscious, taken-for-granted beliefs, and values. (Schein 2017)
















Proposed Strategic
Change Management
Plan

Change Vision & Objectives:
Boots should continue its efforts to be the UK’s leading pharmacy-led health and beauty retailor, and I also recommend other areas for change:
Boots should work on increasing its international leverage and entering new markets in countries that Boots do not currently operate in.
I believe there should be more digitalization at Boots. The company should work on a new app for customers to order our products. A lot of companies are innovating through digitalization, and Boots cannot afford to be left behind.

Stakeholder Analysis:
Key Stakeholders: Customers, Employees, Parent Company, Shareholders, Suppliers, Local Communities/Public, Partners, Government/Regulators, Investors.
Other Stakeholders: Managers/Product Managers, Research & Development Teams, App Designers, Marketing & Sales Teams, International NGO’s, Media, End Users, Legal Team, Beneficiaries. HR.
Organisations today operate in environments characterised by complexity, competition, and constant change. (James 2026) Whether in business, public administration, or non-profit sectors, decisions and projects rarely affect a single in isolation. (James 2026) Instead, they influence a diverse range of stakeholders, including employees, customers, investors, regulators, suppliers, and communities. (James 2026)

Implementation Framework & Communication Plan:

I believe that these two key changes should have a 5-year plan. All stakeholders should be involved, when and where relevant. Clarity should be ensured on what is being implemented and why. Progress should be monitored regularly, and the organisation should be prepared to adapt to change.
Communication Plan:
1. Prepare to Give the Message
2. Keep the Plan Clear and Consistent
3. Open Channels for Feedback
4. Prepare Strategies to Overcome Resistance to Change (Address Resistance, Involve All Team Members, Be Transparent, Roll Out Change in Phases)
5. Enhance Communication (Real-Time Collaborative Platforms, Data-Informed Platforms, Visual Dashboards, Feedback)

“Organisations ensure that the community has an input into a project”. (McPhee 2020) “The community will benefit from the project and maintains influence with the organisation and the government”. (McPhee 2020) Local engagement can reduce project costs and reduce overall project risk”. (McPhee 2020)

Financial & Resource Plan:

Overseas Market Penetration: $30 Million
Research & Development= $10 Million
Marketing & Sales= $10 Million
Suppliers= $5 Million
Legal Costs= $5 Million
App Development: $20 Million
Research & Development= $5 Million
Developers & Designers= $5 Million
Marketing & Sales= $5 Million
Suppliers= $5 Million
All relevant resources should be allocated when, and where necessary.



Risk Assessment & Mitigation:

All risks should be assessed by identifying potential hazards, evaluating their likelihood and impact, and developing strategies to reduce or control them.
1. Establish Organisational Objectives
2. Identify Hazards
3. Assess Risk
4. Develop Risk-Reduction Controls
5. Implement Controls
6. Evaluate and Monitor Controls (Fessenden 2023)
“Organisational Change has become an inevitable and continuous process in today’s dynamic business environment”. (Ingale 2025) “Companies across industries are confronted with challenges, and these demand that organisations adapt”. (Ingale 2025) “This also requires employees to adapt new behaviours, mindsets, and new ways of working”. (Ingale 2025)

Evaluation & KPI’s:

1. Define Objectives
2. Set Targets
3. Select Indicators
4. Monitor Progress
5. Evaluate Performance
Use SMART to ensure KPI’s are Specific, Measurable, Attainable, Relevant, and Time-Bound.
Monitor and evaluate performance, efficiency, effectiveness, and quality.
SMART (Specific, Measurable, Attainable, Relevant, and Time-Bound) is the standard widely-used concept to assess the relevance of performance indicators. (Ishak 2019)






Critical Reflection

These changes will increase revenue for Boots UK, especially if the organisation can get into new markets internationally. If Boots can successfully design and launch a new app, this will reduce the costs of tax and business rates on physical stores and will have an exceptional effect on the organisation. The company must promote the brand worldwide and adhere to any ethical and sustainable practices wherever Boots operate. I believe these changes will have a major, positive impact.



Conclusion

This report is A Strategic Plan
I have introduced the organisation and its background. I have provided an external and internal environmental analysis, and triggers for change in the company.
There is a review and evaluation of change management models, and analysis of leadership styles. There is a proposed change plan and a critical reflection.
Thank You
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