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EXECUTIVE SUMMARY:
The performance, culture, and competitiveness of British Gas between 2021 and 2024 are examined critically in this report in relation to internal as well as outside factors.   The firm has been hindered by internal issues including poor employee relations, delayed digital adoption, and reputational harm following the 2021 "fire and rehire" debate, despite its strong brand, national popularity, and dedication to sustainability. External factors that have increased competitive pressure from quick, customer-focused competitors like Octopus Energy include shifting energy markets, political instability, the UK energy price cap, along with technology change.
The study uses SWOT and PESTLE analyses to show how structural and cultural shortcomings within British Gas have been revealed by macro-economic, political, and social pressures. The company's previous change initiatives lacked continuous collaboration among leaders, employee empowerment, and clear communication, factors that obstructed transformation despite strategic necessity as demonstrated by the application of Kotter's 8-Step Model and the ADKAR framework.
A thorough strategic change management strategy focused on sustainability, digital innovation, cultural renewal, and enhanced stakeholder communication is suggested in the report. Rebuilding staff trust, strengthening digital capabilities, increasing customer happiness by 20%, and coordinating operations with the UK's Net Zero 2050 targets are among the main priorities. To guarantee accountability and long-term effect, the plan incorporates leadership development programs, a transparent communication structure, and performance evaluation utilising the Balanced Scorecard technique. British Gas can improve organisational resilience, repair its public image, and re-establish itself as a customer-focused, sustainable leader in the changing UK energy market by integrating transformational leadership, transparent engagement, and digital innovation.
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[bookmark: _Toc212715836]INTRODUCTION:
This report explores how British Gas has been affected by recent internal and external developments and suggests ways to improve consumer satisfaction, staff engagement, and organisational resilience. In addition to evaluating external forces like unstable geopolitical conditions, regulatory changes, and shifting consumer expectations, it looks at how performance and public perception have been impacted by labour conflicts, fluctuations in markets, and reputational issues. In addition to making suggestions for regaining competitiveness, boosting morale, and re-establishing trust in the constantly changing UK energy market, the report highlights the ways in which structured change management may promote economic recovery, innovation, and sustainable growth.
The scope of this study is to focus on both the internal and external factors that influenced British Gas from 2021 to 2024, such as organisational culture, employee interactions, market instability, and growing competition from cutting-edge energy suppliers. It explores the ways in which these factors have impacted the business's overall performance, position as a brand, and strategic direction, establishing a foundation for recognising the opportunities and difficulties that motivate the necessity of successful change management.
In order to analyse the factors impacting transformation at British Gas, this report combines internal and external analysis. Using SWOT analysis, the internal analysis examines employee interactions, business performance, and change outcomes to define the company's main strengths, weaknesses, opportunities, and threats. PESTLE is used in the external analysis to evaluate the technological, political, and economic factors influencing the UK energy industry. The conclusions drawn from both investigations are combined to provide specific suggestions that help British Gas manage change in a productive and long-lasting approach.
[bookmark: _Toc212715837]BRITISH GAS BACKGROUND:
British Gas is a well-known and significant provider of residential services and energy in the United Kingdom. As a subsidiary of Centrica plc, a global energy and services corporation with its headquarters located in the United Kingdom, it was established more than 200 years ago, (Britishgas.co.uk). British Gas serves millions of residential and business clients nationwide with gas and energy. Installation, upkeep, and repair of boilers, heat pumps, smart meters, and other heating and energy-related equipment are among the many household services it provides in addition to energy delivery. According to Nolden and Sorrell (2016) British Gas is a major force in the UK energy market, controlling a sizeable portion of the market for both home services and energy supply. The business contributes significantly to the goals of national energy policy, which include encouraging the adoption of low-carbon technology and increasing energy efficiency.
The shift to a more customer-focused and sustainable business model is the main goal of the company's current strategic objective. This includes a resolute commitment to reaching net-zero carbon emissions by 2050 (Gov.UK, 2022), which is in line with the larger climate goals set by the UK government.
British Gas is making significant investments in cutting-edge, intelligent energy solutions, including heat pumps, smart meters, Hive smart thermostats and infrastructure for electric vehicle (EV) charging, in order to accomplish this. By lowering their carbon footprints, these technologies seek to provide consumers greater control over how much energy they use.
In today's quickly changing energy business, British Gas confronts a number of major problems despite its longstanding presence and skills. The company must phase out its reliance on fossil fuels and accelerate the adoption of clean energy technologies in response to the global urgency of addressing climate change. Furthermore, British Gas is under pressure to maintain competitive pricing and guarantee supply dependability in light of the previous energy crisis in the UK (UK Parliament, 2022), which was marked by unstable wholesale prices and the demise of smaller energy suppliers.
[bookmark: _Toc212715838]CRITICAL SWOT ANALYSIS OF BRITISH GAS (2021-2024)
	
	INTERNAL
	EXTERNAL

	STRENGTHS

	· Large customer base
· Strong Brand Recognition
· Financial Stability 
· Commitment to Net Zero
· Established Infrastructure and Workforce
	· Growing Demand for Green EnergyOPPORTUNITIES


· Smart Technology Expansion
· Government Incentives
· Partnership Innovation
· Customer Trust Rebuilding

	WEAKNESSES


	· Damaged Employee Relations 
· Reputational Damage
· Slow Digital Transformation
· Customer Dissatisfaction
· Traditional Organisational Structure 
	· Rising CompetitionTHREATS

· Regulatory Constraints
· Market Volatility
· Negative Media Criticism
· Environmental and Legal Pressures


Source: Self.
The SWOT analysis shows that although British Gas has a strong brand, a loyal customer base, and a strategy alignment with environmental aims, its competitive edge has been undermined by internal issues including low staff morale and delayed innovation. According to Tvaronaviciene (2023) The shift to cleaner, smarter energy solutions offers significant development opportunities from the outside, but rapid competition, strict laws, and reputational risk create challenges that need successful change management and cultural regeneration.
In order to address internal shortcomings, British Gas should re-establish employee trust through programs for engagement and open communication. The business would be able to take advantage of future opportunities in sustainable energy and better customer service by investing in digital platforms and green innovation. According to Bampinioti, Bauer and Christakou (2022) broadening supply chains and increasing safety may help reduce market and regulatory risks, and promoting environmental efforts with its strong brand identity will strengthen its advantages and win back customer trust.
[bookmark: _Toc212715839]CRITICAL PESTLE ANALYSIS:
POLITICAL: 
British Gas's profitability has been severely impacted by government actions like the energy price cap, which have limited the amount the business can charge consumers in spite of growing wholesale prices. According to Fetzer, Gazze and Bishop (2024) Following widespread protests over high energy bills and record business profits during the cost-of-living crisis, government and media attention has also grown. Additionally, British Gas is under increasing pressure to support national energy stability and security due to the geopolitical concerns brought on by the crisis in Ukraine, which emphasises the importance of carefully coordinating business strategy with government policy goals.
ECONOMIC:
Rising costs of wholesale energy brought on by political instability have made it more expensive for British Gas to operate and put strain on the company's and its customers' budget. According to Atas and Dabrowski (2025) The constant cost-of-living issue has made households less affordable, which has increased demand for financial services and compromised relationships with customers. Although plans for compensation have immediately increased earnings, they have also led to criticism of the business for its unfair pricing behaviour, highlighting the necessity of maintaining a balance between public perception and financial success. 
SOCIAL:
According to Khalufi er al. (2025) Customer loyalty and brand reputation have been impacted by the increased public expectations for honest, transparent and reasonably priced energy services. Following labour conflicts and rising energy costs, consumer trust decreased, highlighting the significance of proactive communication and staff involvement. Need for sustainability and online convenience is rising, and consumers are choosing service providers who share their values and deliver advanced, user-friendly solutions.
TECHNOLOGICAL:
According to Cespedes-Cubides and Jradi (2024) The energy industry is undergoing significant change due to developments in digital customer platforms, smart home technologies, and renewable energy. British Gas is under pressure to modernise as a result of competitors like Octopus Energy using technology to increase productivity, improve customer service, and draw in new business. British Gas has the chance to enhance operations and customer satisfaction by introducing smart metering, AI-driven assistance, and new IT systems.
LEGAL:
British Gas has to operate by consumer protection rules, employment laws, and regulatory standards, which include resolving conflicts like the "fire and rehire" scandal of 2021. Increased emissions and environmental restrictions are impacting business operations and demanding investments in greener technology. According to Giles (2022) Financial fines and additional harm to one's reputation are possible outcomes of noncompliance with legal regulations.
ENVIRONMENTAL:
[bookmark: _Toc212715840]Business planning and investment choices are being shaped by pressure to lower carbon emissions and achieve the UK's Net Zero 2050 targets. Opportunities to improve environmental standards and consumer trust are created by expanding energy efficiency measures and renewable energy offers. According to Munari (2019) In a market that is becoming more environmentally concerned, failing to live up to environmental standards might damage your reputation and make you less competitive.
RECENT HISTORY AND IMPACT OF INTERNAL & EXTERNAL CHANGES:

A significant internal issue for British Gas was the 'fire and rehire' disagreement with engineers in 2021. Although the organisation sought to improve its operations and save expenses, the strategy demoralised employees and led to a surge in strike action. The negative public and political reaction damaged the brand's image and brought attention to the dangers of such cost-cutting measures in a sector that provides vital services to customers.
The invasion of Ukraine in 2022 had a significant effect on the world's energy markets, causing wholesale petrol prices in the UK and Europe to hit all-time highs. According to Althaqafi (2023) The UK does not directly rely on Russian gas, but British Gas and other UK providers were under tremendous pricing pressure because of the interdependence of European supply networks. British Gas responded strategically to this global shock by negotiating long-term supply contracts and extending its energy assistance trust for vulnerable homes, which caused supplier failures and increased consumer distress.
According to Waddams Price (2023) The cost compensation system of the Energy Market Operator, which enabled energy suppliers to recover losses from prior years when the price cap drove them to sell energy less than cost during the energy crisis, was a major factor in British Gas's (through its parent company Centrica) reported rapid increase in profits in its commercial energy division in 2023. The consequence was a one-time increase in British Gas's earnings, which increased from £72 million to £751 million. According to Snell et al. (2025) The UK had a sharp rise in fuel poverty at the same period due to growing energy costs and a deteriorating cost-of-living issue. British Gas responded by increasing its social impact initiatives through the British Gas Energy Trust, which helped more than 61,000 homes in need by giving them more than £20 million. This helped to establish the business as socially conscious in the face of growing criticism of energy affordability and business ethics. It included repayment of debts, revenue maximisation, and energy guidance.
British Gas lost its long-standing leadership in the UK residential energy market when Octopus Energy surpassed it in January 2024 to become the country's largest provider (UK Investing Stock Market 2024). About 12.9 million energy customers were reached by Octopus, which was about 320,000 more than British Gas. A significant shift in consumer preferences and business rivalry was brought to light by this transformation. With an emphasis on technological advancement, affordable green energy, and excellent customer service—areas which traditional providers like British Gas have found it difficult to stay up—Octopus has grown significantly. In the face of growing consumer expectations and mounting pressure from more flexible, customer-focused competitors, the incident marked a shift in the market and put pressure on British Gas to upgrade its services, keep customers, and restore its position.

EVALUATION OF CHANGE MANAGEMENT MODELS:
A clear and organised framework is offered by Kotter's 8-Step Change Model for evaluating British Gas's recent organisational changes. In managing significant change, this model highlights the value of establishing urgency, gaining support from stakeholders, expressing a clear vision, and reinforcing new habits. Major shortcomings in management, interaction, and alignment with culture are shown when Kotter's model is applied to the company's recent market losses, "fire and rehire" approach, and attitude towards the energy crisis. The analysis afterward shows how British Gas's change activities may have been more successful if they had been informed by Kotter's ideas.

1. CREATE A SENSE OF URGENCY:
In order to remain competitive in a shifting energy market, British Gas implemented an unpopular "fire and rehire" program in 2021 as part of its cost-cutting and upgrading strategy. According to Blom (2018) Employees were not adequately informed and saw the move as a threat rather than a necessary shift, even though leadership acknowledged the need. The company's reputation was harmed both internally and globally as a result of public outrage and widespread strikes brought on by the unclear communication.
2. BUILD A GUIDING COALITION:
With minimal consultation from important stakeholders like organisations and employee groups, British Gas's organisational reforms for 2021 were implemented top-down. According to Bahrain, Sakrani and Maidin (2023) Internal support was undermined by the lack of cooperation, which resulted in low morale and communication failures. In the end, the company's reputation suffered, alignment was delayed, and public criticism escalated due to the inability to form a strong steering coalition.
3. FORM A STRATEGIC VISION AND INITIATIVES:
According to Ajayi and Pollitt (2025) In order to save expenses and modernise operations, British Gas could not effectively convey a strategic goal that employees and consumers could adopt.   Without an established motif, customers noticed little advantage and staff lacked desire and direction. On the other hand, competitors like Octopus Energy had a compelling, customer-focused vision that earned acceptance and market share. A decrease in public trust and a lack of internal commitment was caused by British Gas's uncertainty.
4. COMMUNICATE THE VISION:
British Gas's communication throughout the "fire and rehire" process was mostly commercial and immediate, concentrating on contract modifications and job losses rather than a clear, optimistic goal. According to Chandra and Hendratmoko (2024) This strategy weakened resistance and undermined trust by raising staff stress and drawing public criticism.   British Gas lost a vital opportunity to build internal support and unite stakeholders behind its objectives by neglecting explaining the adjustments as part of a long-term transition.
5. EMPOWER BROAD-BASED ACTION:
British Gas's use of termination warnings throughout the reorganisation restricted employee engagement and undermined confidence, rather than empowering workers. This strategy produced a toxic workplace where workers felt inflexible and disengaged, which lowered morale and reduced output. According to Pittard and Ewing (2024) The company's enforcement strategies offended the staff and prevented successful transformation rather than encouraging innovation.


6. GENERATE SHORT-TERM WINS:
British Gas' internal cost-cutting strategies suffered from through early failures, which undermined staff trust and change enthusiasm.  The company's expanded assistance through its Energy Trust, which helped 61,000 homes in need during the global energy crisis (British Gas energy trust, Impact Report (2023), failed to result in a short-term victory. Even though this restored some of the consumer's trust, the corporation continued to be criticised for its excessive earnings in the context of the cost-of-living issue.
7. SUSTAIN ACCELERATION:
By ignoring continuous operational and cultural changes, British Gas was unable to maintain progress following the internal reorganisation. Due to a lack of consistent effort, rivals such as Octopus Energy were able to innovate and improve customer service, eventually overtaking British Gas in terms of market share. According to Ajayi and Pollitt (2025) The company's incapacity to consistently develop and expand upon early adjustments was brought attention by its immobility.
8. INSTITUTE CHANGE:
Employee dissatisfaction and a lack of trust remained after the 2021 strikes, indicating that British Gas was unable to adequately implement the improvements into its corporate culture. Furthermore, it appeared that the brand's goals did not align with what the general public expected. According to Gigliotti and Alvarez-Robinson (2025) Even if the firm has achieved progress in its social impact programs, a renewed emphasis on improving communication, re-establishing a work environment, and coordinating leadership actions with its strategic goal will be necessary to achieve long-lasting transformation.

By using Kotter's 8-Step Change Model, British Gas's internal shifts and external issues were shown to have multiple serious flaws. According to Albrecht (2022) Despite having a strategic goal, the organisation lacked three essential components of Kotter's framework: a people-centred strategy, transparent communication, and employee engagement. On the other hand, its more recent initiatives towards customer service and social responsibility due to the energy crisis are more consistent with the model's more recent stages. In order to restore its corporate culture and reclaim market leadership, British Gas will need to implement a more comprehensive and broad restructuring plan in the future.

ADKAR MODEL
AWARENESS:
According to Fearne (2024) During the energy crisis, British Gas demonstrated a strong sense of urgency by moving swiftly to stabilise operations and convey market challenges. But because the rationale for the "fire and rehire" approach was not made transparent, it failed to raise internal knowledge during the 2021 restructure, which resulted in employee opposition and mistrust.
DESIRE:
British Gas responded to the energy crisis by demonstrating a strong commitment to helping those who are most vulnerable consumers by establishing the Energy Trust, which certainly improved corporate pride and public reputation. Employee support for the move was, however, minimal during the internal cost-cutting adjustments. Widespread industrial action, decreased motivation, and feelings of disconnection were the results of the aggressive "fire and rehire" strategy.
KNOWLEDGE:
According to Centrica Plc annual report (2024) British Gas has proven successful sharing information in its external support efforts and possesses the infrastructure and resources necessary to provide training. Many workers, however, were not given clear instructions on their new responsibilities and expectations throughout the internal reorganisation. Staff found it challenging to adjust due to this lack of guidance, which also fuelled resistance and misunderstanding.
ABILITY:
During the energy crisis, British Gas secured long-term supply contracts, demonstrating outstanding organisational abilities. However, at the employee level, it was challenging for personnel to acquire the skills necessary for effective adaptation due to a lack of assistance and a hostile work atmosphere brought on by the "fire and rehire" strategy.
REINFORCEMENT:
By continuing to fund the Energy Trust, British Gas strengthened its social responsibility and enhanced public awareness during difficult times. After restructuring, new ideals and behaviours were not well-received internally, nevertheless. Despite the lack of leadership attempts to maintain long-term change and the lack of acknowledgement, employee unhappiness remained high.

According to the ADKAR (2006) model, British Gas struggled to manage internal change even while it had excellent organisational skill in reacting to external difficulties, especially through its social impact and crisis handling actions.   During the 2021 restructure, the corporation had trouble gaining the trust, desire, and ability of its employees. However, its initiatives to stabilise supplies and assist those in need during the energy crisis demonstrate that constructive change is achievable provided actions are in line with stakeholder demands and communication is clear. Going forward, maintaining both internal and external transformation will need a more people-centred and balanced strategy.
[bookmark: _Toc212715841]MAIN TRIGGERS OF CHANGE AT BRITISH GAS (2021-2024)
The primary causes of British Gas's organisational transformation were an interaction of competitive, social, political, and economic forces that affected the UK energy market. Politically, the cost-of-living crisis increasing government scrutiny and the implementation of the energy price cap limited profitability and increased public responsibility (UK Government, analysis of the impact of energy and cost 2024). The crisis in Ukraine aggravated this further by causing market instability and destabilising European gas supplies, which required British Gas to update its pricing and supply policies. A significant internal trigger for behavioural and reputational change, the "fire and rehire" restructuring was one of the urgent cost-cutting measures brought on by the economic surge in wholesale energy rates and the decline in consumer affordability.
From a social and technological angle, a business was forced to modernise through smart technology and better customer service due to growing customer demands for open communication, affordability, and digital convenience.   A competitive trigger was brought into focus by Octopus Energy's loss of market leadership, highlighting the necessity of innovation, adaptability, and customer-centric change. Long-term motivators included legislative and environmental demands to reach the UK's Net Zero 2050 targets, which pushed British Gas to increase its investments in sustainable operations and green energy.
[bookmark: _Toc212715842]These triggers show that British Gas's problems were not only political or environmental, but also fundamentally cultural and communicative when compared to the Kotter and ADKAR models. Effective adaptation to such external triggers was made difficult by limitations in employee empowerment, vision communication, and stakeholder involvement. The models reveal that although external change was unavoidable, internal preparation was insufficient, with low morale, poor leadership alignment, and poor communication functioning as the main internal drivers that undermined transition.

LEADERSHIP, CULTURE AND CHANGE EVALUATION:
The way British Gas handled a number of significant developments in recent years demonstrates a change in leadership styles over various stages. Leadership during the 2021 "fire and rehire" reorganisation was mostly transactional and concentrated on implementing cost-cutting measures with minimal involvement from employees. This top-down strategy led to strikes, poor morale, and harm to the company's brand. By responding quickly to secure supply contracts and extending the Energy Trust to serve vulnerable customers during the 2022 energy crisis, however, According to Ingram et al. (2023) leadership demonstrated a more situational and responsive approach, which contributed to the rebuilding of public confidence. However, the leadership's answers to British Gas's increased earnings and attention from the public in 2023 came regarded as cautious and reactive, falling short of adequately addressing stakeholder concerns. The 2024 loss of market leadership to Octopus Energy brought to light the rising significance of transformative leadership, which British Gas had not yet completely adopted. Octopus' tech-driven, customer-focused business strategy revealed British Gas's cultural inflexibility, where adaptation was challenging due to a hierarchical culture and delayed innovation. All things considered, British Gas's leadership has had difficulty striking a balance between operational control, employee empowerment, and cultural change. To promote long-lasting change, a move towards more inclusive, transformational leadership and a more flexible, cooperative culture are required.
[bookmark: _Toc212715843]
A DEVELOPED CHANGE MANAGEMENT PLAN FOR BRITISH GAS:
Rebuilding trust, enhancing organisational culture, and recovering market competitiveness are the main objectives of this changed management plan, which also aligns with customer-focused and sustainable energy targets. Three main areas will be the focus of British Gas's Customer-focused and Employee-Driven Transformation Program:
· cultural revitalisation to restore employee confidence following the crisis in 2021.
· digital innovation to challenge tech-driven suppliers such as Octopus Energy.
· improved sustainability and customer service to reclaim position as market leader.

CLEAR OBJECTIVES
This change management plan's main objective is to make British Gas a resilient, customer-focused, and sustainable energy leader. The following detailed and measurable objectives are suggested in order to accomplish this:
1. Improve Organisational Culture and Restore Employee Trust (2025–2026)
· Through open communication, equitable hiring procedures, and collaborative decision-making, all staff levels may regain trust and cooperation.
· To boost morale after the 2021 labour issues, establish internal engagement surveys, staff development initiatives, and feedback systems.
· Within a year, reduce absences and staff turnover by 15% by implementing focused leadership development and cultural activities.
2. Increase Innovation and Digital Transformation (2025–2027)
· Update digital infrastructure to boost customer satisfaction and operational effectiveness.
· Introduce digital self-service platforms, AI-powered customer assistance, and predictive maintenance solutions for residential services.
· By 2027, 80% of the client base should have fully integrated smart technologies (such as EV charging, Hive, and smart meters) in order to compete with tech-led energy suppliers like Octopus Energy.
3. Strengthen Market Position and Customer Satisfaction (2025–2026)
· Within 18 months, increase Net Promoter Score (NPS) and customer satisfaction (CSAT) by 20% by implementing clear invoicing procedures and service quality enhancements.
· Start a "Customer First" campaign that emphasises individualised digital support, energy-saving guidance, and empathy-driven service.
· Regain market dominance by growing your selection of renewable energy sources and implementing loyalty programs that encourage eco-friendly behaviours.
4. Encourage environmental responsibility and sustainability (2025–2030)
· Connect business strategy with the Net Zero 2050 agenda of the UK Government by investing more in green innovation and renewable technology.
· By 2030, cut operational carbon emissions by 40% with the use of renewable supply chain management and internal sustainability evaluations.  
· Collaborate with green tech startups and local government agencies to advance social responsibility, community support, and energy efficiency.
5. Strengthen Organisational Adaptability and Resilience (Ongoing)
· Create a special Change Management office (CMO) to oversee the transformation's advancement and integrate continuous improvement techniques.
· To increase resilience for upcoming disruptions, managers and leaders should get training on Kotter's and ADKAR's change management concepts.
· Make sure that strategies are regularly reviewed and adjusted in light of performance indicators, employee input, and outside market developments.









CONCLUSION:
The recent history of British Gas underlines the vital connection between long-term organisational performance, employee engagement, and efficient change management. Although the need for change has been driven by external factors like fluctuations in markets and regulatory restrictions, internal problems specifically poor communication and an organisational culture have slowed down the process. In order to restore confidence and accomplish sustainable development, British Gas must integrate openness, cooperation, and innovation at every level going ahead.
British Gas can once again establish itself as a client-focused, environmentally friendly, and resilient leader in the UK energy market by putting the suggested change management strategy into practice, giving culture renewal a top priority, and utilising digital and green technology.
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