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The British retail industry recognises NEXT plc as its most identifiable brand, which J Hepworth & Son founded in 1982. The company operates from its base in Enderby, Leicestershire, where it started as a women's clothing store which has grown into a retail business that sells through various channels across the UK and worldwide (NEXT plc, 2024). The organisation operates through different channels, which include its high street stores and NEXT Directory service that allows customers to shop online and through catalogues and its global presence in more than 70 countries.
The operational structure of NEXT depends on its business model, which contains various strategic divisions. The retail division operates 500 stores throughout the UK and Ireland, which provide middle-market consumers with clothing and footwear and accessories, and homeware products (NEXT plc, 2024). The Directory division began its operations as a catalogue business in 1988 before it developed into an advanced e-commerce system, which now produces more than 55% of total company revenue (NEXT plc, 2023). British retail history shows the successful development of this retail format, which has undergone significant changes. The company operates NEXT Sourcing and NEXT Total Platform as end-to-end retail solutions which serve third-party brands.
The FTSE 100 company NEXT maintains market stability through challenging times because it achieves more than £4.5 billion in yearly sales while keeping 43,000 staff members (NEXT plc, 2024). The company has kept its profitability levels stable throughout all periods of economic instability. However, the retail sector's volatility necessitates continuous strategic evolution.
NEXT needs to accelerate its digital transformation at a faster pace because it faces essential challenges which block its ability to meet customer requirements and deploy AI systems and achieve sustainability goals, and maintain supply chain stability. 
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Recent Organisational History and Evolution
The digital disruption speedup, which started in 2015 and continued through subsequent years, created an urgent need for organisational change at NEXT. The 2015 sales figures from online operations made up 30% of the total group revenue according to NEXT plc (2023). NEXT dedicated its resources to digital infrastructure development through website redevelopment and mobile application development, and warehouse automation during the period from 2015 to 2019. The company built an expanded Meridian distribution centre, which became one of Europe's leading automated fulfilment facilities.
The COVID-19 pandemic, which started in March 2020, brought the biggest disruption to NEXT since its establishment by requiring all physical stores to shut down during various lockdown periods (NEXT plc, 2023). This crisis accelerated digital adoption dramatically, with online sales surging to over 60% of total revenue during lockdown periods. The company maintained its financial stability through store closures, which lasted for an extended period because it did not need to accept government assistance except for furlough programs.
The consumer behaviour patterns underwent permanent transformation during 2021 after the pandemic ended. The online sales penetration of NEXT plc (2024) operated at a fixed 55% rate, which applied to all total sales. NEXT implemented a new store portfolio strategy, which involved fast store closure of small locations to focus on developing flagship stores that provided customers with shopping and dining, and service experiences.
External Environment Analysis
The retail industry has experienced a complete overhaul because of digital technology, which has brought major changes to the market. The UK retail sector experiences a growing e-commerce market penetration, with fashion and homeware products leading as the most popular online categories. Mobile commerce has accelerated transformation because mobile devices generate more than 70% of all online traffic. The market forced designers to develop mobile-friendly interfaces which needed essential payment functions to create better user experiences.
Retail operations now use artificial intelligence technology to deliver multiple retail applications, which include individual product suggestions and automatic price adjustments and sales predictions, and stock management systems (Burnes, 2004). NEXT has started using AI solutions which operate inventory management systems and analyse customer data. Virtual try-on experiences become possible through computer vision technology, which operates alongside machine learning algorithms that analyse customer data to forecast market patterns.
The company NEXT has improved its product development process while it established quality-based differentiation from fast fashion and used its established brand value and customer loyalty (NEXT plc, 2024). The purchasing behaviour of younger consumers depends on price and trend awareness, which creates an organisational problem because companies need to decide between keeping prices low and developing their premium brand image.
Organisations need to make environmental, social and governance factors their core strategic elements to succeed. The company needs to make operational changes because of two main regulatory factors, which include the Extended Producer Responsibility legislation and carbon reporting requirements. Younger consumers now use their expectations to make their buying choices, according to Burnes (2004).
NEXT plc (2023) reports that the company has launched multiple sustainability programs, which include sustainable material procurement agreements and waste recycling systems and environmental carbon emission decrease goals. The fundamental environmental impact of the fashion industry needs complete transformation through circular economy business models and supply chain transparency, and product designs which focus on lasting products.
Internal Environment Analysis
The organisational structure of NEXT plc (2023) shows a hierarchical system which focuses on achieving operational efficiency and financial discipline, and controlled risk management. NEXT has invested many resources into digital development, yet its digital readiness shows uneven development. The digital experiences which customers encounter feature advanced e-commerce platforms. Back-office operations have undergone a digital transformation, which has created new career progression opportunities. The current technology infrastructure contains outdated systems which need to be updated for modernisation purposes.
The workforce of NEXT consists of employees who bring different skill levels, which range from basic retail work to complex digital expertise. Organisations need to develop complete talent management approaches because skill requirements evolve through three essential strategies, which involve employee skill development and digital talent acquisition and organisational learning environment creation (Burnes, 2004). The current retail market requires store employees to learn digital skills because they need to provide customers with uninterrupted omnichannel shopping experiences.
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Kotter's 8-Step Change Model
The 8-Step Change Model, which Kotter (1996) developed, enables organisations to carry out their transformation initiatives through a systematic process. The model consists of eight consecutive steps, which start with creating urgency, followed by forming powerful coalitions and then developing vision and strategy. And subsequent steps include communicating the change vision and empowering broad-based action and generating short-term wins and consolidating gains, and finally anchoring new approaches in culture.
The model from Kotter (1996) provides NEXT with multiple beneficial aspects for their specific situation. The emphasis on creating urgency aligns with mobilising the organisation around digital transformation imperatives. The online pure-play and fast-fashion retailers create serious competitive threats which require businesses to take immediate action. Organisations need to create guiding coalitions according to the model because they require leaders at different organisational levels to execute their change initiatives.
The communication emphasis proves most important in this situation. The company needs to deliver its change vision to all 43,000 staff members who work at different sites because this forms the key element for success (NEXT plc, 2024). The organisation needs to establish dedicated communication paths which address specific workplace matters which impact various staff members during their organisational change process.
Lewin's Change Management Model
The Lewin three-stage model describes organisational change through three stages, which start by eliminating current conditions before introducing new conditions, which will eventually establish permanent organisational structures (Lewin, 1947). The basic model requires organisations to prepare for change implementation and then establish new practices as standard operating procedures.
Organisations maintain stable patterns because of their established processes and cultural norms, which Lewin (1947) identifies as the primary challenge organisations face when trying to change during the unfreezing stage. The process of successful change needs people to undergo a purposeful process of unfreezing. The NEXT organisation needs to help staff members understand that their previous successful methods will not protect the company from upcoming challenges.
The moving stage involves the actual process of change implementation, which brings new behaviours and systems and processes to replace previous methods (Lewin, 1947). Human beings experience their greatest uncertainty when they need to abandon their well-known life routines. Organisations operating at NEXT need to implement advanced technologies and different work methods, while they must also change their corporate values.
ADKAR Model
The ADKAR model describes individual change through its five sequential stages, which start with Awareness, followed by Desire, then Knowledge and Ability and end with Reinforcement (Hiatt, 2006). The model shows that organisations must have their internal members learn new skills while they change their operational systems to achieve transformation.
The individual approach of ADKAR enables users to learn how they can transform their organisation, based on Hiatt (2006). The Awareness component enables staff members to understand the fundamental reasons which motivate organisational change. Store employees need awareness that omnichannel integration enhances their ability to serve customers. The Desire component recognises that people need to understand the reasons for change, but this knowledge alone does not drive them to undergo personal transformation. The process of building desire needs to handle individual worries, which stem from employment stability concerns and questions about professional competence.
Recommended Integrated Approach for NEXT
The hybrid method, which unites different model components, offers NEXT the best possible direction for its specific situation. The 8-Step Model, which Kotter developed (1996), functions as an essential framework which organisations need to carry out their complete transformation initiatives. The ADKAR principles from Hiatt (2006) establish a method which enables individuals to handle their personal transformation process. The model which Lewin created enables researchers to analyse psychological elements of change through his theoretical framework (Lewin, 1947). The method unites all change elements because it recognises that various change elements need unique management strategies.
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Case Study: NEXT's Response to COVID-19 Pandemic (2020-2022)
The COVID-19 pandemic created an unparalleled situation which tested NEXT to demonstrate its change management abilities and leadership performance. The UK government forced all retail stores to close during March 2020, which created urgent operational problems that NEXT needed to solve quickly (NEXT plc, 2023). The company shut down all 500 of its physical stores at once, which resulted in a 45% drop in its pre-pandemic revenue.
The leadership response from NEXT used change management practices which followed theoretical models. The executive team at NEXT plc created a crisis management system, which started running daily meetings to direct their response activities (NEXT plc, 2023). The coalition took shape rapidly through Kotter's method, which created strong leadership groups according to Kotter (1996). The Chief Executive Lord Wolfson delivered video messages to staff members who received his direct communication about the company situation through complete disclosure of all facts and his explanation of ongoing actions, and his positive perspective on the future despite remaining uncertainties.
The pandemic period demonstrated that NEXT achieved financial discipline through its strategic management approach, which maintained control. The company started cash preservation measures through two actions, which included stopping store lease payments when stores closed and putting dividend payments on hold (NEXT plc, 2023). However, NEXT notably avoided using government COVID loan schemes, relying instead on existing credit facilities. The decision followed cultural norms which placed value on achieving financial self-sufficiency.
The pandemic showed which leaders used transformational leadership through their motivational approach to drive others while they understood individual requirements (Bass, 1985). Lord Wolfson showed through his statements that NEXT exists for reasons beyond making money because the company delivers vital goods and maintains employment positions. The decision to offer warehouse roles to furloughed store staff demonstrated individualised consideration (Bass, 1985).
Store reopening required careful change management as employees returned to transformed working environments. The video recordings from NEXT provided employees with detailed instructions about new procedures and improved cleaning protocols according to NEXT plc (2023). This knowledge and ability development followed the ADKAR frameworks (Hiatt, 2006).
The program achieved its goals despite facing major challenges when it was being implemented. NEXT plc reached financial stability, which exceeded all competitors, while the company expanded its market reach (NEXT plc, 2024). Online capabilities accelerated dramatically. The organisation achieved its highest employee engagement point because its employee retention rates established a new record, which surpassed all previous company achievements. 
Leadership Style Analysis and Application
The theory of Transformational leadership describes leaders who motivate their followers to achieve organisational objectives by going beyond their personal interests through four leadership elements, which include idealised influence and inspirational motivation and intellectual stimulation, and individualised consideration (Bass, 1985). The leadership approach demonstrates its most suitable application for NEXT to execute its operational transformation.
Leaders need to create powerful, inspirational visions according to Bass (1985) because these visions enable employees to dedicate themselves completely to their work. The leadership team at NEXT needs to develop motivational stories which will drive staff members to work toward change even when they face obstacles. The story could focus on how NEXT stands ready to direct British retail toward sustainability through its combination of traditional values and modern digital capabilities and customer loyalty.
People need to doubt their current beliefs before they can begin creating new solutions, according to Bass (1985). The risk-averse traditional culture of NEXT requires strategic development of experimental learning methods which learn from all attempts, including unsuccessful ones. Leaders need to establish psychological safety, which protects employees who suggest innovative solutions from facing any negative impact on their career advancement.
Managers need to recognise that each employee needs individualised attention because they possess distinct requirements and capabilities, and individual objectives, according to Bass (1985). Servant leadership principles, which Greenleaf (1970) developed, enable transformational leadership because leaders must serve their workforce. The method enables NEXT to transform its operations by understanding how people react to organisational changes. The method helps employees who receive support during change implementation to become more accepting of organisational transformations.
Organisational Culture Analysis and Impact on Change
The organisational culture of NEXT has developed multiple core elements throughout its four decades of operation (NEXT plc, 2023). The organisation makes all its choices based on financial discipline because it demands a complete business case evaluation. Operational excellence emphasis has delivered efficient processes and reliable execution. People show risk aversion through their selection of safe options when they make decisions. Business operations of organisations depend on their use of hierarchical structures and their established official communication channels.
The cultural elements of the organisation establish particular obstacles which prevent transformation from taking place (Burnes, 2004). Organisations need to try digital transformation using new approaches, which will generate unpredictable results that might break their existing risk management systems. The process of hierarchical communication creates delays in information distribution, which makes it difficult to respond quickly to market needs. The organisational culture at NEXT contains particular elements which help the company execute its transformation goals. Financial discipline enables transformation investments to produce returns. Organisations need particular capabilities to achieve successful operational excellence deployment.

Leaders need to establish multiple reinforcing interventions which will help them reach their cultural transformation targets. Leaders need to demonstrate their preferred cultural values through all their organisational activities according to Bass (1985). The design of an organisation needs to create an environment which supports the desired cultural values through physical spaces that foster teamwork and fast information exchange (Waterman et al.,1980). The talent management process requires cultural development through recruitment methods which select candidates who possess the desired cultural values.
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Vision and Strategic Objectives
The transformation program operates through five strategic objectives, which serve as its direction. The organisation seeks to create digital transformation excellence, which will produce industry-leading digital capabilities according to its first objective. The plan establishes three particular targets, which aim to achieve 65% online sales from total revenue during year three, to increase mobile conversion rates by 40% and to use AI personalisation for reaching 80% of online customers.
The second objective requires leaders to unite omnichannel operations through which they will create uninterrupted customer experiences that span all interaction points. The organisation aims to establish unified customer profiles while reaching 95% inventory visibility accuracy, and it wants to decrease customer effort scores by 30%.
The third objective describes the process which leads to sustainability pioneer status. The company made three specific promises to reach its targets, which include reaching carbon neutrality in its operations during year three and making 75% of its products from sustainable materials, and establishing circular economy practices for 25% of its product lines.
The fourth objective reaches operational excellence through automated systems which work with data-based decision support methods. The organisation aims to enhance its supply chain operations through a 25% efficiency boost, while it will decrease operational expenses to £50 million per year during the third year, and it will reach 99% precision in demand prediction.
The fifth objective establishes the essential skills which employees need to achieve organisational success in the upcoming years. The program aims to achieve three main objectives, which consist of reaching 90% digital skills program completion from staff members and enhancing employee engagement through a 20% improvement, and decreasing vital digital position employee departures by 30%.
Change Initiatives and Implementation
The transformation program contains five interconnected projects which follow Kotter's 8-Step Model (Kotter, 1996) and apply ADKAR principles to meet the personal requirements of change for each individual (Hiatt, 2006).
The first initiative demands developers to build sophisticated digital platforms which will establish a completely new digital infrastructure system. The project includes two main areas of work, which involve website and mobile application redevelopment and headless commerce system deployment and machine learning-based personalisation engine development and mobile application performance improvement. The project will determine its success through monitoring four performance indicators, which consist of achieving 35% higher online conversion rates and 40% higher mobile conversion rates and reaching a Net Promoter Score of 65 or higher, and achieving 30% higher personalisation engagement.
The second initiative establishes omnichannel operations integration to create unified operations which provide customers with uninterrupted experiences. The system provides complete inventory management along with ship-from-store functionality and buy-online-pickup-in-store services, and unified customer data management and clienteling features. The success metrics monitor three vital performance metrics, which include achieving 40% customer contact through multiple communication methods and achieving 25% online sales conversion for buy-online-pickup-in-store, and decreasing surplus inventory by 15%.
Initiative three implements AI and advanced analytics across operations. The project scope consists of three main components which are demand forecasting and dynamic pricing algorithms and predictive analytics for trend identification and customer lifetime value modelling, and chatbot development.
The fourth initiative creates a complete sustainability program which merges environmental protection with social accountability. The project scope encompasses two main areas, which include sustainable sourcing program growth and circular economy programs that offer rental services and product resale, recycling options and carbon reduction initiatives and sustainable packaging solutions and supply chain information disclosure. 
The fifth initiative creates workforce development programs which focus on developing employee competencies and organisational values. The scope includes all aspects of learning programs and leadership development and change ambassador networks and collaboration platform deployment, and performance management system transformation. The program tracks its success through three performance indicators, which consist of reaching 90% training completion and achieving 20% higher employee engagement, and filling 50% of leadership positions with internal candidates.
Financial Plan
The three-year transformation programme requires £175 million for its complete funding. Digital platform development requires £60 million, omnichannel operations integration requires £45 million, AI and analytics implementation requires £35 million, sustainability programme requires £20 million, and workforce development requires £15 million.
The company expects to achieve three key performance indicators, which include revenue growth between 15-20% amounting to £675-900 million additional revenue, and margin expansion between 1.5-2 percentage points, resulting in £70-90 million annual profit growth during year three and a possible 15-25% increase in market value. The total program projects will generate a four to five-year payback period, which will produce more than £200 million in net present value throughout the five years.
Communication Plan
The communication strategy objectives help all stakeholders understand the transformation process while building their commitment to support change and their ability to participate effectively, and showing them the progress and achievements (Kotter, 1996; Hiatt, 2006).
Stakeholder-specific approaches recognise that various groups require unique solutions which address their individual requirements. The board members, along with senior leaders, attend monthly steering committee meetings, and they receive board presentations during each quarter. 
The main points establish transformation as an absolute requirement which will determine organisational success in the upcoming times. The fundamental stories indicate that customers seek flawless experiences, which NEXT can deliver by continuing its transformation process. The organisation needs to preserve its present workforce competencies because it will teach staff members to handle their expanding duties.
The organisation maintains two-way communication through its feedback system, which includes monthly pulse surveys and change ambassador feedback sessions and open forum sessions and leadership listening tours, and digital platform continuous feedback features (Hiatt, 2006). 

Risk Management and Evaluation
Risk management systems detect all potential threats which could stop organisational transformation from reaching its desired outcomes. The implementation of technology systems faces two main risks, which stem from vendor breakdowns and problems that occur during system integration. The mitigation process requires organisations to choose vendors carefully while using flexible project methods, and they must establish strong project oversight and create backup strategies. The process of change implementation faces two primary risks because employees tend to resist changes, and organisational cultures naturally oppose transformations. The implementation of mitigation requires organisations to use ADKAR principles (Hiatt, 2006) for complete change management, and they must start early with all stakeholders while maintaining open communication and showing their leaders' active involvement. 
The evaluation framework measures transformation effectiveness through comprehensive metrics. The financial metrics consist of three-year revenue growth between 15-20% and profit margin expansion between 1.5-2 percentage points, and net present value exceeding £200 million, and a £50 million yearly cost reduction. The company uses Customer metrics, which include Net Promoter Score at 65 or higher and customer satisfaction at top quartile levels, and online conversion rates at 35% better performance, and omnichannel engagement at 40% customer channel usage. The operational metrics consist of three performance indicators, which include inventory accuracy at 99% and forecast accuracy at 90% or better and order fulfilment speed at 95% next-day delivery, and store productivity at 20% better performance. The sustainability metrics consist of two elements, which include carbon emission operational neutrality and 75% product sustainability through sustainable materials and 15% customer involvement in circular economy initiatives, and full disclosure of all supply chain operations. The organisation monitors employee performance through four essential performance indicators, which consist of engagement score targets at 20% growth and 90% training completion rates and 30% retention improvement for critical roles, and 50% leadership role advancement.
Organisations use the review cadence to conduct regular evaluation meetings, which help them identify their most important changes. The system conducts weekly operational reviews to monitor current performance indicators. The steering committee holds monthly meetings to track the progress of all active projects which are currently underway. The company conducts quarterly strategic reviews to evaluate its current development path. The Annual comprehensive evaluations assess transformation effectiveness through complete organisational assessments. Organisations can enhance their present operations through the Learning culture emphasis, which allows them to utilise their achieved and unachieved results (Burnes, 2004).
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NEXT plc stands at a critical point which demands immediate strategic decisions to handle the deep retail market transformations which affect the industry. The need for complete organisational change instead of small modifications emerges from digital disruption and competitive market pressure and environmental sustainability needs, and changing customer preferences. The change management plan solves these problems by uniting multiple initiatives which focus on digital platform excellence and omnichannel operations and artificial intelligence implementation and sustainability leadership, and workforce development.
The transformation vision establishes NEXT as the leading omnichannel fashion and home retailer in the UK, which will build brand reliability through digital innovation while maintaining sustainable operations. The successful deployment of changes needs to use established change management models, which should be modified to fit the unique environment of NEXT (Kotter, 1996; Lewin, 1947; Hiatt, 2006). The most suitable method for change management involves using Kotter's 8-Step Model for program structure together with ADKAR principles for personal transformation and Lewin's frameworks for understanding psychological aspects of change.
The success of implementation depends on NEXT's ability to involve all 43,000 employees who need to grasp the reasons behind the change and develop the needed skills, and adopt required modifications. The organisation needs to achieve complete communication and active involvement, and leaders must show their dedication and recognise all progress to generate organisational energy (Kotter, 1996; Hiatt, 2006).
The retail industry undergoes continuous change, so organisations must maintain their transformation efforts by tracking their environment and implementing strategic changes and learning from their experiences (Burnes, 2004). The new capabilities from this transformation program will benefit NEXT beyond particular projects to establish enduring market leadership.
The organisation has shown its ability to adapt and stay resilient through its forty years of operation. Organisations face their most challenging transformation requirements because they must achieve both fast pace and wide scope changes at levels which exceed all previous organisational shifts. The Swift implementation process needs to begin right away because retail operations will keep running without any disruption. NEXT needs to start right away to get transformation benefits, which will help the company stay as the market leader in British retail throughout the next period.
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