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Executive Summary
This report is a plan to change management for Marks & Spencer (M&S) as one of the UK’s most iconic retailers moves through a crucial transition to survive in today’s swiftly moving retail landscape. Due to digital disruption, changing consumer behaviour and economic challenges M&S is facing, there is a need for a proactive and structured approach to future change. Regarding change plan, it involves adopting omnichannel retail model, creating digital capabilities, and redefining the company’s customer centricity to present a contemporary consumer expectation. The external pressures facing M&S, such as competition from e commerce players and how economic volatility makes it difficult for the retailer to preserve profitability is discussed in the first part of the report. In order to solve these problems the leadership styles of transformation and adaptability are promised, the leadership style that favours inspiration for employees and also adapt to market changes. It also looks at the part organisational culture plays in this change, and how it can help to align M&S’s well established values with its digital and customer focused change. Objectives, financial aspects, communication plan to engage stakeholders and an evaluation framework to review progresses are then outlined in a detailed change management plan. With this structured and responsive change strategy M&S doesn’t just safeguard its legacy, but it also sets up for success in a future driven by customer demands.
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[bookmark: _Toc180762989]Introduction 
A firm that in its existence has been around for a century as well and a firm that is well known in the UK retail sector for quality products that they provide with excellent customer service is Marks & Spencer. However, in recent years, M&S continues to face enormous challenges that require adaptable and strategic transformation. In modern times, the retail industry has emerged with high competition among the industries due to technological competence and changing consumer behaviour (M&S, 2024a). Many traditional retailers have been in the digital disruption crossfire – as is the case with M&S, which is now under pressure to adapt to customer preference for online shopping and omnichannel shopping, in particular. Economic uncertainties and higher operating costs have also made profitability suffer and leads to robust change management. This report will be used to design an M&S's complete change management plan based on his historic legacy and current market requirements. This plan will present external pressures, assess change management models, and look at the role of leadership and organisational culture in turning the plan into actionable events which will lead to sustained success of M&S as a growing company in the digital software.info present era of retail. M&S’ recent history, the study of external factors, model of change and strategic roadmap for future growth are covered in the report.
[bookmark: _Toc180762990]Current State of Marks & Spencer 
Marks & Spencer, commonly abbreviated as M&S, is one of Britain's leading retailers delivering quality food, clothing, and homeware to millions of customers worldwide. It is operated based on an inspirational mission of making quality accessible to all while focusing on delivering brilliant customer experiences both in store and online while continuously transforming and innovating as the leader and disruptor. M&S's organizational structure can be divided into three major groups: Food, Clothing & Home and International business (M&S, 2024). The food business is often credited as prominent in terms of food safety, freshness, and innovation. M&S offers a wide range of proprietary own-brand sustainable and of high quality, focusing on easy-cooked meals and unique partnerships - joint venture with Ocado and collaboration with Costa Coffee, among others, that expand its food offer ranges (M&S, 2024).
The clothing & Home division has a focus on contemporary, fashion and value for money products, restyling its ranges to focus on best sellers and more everyday value. M&S has also developed a number of guest brands that it sells both in its own online and selected stores to keep its offer fresh and relevant for customers. The international division reaches over 32 million customers across more than 70 markets through partnerships and online. The international arm helps to extend the brand of M&S much further than in the UK. It has 434 stores and 39 websites across the world (M&S, 2024a). Since M&S is, continually innovating and reinvesting in the company's products in a way to always meet the dynamic needs of the company's customers. While at the same time maintaining reputation for quality, value, and sustainability of all food, clothing, and homeware businesses, the above states are effective growth drivers.
Marks & Spencer, commonly abbreviated as M&S, is one of Britain's leading retailers delivering quality food, clothing, and homeware to millions of customers worldwide. It is operated based on an inspirational mission of making quality accessible to all while focusing on delivering brilliant customer experiences both in store and online while continuously transforming and innovating as the leader and disruptor. M&S's organizational structure can be divided into three major groups: Food, Clothing & Home and International business (M&S, 2024). The food business is often credited as prominent in terms of food safety, freshness, and innovation. M&S offers a wide range of proprietary own-brand sustainable and of high quality, focusing on easy-cooked meals and unique partnerships - joint venture with Ocado and collaboration with Costa Coffee, among others, that expand its food offer ranges (M&S, 2024).
The clothing & Home division has a focus on contemporary, fashion and value for money products, restyling its ranges to focus on best sellers and more everyday value. M&S has also developed a number of guest brands that it sells both in its own online and selected stores to keep its offer fresh and relevant for customers. The international division reaches over 32 million customers across more than 70 markets through partnerships and online. The international arm helps to extend the brand of M&S much further than in the UK. It has 434 stores and 39 websites across the world (M&S, 2024a). Since M&S is continually innovating and reinvesting in the company's products in a way to always meet the dynamic needs of the company's customers while at the same time maintaining reputation for quality, value, and sustainability of all food, clothing, and homeware businesses, the above states are effective growth drivers.
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Like for many traditional retailers, Marks & Spencer (M&S) has been particularly affected by the various external environmental factors and such an approach to change management is required. One major problem, having been overwhelmed by the rapid rise of e-commerce giants like Amazon and fast fashion chains like ASOS and in Boohoo. So these companies have changed the customer’s expectations of convenience, speed and personalized shopping. M&S has invested heavily in digital adaptation by hiving the online offering and, in particular, developing an improved online platform as well as the type of partnerships that has seen them partner with Ocado to further roll out their online grocery business. While M&S has done well to mitigate much of these threats through prudence, it is still being pressed extremely hard to hasten its changeover to a truly omnichannel retail model that pulls together its physical and online stores (Naidoo and Gasparatos, 2018). Having already experienced a shift in customer preferences towards online shopping in the aftermath of the pandemic due to COVID 19 in place, M&S need to further refine their digital capabilities.
This is also good news for making these challenges more challenging, as it has done in the past in depressing M&S’s profits and market standing. Indeed, the UK labor market has been tough recently, as prices are increasing and shortages are exerting crazy pressure on supermarket retailers (Henry, 2021). However, these pressures have put additional pressures on the operations of M&S with resulting impacts on margins and hence on the ultimate financial performance. Also, to effectively handle cost factors affecting its many costs, M&S has to struggle to strike a balance on differentiation mechanisms aimed at attracting customers without straining on the profitability frontier since the firm serves a cost-sensitive population (Schleper et al., 2021). Due to such volatility, M&S has been compelled to reconsider its financial strategies and the same has been forced to reconsider its financial strategies when the economic climate turns hostile as it currently is.
It also can be noted that M&S strategic decisions are concerned not only with digital and economic factors, but also with factors such as a shift in customer demographics, increases in sustainability expectations and regulation. Consumer base is shifting from being traditional to being more diversified with individuals as young as twenty one years preferring products that have been sustainably produced and in an ethical manner as pointed out by Islam et al(2021). This shift has been embraced perfectly by M&S through its sustainability strategy under the Plan A that to, to promote waste saving, cutting down of carbon and promoting circular business approach. That is, there is the issue of constantly adapt to regulatory factors such as environment ordinances and act regulations, employees remuneration acts among others (Habersang et al., 2019). These demographic and regulation factors collectively are transforming the retail world, which have forced M&S to sustain the company’s brand continued existence and also the absorb modern consumer orientation and legal dynamics (Katsikeas et al., 2020). Altogether, these external factors call for a demand on a powerful change management plan to ensure that M&S will continue to be competitive and clients attracted in an ever changing market.
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In the view of Upadhyay et al., (2021), the critical evaluation of change management highly involves two models namely the Lewin model and the Kotler model. In considering the Lewin model, there are three main stages Unfreeze, Change, and Refreeze. In the Unfreeze stage, the organization is made ready for the change process by questioning the status quo displaying the reasons why change is necessary, and getting the people ready to unload the previous way of behaving and acting.  Moreover, in this stage, they remain open to change, and the readiness of the employees' minds is addressed (Upadhyay et al., 2021). The Change stage encompasses the practices, processes, or structures that are being implemented. In this phase, management acts to unveil the changes that are wanted and to facilitate the process where workers adapt to the changes.  However, Refreeze is designed to make the newly established changes last as the organizational culture's fundamental components (Li et al., 2023). The model focuses strictly on the linear approach for implementation, which may not fit well since organizational change is usually characterized by non-linearity. Moreover, in the present world scenario, where business environments are changing with increasing speed, the final stage is refreezing, which may not be so relevant because organizations are ready to accept change and more than capable of readying themselves for the frozen state (Alexander and Bardey, 2020).
Kotter’s model is best applied to large change management because this approach focuses on leadership and communication. Significantly, it enables management to build teams that understand organizational goals and objectives (Crosby, 2020). However, the model can also be interpreted as somewhat rigid since all steps need to be done in a certain sequence, which may not be a good suit for many organizations since they can be highly volatile. On the other hand, the Kotler model indicates eight steps that provide significance to the change model.  In addition to this, it creates a sense of urgency and stresses the want to change to encourage those interested in the company. Moreover, form a powerful coalition and assemble a crew of opinion makers to fuel the change. Subsequently, in developing a vision and strategy state the behaviors that will get the organization to the vision and what tactics support the organization effectively. However, communication is important to make the vision understood across the organization. In the view of Kolter and Manek, (2019), empowering broad-based action eliminates constraints that prevent change and promotes activity by initiating employees. In addition, empowers broad-based action which eliminates constraints that prevent change and promotes activity by initiating employees. However, consider the small victories as these will go a long way in gaining much-needed momentum. Moreover, consolidates gains and produces more change by enhancing the credibility that results from the first victories to propel additional change efforts. Subsequently, sustain the change through deployment as a part of the organizational culture.
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In Lewin’s model, the Unfreeze when considering its applicability to the digital transformation and organizational restructuring of M&S entails understanding the current culture and practices that hinder change. In the view of Ulijn and Salamzadeh, (2024), employee cynicism is one of the threats that M&S has to deal with, as well as overly importance of the understanding of how the digital transition is going to be helpful. Awareness of the competitive drivers and purchasing trends that are influencing the change must be raised. In the Change phase, M&S can introduce new digital tools and processes that would respond to the expectations of its consumers, and at the same time would able to provide training to the employees and provide them with all the necessary support in the course of adoption of new change (Anjum et al., 2024).  Subsequently, Refreeze state, where, the new practices will be incorporated into M&S, to make them permanent which will increase efficiency.
Moreover, Kotler’s model, M&S should be able to define how the organization would effectively establish the need for a change to the digital business model due to competition forces and evolving customer needs. The leaders in various departments should be assembled in a coalition that will facilitate the implementation of this change (Nyame-Asiamah and Ghulam, 2020). Furthermore, during the activities, clarity on perspective for a digitally nimble M&S will inspire employees. Significantly, wins in the short-term, for instance in the form of the recent online campaign or selling customers on the idea of engagement on the digital platform will go a long way in creating an aura of confidence that the change is a good thing. Moreover, the consolidation of gains will make the company more fit for future change because M&S is a company that should remain innovative in the face of competition. 
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The role of effective leadership is essential to the success of change management in any organisation where it takes place but is particularly relevant when it is operating in the context of an organisation such as Marks & Spencer (M&S), where reputation and brand are so important. Adopting M&S transformation by embarking on transformational leadership style will be very beneficial to the style (Storey, 2016). This is one that celebrates inspiring and motivating staff towards the future, which a retailer like M&S has needs to do to lift it’s digital footprint but keep its values at heart. As M&S respond to rapidly changing market developments, transformational leaders are paying attention to employee engagement, resource innovation and the development of a sense of purpose (Piercy, 2016). Translating M&S from traditional management using an adaptive leadership approach enables it to adapt to changing market conditions, technological developments and sudden (or unexpected) challenges, such as changing economic performance or new legislation. Adaptive Leadership empowers M&S to be agile, adaptive, and responsive: To stay relevant they are forced to shift and adjust strategy.
In the case of M&S digital transformation and operational changes as such a major change, leadership is an important factor in ensuring that data happens across the organisation, across all levels. Leaders need to be able to announce what change is for business in terms that employees, stakeholders and customers alike can understand. By providing feedback and listening, M&S leaders can help build a culture of trust and engagement with the organisation, which can assist to keep everyone readily ‘on the same page’ (Polman, 2016). Resistance to change is also found in well established companies with traditional working practices which operations leaders must also manage. Helping prepare for a change with leaders that actively listen to the employee’s concerns; who offer support during the transition and emphasise the change benefit will ease anxiety of resistance.
They have to be as customer focused as M&S leaders are as they implement change. And while the company is on a path toward digital and omnichannel operations, can leaders continue to support M&S' commitment to high quality, affordable and sustainable products? Instead, focus on the customer experience, and in order to get it, the customer needs lead up to the change in the organization, step by step (Jones et al., 2016). At once they are helping M&S become contemporary in its change process, but also more in tune with the feelings of its customers. Through transformational and adaptive leadership M&S can help them lead on their change journey with a clarity, resilience and in ‘the customer’s first’ viewpoint.
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M&S is traditionally built for a conservative culture that has been particularly customer-focused and endorsed quality-oriented values. The company was founded in 1884 and originally gained popularity by offering superior quality products, especially in the departments of food and apparel. This commitment to quality is not just a gimmick it runs throughout the whole organizational structure, from supplier’s right down to customers (Galli, 2019). Customer focus as a cultural value in M&S aims to provide appropriate solutions, following customers' needs. Additionally, people are encouraged to relate with those with products to buy or services to sell, meaning an employer/employee relationship that exists to ensure the satisfaction of the customer.  Moreover, the organization fosters togetherness and allegiance, this is supportive of its need to practice the creation of an uplifting shopping environment (Maini et al., 2020). Furthermore, this culture of customer-oriented has been crucial for creating long-term consumer relationships that helped M&S to create a competitive advantage and differentiate it from other similar retailers. This traditional culture though is rooted and can be resistant to change. The traditions are a useful but also somewhat problematic concept when seeking to implement new concepts in businesses and organizations, especially due to the existing pressure due to digitalization and changing consumer profiles.
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In the current context, M&S has a rich traditional culture both benefiting and obstructing recent change in the company. On the one hand, a particular emphasis on quality, and communication with customers has contributed to the successful transition towards the further improvement of the customers' experience (Collins et al., 2023). However, the optimization of in-store products fits into this company's strategically crafted values. However, employees who share value to quality, tend to adopt changes that will favor customer satisfaction (Nurhasanah et al., 2024). However, this greatly ingrained culture hinders change processes especially related to digitalization. Additionally, self-protective beliefs such as the belief in one's stock of knowledge and the fear of change result in resistance from the staff. Staff members are forced to embrace new changes suggesting that such alterations would reduce the quality and customer service of the company. 
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For M&S to achieve organizational cultural changes in support of the digital and customer-experience change agenda involves leadership continuity and communication of organizational culture are invaluable (Collins et al., 2023). Additionally, At M&S, senior management needs to articulate clearly how the four themes of digital transformation will be achieved while maintaining the brand attributes of quality goods and good service (Roşca, 2020). Subsequently, the key to making some of these changes is to periodically remind the employees of the reason why change is necessary and the positive impact it is going to have on the organization.
 Nevertheless, through the engagement and training of employees, organizational adaptability becomes possible within the enterprise. M&S needs to develop extensive training processes to prepare employees for the usage of new inventive technologies (Burnes, 2020). Additionally, enabling the employees to contribute their ideas and implement their suggestions in organizational actions will enable staff to champion change consequently minimizing the level of resistance. Such participation will help grow their competencies while at the same time owning the processes of change being made. Moreover, M&S must focus more on recognizing all successes specific to the digital domain in the short term. Additionally, one of the challenges of change is to emphasize that change has occurred and to demonstrate the benefits by pointing at successes, like as a digital campaign or increased customer engagement (Mahmud et al., 2022). Additionally, these successes can be taken and shown by M&S that transformation indeed has a favorable result, hence promoting continuous participation in the process.
Furthermore, it is important to ensure that cultural values fit the digital strategies in place. To achieve its goals, M&S needs to incorporate these core values in its digital transformation that currently defines the multinational retailing company. Moreover, there needs to be an emphasis on which aspects of the technology can benefit the customer instead of just how it can benefit the firm. Moreover, to encourage the employees to welcome the digital initiatives, management must anchor it on quality as well as service. Therefore, continued learning has to become a force of habit and M&S has to encourage its staff and workers to innovate constantly. However, the cultivation of a culture of learning that is geared towards change will help the organization to be better placed regarding the ongoing changes. Additionally, supporting the employees in introducing activities that would allow them to adopt the innovation, and at the same time considering failure as a positive concept, will help develop the spirit of agility in the personnel.
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The primary objectives for M&S’s change management plan are:
Increase Digital Presence
However, with the increasing sales of the online channel and threat from other players such as e commerce platforms, there is a need to improve the online channel for M&S. M&S plans to increase its online range of products across its own website and third-party platforms. They also enhance its mobile application to make it easy to use for the customer, and particularly during the checkout process (Herhausen et al., 2020). Integrate data analysis skills to market to the customers arising out of their shopping trend, taste and past purchases.
Enhance In-Store and Online Customer Experience
M&S has always been sourcing its products with quality, but they must continue delivering to the customers today’s expectations. This goal includes by transforming physical stores to merge the physical gap between the online and offline realms through advanced kiosks, digitized price tags, self-checkout, and other instruments (Dolega et al., 2021). Offering measures for click-and collected services which involves taking orders online and allowing customers to make purchases online and come and collect them physically. Continued improvement of the quality of customer service store and online uses technical training in the use of digital tools, and the customer-oriented training designed for Omni channel shopping (Savytska et al., 2022).
Achieve Operational Efficiency
Another definite aim refers to the financial success and operational effectiveness that is vital to M&S, so this explicit objective will met by getting supply chain focus with real-time stocks, automated re-ordering, and better distribution. Improving workplace productivity of its employees by offering training sessions and acquiring and adopting the latest tools that can help them deliver a much more attentive and attentive service to customers (Alexander and Kent, 2022). Further by doing this it brings down operational expenses for example through efficiency in energy utilization tactics, efficient staffing, and cutting down on wastages in operations. These are mutually achievable goals as more time is spent on digital presence and enhancing customer experience, it delivers a better operation to support and enhance M&S’s strategic positioning (Suh and Moradi, 2023).
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	Investment Area
	Details
	Estimated Budget (£)
	Expected ROI / Financial Impact

	Technology Investment
	
	
	

	- E-commerce Platform Upgrades
	Redesign website, enhance mobile app, expand digital channels
	£5,000,000
	Increase online sales by 15-20% over the next 3 years

	- Data Analytics & AI
	Personalized customer recommendations, improved inventory management
	£2,000,000
	Increase repeat purchases by 10%, optimize inventory

	- In-Store Digital Tools
	Smart shelves, digital tags, self-checkouts, and customer-facing kiosks
	£3,000,000
	Improve in-store customer experience, reduce labor costs

	Staff Training
	
	
	

	- Digital Training Programs
	Training for all employees on new digital tools and customer service skills
	£1,500,000
	Boost employee productivity by 15%, reduce turnover

	- Leadership Development
	Equip managers with change management and digital leadership skills
	£750,000
	Strengthen adaptability and digital focus in management

	Marketing Costs
	
	
	

	- Customer Engagement Campaigns
	Awareness campaigns on digital channels and in-store for new services
	£1,000,000
	Increase customer base by 8%, drive foot traffic

	- Loyalty Programs & Discounts
	Digital-exclusive discounts and promotions
	£500,000
	Increase customer retention by 10%, higher average spend

	Sustainability Initiatives
	
	
	

	- Energy-efficient Systems
	LED lighting, renewable energy sources, recycling initiatives
	£1,000,000
	Reduce operational costs by 5% through energy savings

	Contingency Fund
	Allocation for unforeseen expenses and adjustments during implementation
	£500,000
	Maintain financial flexibility and support smooth rollout

	Total Estimated Budget
	
	£15,250,000
	Expected ROI: Improved profitability & customer growth



The Proposed Change Management Plan for Marks & Spencer is that of strengthening its online platform, optimising its relations with customers and operating optimally. In addition to the capital expenditures for IT enhancements, the number of staff, advertising strategy, and other investments in sustainability are estimated to amount to £15.25 million. The financial investments seek to increase online revenues by up to $15-$20 million, increase employee productivity by 15%, and customer loyalty by 10%. In more detail, this plan aims at preparing M&S by unequivocally placing it into the new concrete retail world in order to make it profitable and loyal.
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	Communication Component
	Target Audience
	Objectives
	Channels/Methods
	Frequency
	Metrics for Evaluation

	Internal Communication
	Employees
	Inform about changes, gather feedback, address concerns
	Town Hall Meetings
	Monthly
	Employee engagement survey results, attendance rates

	
	
	Keep updated on progress
	Email Newsletters
	Bi-weekly
	Open and click-through rates

	External Communication
	Customers
	Build awareness of new services and offerings
	Customer Engagement Campaigns
	As needed (major updates)
	Customer feedback, engagement metrics

	
	
	Enhance customer experience
	Social Media Announcements
	Weekly
	Social media engagement rates

	Stakeholder Engagement
	Suppliers, Investors
	Inform about strategic changes and expected outcomes
	Focus Groups
	Quarterly
	Feedback collected from discussions

	Leadership Alignment
	Management Teams
	Ensure consistent messaging
	Training for Leaders
	Once (initial training)
	Post-training feedback, knowledge assessments

	
	
	Keep leaders informed about changes
	Regular Leadership Briefings
	Bi-weekly
	Participation rates, feedback from leaders
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	Evaluation Component
	Description
	Metrics
	Methods
	Timeline
	Reporting

	Objective 1: Assess Change Effectiveness
	Evaluate if changes meet goals, focusing on growth and satisfaction.
	Online Sales Growth: 15-20% increase
	Surveys, Performance Dashboards
	Baseline (pre-change)
	Quarterly evaluation reports

	
	
	Customer Satisfaction Scores (NPS, CSAT)
	Customer Surveys
	3-6 months post-implementation
	Stakeholder feedback sessions

	Objective 2: Identify Areas for Improvement
	Determine strengths and weaknesses in the change management process.
	Operational Efficiency: Inventory turnover rates
	Focus Groups
	12 months post-implementation
	Comprehensive evaluation report

	
	
	Employee Engagement Scores: 15% improvement
	Performance Dashboards
	24 months post-implementation
	Final evaluation report

	Evaluation Methods
	Utilize various methods for quantitative and qualitative data collection.
	N/A
	Surveys, Focus Groups, Performance Dashboards
	N/A
	N/A

	Feedback Mechanisms
	Establish channels for ongoing stakeholder feedback on the evaluation process.
	N/A
	Feedback Surveys
	Continuous
	Regular updates and feedback loops

	Continuous Improvement
	Use evaluation findings to adapt strategies and initiatives.
	N/A
	Evaluation Reports
	Ongoing
	Adjustments to change management plan



[bookmark: _Toc180763002]Conclusion 
It is at an anytime of rapid change for Marks & Spencer (M&S) to change to the changing nature of retail, which is never more unpredictable than it is now. The transformation style and adaptive style of leadership determines a total change approach to the transformation of M&S through this transition period, the total change approach to the change plan is based on the proposed change management plan. M&S needs to convert to an omnichannel programme, stand by their customer centric values and introduce greater digitisation even more. To maintain M&S's competitiveness and profitability it is necessary to manage the effectiveness of this transition. To minimise resistance and enable employees to get excited about your business, stress alignment, cultural cohesion and proactive empathetic communication at all levels of the organisation. Additionally, the strategic plan has also linked operational efficiency and sustainability in such a way that M&S has been able to meet the present market needs also and be prepared for the challenges of tomorrow day. This change, we hope, will enable M&S to be the trusted UK retailer that we are in an incredibly fast moving, and customer lead industry.
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