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[bookmark: _Toc214450377]Executive summary.
A strategic change management plan for Marks & Spencer (M&S), a prominent UK retailer dealing with serious internal and external issues, is presented in this study. The goal of the designated Change Manager is to identify change inducing factors, analyse previous transformation initiatives, and suggest a thorough strategy to reposition M&S for sustained success. 
Digital disruption, shifting consumer expectations, economic volatility, and political unpredictability are among the main external forces identified by the investigation. Outdated systems compartmentalised organisational structures, cultural opposition, and leadership change have all been internal challenges for M&S. Together, these elements have made it more difficult for the business to adjust to the quickly changing retail environment.
The study examines the strategic environment and emphasises the need for change using well-known frameworks like PESTLE and SWOT. Additional analysis of Lewin's Change Theory, Kotter's 8-Step Model, and the McKinsey 7S Framework shows that prior change initiatives were applied unevenly, with gaps in systemic alignment and cultural embedding. 
A key factor in determining M&S's transformation path has been leadership. Some leaders engaged stakeholders and showed strategic vision, but others were unable to maintain momentum or deal with cultural inertia. The paper also looks at how organisational culture, which is characterised by hierarchy and caution, has stifled creativity and adaptability.
A strategic change strategy emphasising digital transformation, cultural regeneration, and operational efficiency is suggested to solve these issues. Clear goals, a £150 million progressive financial commitment, a multi-channel communication strategy, and a strong evaluation system are all part of the plan. These elements seek to match M&S's people, operations, and values with both the needs of the contemporary retail environment and its strategic goal. 
M&S can re-establish itself as a dynamic, customer-focused brand that can prosper in a cutthroat market by combining leadership, culture, and systems into a cohesive transformation strategy. The significance of mature leadership in promoting change is also acknowledged in the suggested plan. According to Bhasin (2024), for retail leaders to effectively navigate upheaval while maintaining performance, they must strike a balance between operational discipline and strategic foresight. Frazer and Hewit (2025) go on to say that HR strategies that incorporate resilience, adaptation, and innovation into organisational routines are associated with leadership maturity. For M&S, this entails developing leaders who can promote digital adoption, encourage cultural revitalisation, and uphold stakeholder confidence. By including these talents, the change strategy becomes more credible and long-lasting, guaranteeing that transformation is not only started but also institutionalised. M&S may establish a logical route to sustained competitiveness by coordinating leadership development with strategic goals.
[bookmark: _Toc214450378]Introduction.
Michael Marks and Thomas Spencer launched Marks & Spencer (M&S), one of the most recognisable retail companies in the UK, in 1884. M&S has a longstanding reputation for dependability and British heritage, and it is well-known for its superior apparel and food items. Pettigrew (1987) highlights how internal reactions are shaped by external influences and underlines the need to understand organisational transformation in its larger context. With more than 1,000 UK stores and foreign franchisees, the company works in a variety of industries, including food, home goods, and apparel. Despite its history, M&S has had difficulty holding onto market share, especially in its apparel section, which has come under fire for not being relevant to younger customers. Discount stores and shifting dietary preferences have put pressure on the food business, despite its greater resilience.
To address these issues, M&S has started several strategic projects, such as the "Transformation Programme" and "Plan A," which are intended to modernise operations, boost sustainability, and improve customer experience. These initiatives have included closing stores, investing in digital platforms, and forming alliances with tech companies to incorporate data analytics and artificial intelligence into supply chain and customer support operations.
A fresh emphasis on agility and innovation has been indicated by the recruitment of new leadership, such as CEO Stuart Machin. However, there have been mixed results from these improvements, with persistent worries about stakeholder alignment, execution gaps, and cultural opposition. To support M&S's long-term goals, this research will examine the company's change triggers, assess the models utilised to handle these shifts, and suggest a strategic change plan.
Digital transformation has emerged as a key component of retail strategy. Sagar (2024) demonstrates how mobile commerce, AI-driven recommendations, and personalised experiences are increasingly influencing consumer behaviour, necessitating a re-evaluation of engagement models by merchants. According to Reinartz,. et al (2024), digitisation affects every step of the value chain, from customer service to logistics and procurement, necessitating integrated strategies rather than discrete projects. This means that for M&S, change needs to go beyond front-end digital platforms and include worker skills, data governance, and supply chain resilience. M&S can improve customer happiness and operational efficiency by bridging gaps between physical and digital channels through the implementation of omnichannel strategies, which are backed by analytics and automation. These revelations highlight how vital it is to implement a comprehensive change strategy that integrates digital transformation into every facet of the company.
[bookmark: _Toc214450379]Examining both external and internal change triggers (PESTLE and SWOT).

The PESTLE and SWOT frameworks are used in the analysis that follows to assess the factors influencing M&S's strategic transformation.
A wide range of internal and external challenges have forced Marks & Spencer (M&S) to make strategic changes. Recent years have seen a significant change in the external business environment. Macroeconomic volatility, changing consumer expectations, and technology innovation have all contributed to a significant change in the external business environment in recent years. The company's internal problems have been exacerbated by structural inefficiencies, cultural stagnation, and leadership changes.
Todorovic and Ma (2020) contend that strategic integration of technology into supply chain operations and customer experience is necessary for digital transformation in retail. M&S lost market share to more nimble rivals like ASOS and Amazon because it was reluctant to adjust to these shifts due to its historical reliance on its network of physical stores. The distance between digitally mature retailers and established brands like M&S has grown due to the incorporation of artificial intelligence into retail operations, which includes automated customer support and predictive analytics.

Environmental and social variables have also been important. Today's consumers are more aware of corporate responsibility, ethical sourcing, and sustainability. In response, M&S launched the "Plan A" project with the goal of lowering its carbon footprint and becoming a zero-waste company. Due to consumers' growing demands for ethical business practices, sustainability has become a megatrend in retail (Zott,. et al 2011).
Another crucial factor is the capacity for invention. According to Paredes and Roese (2024), retail businesses need to balance taking advantage of current strengths with exploring new prospects. For M&S, this entails striking a balance between optimising its food and apparel divisions and investing in digital innovation. According to Ahmad and Brown (2023), omnichannel strategies which allow for the smooth integration of online and physical experiences are essential to retail competitiveness. Customer journey mapping, data analytics, and a strong IT infrastructure are needed for this. As consumers want more affordability without sacrificing quality, economic pressures exacerbate the need for efficiency and value development. Adaptive sourcing and compliance processes are required due to political uncertainty, including regulatory changes. Innovation frameworks can help incorporate experimentation and adaptability into organisational routines, but internal cultural inertia is still a barrier. When taken as a whole, these factors highlight the necessity of an adaptable and resilient transformation plan that balances internal resources with external demands.
Consumer buying patterns have been impacted by economic pressures, such as inflation and the cost-of-living problem. As consumers shift to bargain stores like Aldi and Lidl, M&S's premium pricing policy has come under fire, especially in its food business. The company's logistics and procurement operations were further taxed by political supply chain disruptions and regulatory uncertainty brought about by Brexit.
An inflexible organisational structure and antiquated systems have caused M&S internal problems. Siloed departments have hampered innovation and decision-making, and the company's antiquated IT infrastructure has made it more difficult to deploy digital solutions at scale. These problems have been made worse by leadership churn, with frequent executive changes resulting in uneven strategic direction and a lack of consistency in reform initiatives.
M&S has traditionally been seen as risk-averse and conservative in society. Although this reputation used to be consistent with its brand identity, it is now a liability in a fast-paced retail setting. Due to imprecise information and inadequate training in new systems, employees have voiced opposition to change initiatives. Efforts to modernise the company and promote a more flexible, customer-focused culture have been hampered by this cultural conservatism.
In conclusion, Marks & Spencer has a strong case for strategic transformation due to the confluence of external forces technological, social, political, and economic with internal issues pertaining to leadership, systems, and culture. To meet the demands of a quickly changing retail industry, the company must now traverse these pressures with a cohesive and well-executed transformation plan that aligns its operations, people, and values.
[bookmark: _Toc214450380]Evaluation of change management models.
It is crucial to assess the use of well-known change management frameworks to comprehend Marks & Spencer's (M&S) approach to strategic transformation. These frameworks offer organised methods for managing organisational change, and both past and current projects demonstrate how applicable they are to M&S's journey. Lewin's Change Theory, the McKinsey 7S Framework, and Kotter's 8-Step Change Model are three models that are very relevant.
Kotter's 8-Step Model, which starts with creating urgency and ends with integrating new practices into organisational culture, provides a methodical approach to change. During its comeback in the early 2000s under CEO Stuart Rose, M&S exhibited aspects of this strategy. Declining sales, a diminished brand's relevance, and shareholder pressure made it obvious that quick action was required. Rose assembled a strong coalition of senior executives and presented a convincing revitalisation plan that prioritised operational effectiveness, customer service, and product quality. Later stages, such consolidating gains and anchoring change, were applied inconsistently, even though the earlier steps were done well. Kotter (1995) emphasises that when businesses fail to root change in culture, transformation attempts frequently fall short. This partial implementation of Kotter's approach emphasises how crucial continuity and reinforcement are to change initiatives.
Lewin's Change Theory offers an additional perspective for evaluating M&S's transformation. It consists of three stages: unfreeze, change, and refreeze. The company's realisation that it needed to update its antiquated procedures was a clear sign of the "unfreeze" phase. A desire to challenge the status quo was demonstrated by initiatives like the "Transformation Programme" and "Plan A." Restructuring, investments in digital platforms, and a change in strategic priorities were all part of the "change" phase. But it proved difficult to establish new behaviours and systems during the "refreeze" stage. Employees buy in was inconsistent, and M&S had trouble integrating digital capabilities across all departments. Lewin's change theory is revisited by Burnes (2017), demonstrating its ongoing applicability in organisational growth. By looking at seven interrelated components strategy, structure, systems, shared values, style, people, and skills the McKinsey 7S Framework provides an all-encompassing perspective on organisational alignment. Alignment across these dimensions was necessary for M&S's strategic shift towards omnichannel retailing. Despite the strategy's clarity, systemic and structural obstacles hindered its advancement. Friction was caused by outdated IT systems, disjointed communication channels, and deficiencies in digital literacy. Furthermore, the demand for flexibility and creativity clashed with common ideals based on prudence and tradition. Additionally, different departments had different leadership philosophies, which resulted in uneven messaging and implementation. To maintain coherence, Whelan-Berry and Somerville (2010) emphasise the significance of matching organisational processes with change drivers.
Strategic transformation is conceptualised as a future-making process by Pettit,. et al (2023), who emphasise that businesses must actively design their future trajectories in addition to responding to existing constraints. This viewpoint emphasises how crucial story and vision are to maintaining the pace of change. In his critical analysis of change frameworks, Sharma (2025) points out that success requires defined responsibilities, quantifiable results, and ongoing oversight. Integrating these insights for M&S entails making sure that change initiatives are integrated into governance frameworks and performance systems rather than being episodic. M&S can create a change process that is thorough and long-lasting by combining Kotter's urgency creation with Lewin's stabilisation and McKinsey's systemic alignment and enhancing these with future-focused narratives and reliable measurements. The organization's capacity to manage complexity and maintain change across time is strengthened by this synthesis.
In conclusion, although M&S has used important change management models, their implementation has been inconsistent. Lewin's theory brought attention to cultural issues, Kotter's model was partially applied, and systemic misalignments were shown by the McKinsey 7S Framework. These observations highlight the necessity of a more comprehensive and long-term strategy for change, one that considers both structural and cultural aspects and guarantees the long-term integration of new practices.
[bookmark: _Toc214450381]Organisational culture and leadership. 

At Marks & Spencer (M&S), leadership has been crucial in determining the course of change. The organisation has seen several leadership changes over the previous 20 years, each of which brought a unique management approach and strategic vision. The success of change programs has been significantly impacted by these changes, especially when it comes to organisational culture and employee engagement.
When Sir Stuart Rose took over as CEO in 2004 amid a major crisis, it was one of the most memorable leadership eras. Rose embraced a transformative leadership style that is marked by charm, a clear vision, and an emphasis on brand revitalisation. Schein (2010) contends that since leaders both establish and uphold organisational ideals, culture and leadership are inextricably linked. In keeping with Kotter's early change ideas, his leadership was crucial in generating a sense of urgency and uniting people around a shared goal. Critics contend that although Rose was excellent at short term turnaround, he failed to properly establish an innovative or digitally prepared culture, which eventually proved crucial.
It was difficult for later executives, such as Steve Rowe and Marc Bolland, to maintain momentum while tackling more fundamental structural and cultural problems. Bolland's top-down strategy was frequently accused of missing employee involvement and adaptability, even though it concentrated on modernising the supply chain and growing the food sector. As he advanced through M&S's ranks, Rowe tried to promote a more inclusive leadership style by placing a strong emphasis on teamwork and digital change. Internal resistance and uneven departmental implementation persisted despite the company's efforts.
Historically, M&S's organisational culture has been characterised as traditional, cautious, and hierarchical. Although these characteristics used to be consistent with the company's brand identity, they are now more obstacles to creativity and adaptability. According to Cameron and Quinn (2011), systematic frameworks like the Competing Values Model are necessary for identifying and altering organisational culture. Due to inconsistent messaging and inadequate reinforcement mechanisms, attempts to change the culture like the "Make Every Moment Special" campaign have had little success.
The company's digital transformation path is a prime example of how leadership and culture interact. The significance of being a digital-first shop has been highlighted in strategic goals, but cultural acceptance of this shift has lagged. Due to this misalignment, implementation has been dispersed, with some departments making quick progress while others are still firmly rooted in outdated procedures. In this situation, effective leadership calls for both strategic clarity and the emotional intelligence to handle opposition, foster trust, and set an example of the behaviours required for cultural change. Culture and leadership are closely related. According to Graham and Arora (2024), leadership philosophies have a direct impact on cultural norms, influencing how workers view innovation and change. According to Adeniyi,. et al (2024), cultural sensitivity must be incorporated into leadership development programs so that leaders may promote resilience, inclusivity, and flexibility. For M&S, this entails providing leaders with emotional intelligence and cultural competency in addition to technical skills. By fostering ideals of cooperation, innovation, and customer focus, developing transformational leadership potential can hasten cultural regeneration. Frazer and Hewit (2025) also point out that HR procedures are essential for evaluating and fostering leadership maturity by connecting individual actions to organisational results. By incorporating these strategies into M&S's change plan, leadership is guaranteed to become a catalyst for cultural change rather than a hindrance. Maintaining the momentum of change requires leadership and culture to be in sync.
In summary, M&S's leadership history shows a trend of bold transformation initiatives hampered by cultural inertia. Success in the future will depend on leaders who can create an atmosphere that encourages creativity, teamwork, and ongoing learning by bridging the gap between strategy and culture. Maintaining change and attaining long term competitiveness will require integrating these ideals into the organisational structure.
[bookmark: _Toc214450382]Strategic change plan.
A strategic change strategy that emphasises digital transformation, cultural renewal, and operational efficiency is suggested to address the complex issues that Marks & Spencer (M&S) is currently facing. The strategy seeks to maintain M&S's fundamental brand values while repositioning the company as a customer-focused, digitally agile retailer. This section describes the suggested modification, its main goals, its budgetary implications, its communication plan, and its methods of evaluation.
[bookmark: _Toc214450383]Proposed change and objectives.
Accelerating M&S's digital transformation across its retail operations is the main change initiative. This entails modernising outdated IT systems, improving e commerce capabilities, and incorporating artificial intelligence into customer support and supply chain operations. The goals are fourfold: (1) enhance the online consumer experience. (2) boost operational effectiveness through automation. (3) cultivate an innovative and adaptable culture. (4) attain sustained growth in the apparel and food sectors.
These goals are in line with M&S's strategic vision to become a cutting-edge retailer that satisfies changing customer demands while upholding its reputation for dependability and quality. The strategy aims to address both internal and external transformation hurdles by emphasising digital integration and cultural alignment. According to Ahmad and Brown (2023), omnichannel strategies which incorporate digital platforms, logistics, and customer engagement are essential for contemporary retail. For M&S, this entails revamping customer journeys using automation and data analytics to guarantee uniformity across channels. According to Reinartz,. et al (2024), the retail value chain is reshaped by digital transformation, necessitating end-to-end integration from fulfilment to procurement. The plan's applicability and viability are increased when these insights are incorporated into the goals.
[bookmark: _Toc214450384]Financial plan.
It will cost a lot of money to implement this transformation in terms of personnel training, process redesign, and technology infrastructure. Over the course of three years, a phased budget of £150 million is suggested, with £80 million going towards IT upgrades and AI integration, £40 million going towards employee development and change management training, and £30 million going towards marketing and customer engagement projects. Retained earnings and selective divestitures of underperforming assets will provide funding.
Projected returns based on higher online sales, lower operating expenses, and better customer retention are included in the financial plan. According to a break even estimate, if digital revenue increases by 10% annually and logistics costs decrease by 5%, the investment should start to generate net positive returns by the end of the third year.
[bookmark: _Toc214450385]Communication plan.
Any transformation initiative's effectiveness depends on effective communication. The approach uses a variety of channels to communicate with both internal and external stakeholders. Leadership will hold interactive seminars, town halls, and digital newsletters internally to answer concerns, explain the change's justification, and foster participation. To share its transformation process and enhance brand trust, M&S will use social media, news releases, and customer forums on the outside. 
Key influencers, such as department heads, store managers, and long-tenured staff, will be identified through stakeholder mapping and will act as change advocates. To guarantee two-way communication and ongoing development during the implementation phase, feedback loops will be set up.
[bookmark: _Toc214450386]Evaluation plan.
A thorough evaluation system will be put in place to gauge the success of the transformation program. Digital sales growth, customer happiness ratings, employee engagement measures, and system uptime are examples of key performance indicators (KPIs). Progress against milestones will be evaluated on a quarterly basis, and remedial measures will be implemented as needed. 
Surveys and focus groups will be used to collect qualitative input from staff members and clients in addition to quantitative measurements. This will reveal information about adoption rates, cultural changes, and areas that need more assistance. According to McKinsey (2020), for retail companies to be competitive, they must include digital transformation into their operating models.
Sharma (2025) emphasises the significance of using precise indicators, such as adoption rates, customer happiness, and operational efficiency, to measure change. Change must be future-focused, connecting present actions to long-term strategic aspirations, according to Pettit,. et al (2023). To ensure that change stays in line with organisational objectives, M&S must create assessment frameworks that not only monitor progress but also support strategic narratives.
To sum up, the suggested strategic change plan provides a comprehensive strategy for reviving Marks & Spencer. To position M&S for long-term success in a competitive and quickly changing retail sector, the plan integrates digital transformation with cultural renewal and strong governance.
[bookmark: _Toc214450387]Conclusion.
At this pivotal point in its organisational history, Marks & Spencer (M&S) must undergo strategic change due to a confluence of internal inefficiencies and external pressures. A thorough plan to reposition M&S as a customer-focused, digitally agile retailer has been offered in this research, which has also looked at the various triggers of change and assessed the success of prior change programs. The results highlight the significance of implementing a methodical, comprehensive approach to change management that incorporates stakeholder participation, processes, culture, and leadership. 
Digital disruption, economic uncertainty, and changing consumer expectations have all had a substantial impact on M&S, according to the examination of internal and external causes. The retail industry has changed due to the growth of e-commerce and artificial intelligence, making established firms like M&S susceptible to more nimble rivals. Outdated infrastructure, departmental silos, and a conservative culture that discourages innovation have all been internal issues for the organisation. Frequent leadership changes have exacerbated these issues, leading to uneven strategic direction and disjointed execution. 
The use of change management theories, including Lewin's Change Theory, Kotter's 8-Step Model, and the McKinsey 7S Framework, offered insightful information about the advantages and disadvantages of M&S's previous transformation initiatives. Although these models' components were present in several efforts, their execution was frequently insufficient and lacked the consistent momentum necessary for long-term success. Effective change was often hampered by cultural inertia and mismatch across organisational components. 
The trajectory of M&S's transition has been significantly shaped by leadership. The study emphasised how various leadership philosophies affected the rate and extent of change, with transformational leaders fostering immediate success but failing to ingrain long-term cultural changes. The cautious and hierarchical organisational culture has further limited the company's capacity to adapt to changing market conditions and welcome innovation.
A strategic change plan with an emphasis on operational efficiency, cultural revitalisation, and digital transformation was suggested as a solution to these problems. The plan consists of a thorough evaluation framework, a phased financial investment, a strong communication strategy, and well-defined targets. These elements are intended to bring M&S's operations, personnel, and values into line with both its strategic goal and the needs of the contemporary retail environment. 
To sum up, M&S needs to adopt a proactive, comprehensive strategy to change management that goes beyond minor tweaks. The organization's capacity to retain strategy coherence across all its operations, empower leadership at all levels, and cultivate an agile culture will determine its success. M&S can overcome present obstacles and develop resilience for upcoming disruptions by integrating change into its organisational DNA and regularly assessing its progress. The suggested strategy positions M&S to regain its position as a reliable and creative leader in the retail industry by providing an ambitious yet attainable transformation roadmap. Integrating change into organisational DNA is necessary for sustaining transformation. According to Sagar (2024), digital transformation is a continual competency that requires constant investment and adaptability rather than a one-time undertaking. Sharma (2025) reaffirms that quantifiable results and accountability frameworks that guarantee development is monitored and rewarded are essential for success. This entails institutionalising change for M&S through leadership training, cultural revitalisation, and governance. The company can strengthen its resistance to upcoming disruptions by coordinating digital strategy with cultural change and leadership development. This comprehensive strategy puts M&S in a position to prosper in a cutthroat, rapidly evolving retail environment in addition to regaining lost ground.
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