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[bookmark: _Toc214230494]Executive Summary
This report outlines a strategic change plan for Marks & Spencer (M&S) as it faces challenges from digital disruption, the growth of online shopping, and shifting customer expectations. The analysis shows that M&S must improve its digital systems, strengthen cybersecurity, and develop staff skills to remain competitive.
The report examines the company’s recent history, key environmental changes, and appropriate change management models such as Kotter’s 8 Steps. It also explores the role of leadership and organisational culture in facilitating successful transformation.
A practical change plan is proposed, focusing on upgrading the website and app, using AI tools, improving staff training through a Digital Skills Academy, enhancing cybersecurity, and increasing efficiency through automation. Clear objectives, financial details, communication methods, and evaluation processes are included.
Overall, the plan aims to help M&S become a more modern, digital, and customer-focused retailer, better prepared for future challenges and long-term growth.
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[bookmark: _Toc214230495]
Introduction

The task given to a recently appointed Change Manager at Marks & Spencer (M&S) is to guide the company through a period of significant transformation. According to Li, Wang, and Zhang (2023). M&S is one of the United Kingdom’s most recognised and respected retailers, known for its quality products, trusted brand, and long-standing customer relationships. However, the business is currently facing considerable challenges due to changing consumer behaviours, increased competition, and rapid technological developments. 
This report also highlights the growing importance of cybersecurity, especially considering recent cyber-related issues affecting the company, by emphasising the need for stronger digital protection, improved systems, and staff awareness. M&S can reduce risks and protect customer trust. (Woods, Doherty, and Stephens, 2022).
As a Change Manager, the objective is to develop and implement a strategic change plan that addresses these challenges while positioning M&S for sustainable success. This report analyses the key internal and external factors driving change, evaluates their impact on the organisation, and applies recognised change management models to guide the transformation process effectively. 













[bookmark: _Toc214230496]Introduction to Marks & Spencer (M&S)

Marks & Spencer Group plc (M&S) is one of the United Kingdom’s most recognisable and trusted retail brands. Established in 1884 by Michael Marks and Thomas Spencer in Leeds, the company has grown from a small market stall into an international retailer known for its focus on quality, value, and innovation (Marks & Spencer, 2024). Today, M&S operates over 900 stores across the UK and more than 450 stores overseas through franchise and partnership models, employing around 65,000 people worldwide (M&S Annual Report, 2024).
The business is divided into two main areas: Food and Clothing & Home. The Food division is known for its premium and ethically sourced products, which have helped M&S maintain a strong reputation for quality. However, the Clothing & Home division has faced more challenges, particularly as fashion trends and customer preferences have changed over time (Hirsch, 2023). Increased competition from fast-fashion retailers like Zara, H&M, and Primark, as well as online brands such as ASOS and Shein, has made it harder for M&S to keep pace and attract younger shoppers (Mintel, 2024).
The retail environment itself has been undergoing rapid transformation. Digital technology, the growth of online shopping, and shifting lifestyles have transformed how customers purchase and engage with brands (PwC, 2023). The COVID-19 pandemic accelerated these changes, compelling traditional retailers like M&S to reassess their strategies, enhance their digital presence, and optimise their supply chains (Deloitte, 2023).  Furthermore, current economic challenges, including inflation, rising living costs, and shifts in consumer confidence, have placed additional pressure on the business to evolve and remain competitive (KPMG, 2024). In response, M&S launched its “Never the Same Again” transformation programme. This initiative aims to modernise the company by making it more agile, data-driven, and customer-focused (Marks & Spencer, 2021). They began selling clothes from other popular brands, upgraded their website and delivery services, and improved the efficiency of their stores. A key part of this change is the partnership with Ocado Retail, which has helped M&S build a stronger presence in online grocery shopping (BBC News, 2023).
Looking ahead, M&S’s goal is to become a sustainable, digitally led retailer that delivers consistent value to its customers while maintaining its long-standing commitment to ethical practices (M&S Annual Report, 2024). The company’s mission, “to make every moment special for our customers,” remains central to everything it does and now reflects a more modern understanding of what customers expect in a fast-changing retail world. As part of this, M&S is also strengthening its cybersecurity measures to protect customer data and ensure its digital services remain safe and reliable, particularly considering the recent cyber-attack, which highlighted the importance of building a more secure and resilient retail operation. The purpose of this report is to analyse the triggers for change facing M&S, evaluate how the organisation has managed past change initiatives, and present a new strategic change plan that supports its long-term business objectives.
[bookmark: _Toc214230497]Recent history of M&S and changes in the internal/ external environment, including digital disruption

According to Hong (2024), in the early 2000s, Marks & Spencer (M&S) started to struggle in its main clothing and home departments. This was mainly because customer tastes were changing, the products were perceived as outdated, and the company relied too heavily on its physical stores rather than online sales.
As noted by Choudhary and Piparo (2020), although the food division continued to perform well, clothing, which had once been the company’s strongest area, experienced declining sales and lost its appeal to many shoppers. To deal with these problems, M&S launched several major change programmes, including “Your M&S” in 2004, the “Plan A” sustainability project in 2007, and later a digital transformation strategy led first by CEO Steve Rowe and now continued by Stuart Machin (Ralph and Eley 2022). 
The “Plan A” programme positioned Marks & Spencer (M&S) as a leader in sustainability by targeting carbon neutrality, ethical sourcing, and waste reduction. This enhanced the company’s reputation but did not prevent sales declines in its core areas. In 2018, M&S launched a significant turnaround strategy to modernise the business. This emphasised digital technology, efficiency improvements, and the closure of unprofitable stores, while increasing investment in online shopping. When the COVID-19 pandemic emerged in 2020, it became even more vital for M&S to accelerate its digital initiatives, as store visits plummeted and most customers increasingly shopped online instead (Datta, 2011).	
[bookmark: _Toc214230498]Analysis of Environmental Changes Affecting Marks & Spencer 

Marks & Spencer (M&S) has faced many challenges and opportunities in recent years due to changes in its internal and external environment. The company has had to respond to major shifts in technology, the economy, and customer behaviour. In addition to digital changes and rising costs, M&S also experienced a major cyber-attack. In April 2025, a skilled hacking group called Scattered Spider broke into the company’s systems, forcing M&S to halt online orders, block contactless payments, and disrupt click-and-collect services. The attack didn’t happen because M&S’s own systems were weak. Instead, hackers got in through a third-party company that worked with M&S, where staff were tricked by phishing emails. This shows that retailers can be put at risk not only by their own systems but also by the companies they partner with (Heuvel, 2025).
[bookmark: _Toc214230499]Impact of PESTLE Factors on M&S’s Digital Transformation

Marks & Spencer’s digital transformation has not happened in isolation. It has been shaped by a combination of political, economic, social, technological, legal, and environmental factors. These forces have both pushed and guided the company to modernise its operations, improve online services, and adopt new technologies.
Political Factors
The UK’s Brexit decision has had a big impact on M&S. New trade rules and border checks made it harder and more expensive to import goods from Europe, encouraging M&S to improve digital tracking systems for logistics and inventory management. This impacted both food and clothing supply chains (Choudhary and Piparo 2020). The company also faced rising costs due to changes in labour laws and increases in the minimum wage. Government policies promoting sustainability and reducing carbon emissions have also prompted M&S to expand its “Plan A” environmental programme, focusing on waste reduction and the use of more eco-friendly materials (Boyani 2024). The UK government’s support for digital skills and technology adoption (for example, through tax incentives and innovation funds) has made it easier for M&S to invest in digital infrastructure.
Economic Factors
The UK has experienced a cost-of-living crisis caused by inflation and rising energy prices (The Guardian, 2023). As a result, many customers are spending less and choosing cheaper alternatives like Aldi, Lidl, and Primark. M&S, known for being a premium brand, has had to adapt by offering better value ranges such as “Remarkable Value” in food and more affordable clothing options. To stay competitive, M&S had to improve its e-commerce platform, use AI for dynamic pricing, and streamline operations to reduce costs. The company has also been cutting costs and closing unprofitable stores to stay competitive (Rajput, 2025).
Social Factors
Customer behaviour has changed dramatically. Shoppers now prefer convenience, online shopping, and sustainable products. Younger customers often choose brands that are trendy, ethical, and digitally active, such as ASOS or Zara. M&S’s traditional customer base tends to be older, so the company is trying to modernise its image to attract younger generations. The pandemic also increased the demand for home delivery and click-and-collect services, which M&S had to expand quickly (Nguyen, 2025).
Technological Factors
The recent cyber-attack on Marks & Spencer (M&S) highlights the growing risks associated with digital transformation and online retail operations. This incident demonstrates how technological factors can create both opportunities and vulnerabilities. The attack disrupted parts of M&S’s digital services and raised concerns about data protection and customer privacy, emphasising the need for stronger cybersecurity systems, AI-based threat monitoring and employee training in cyber awareness (Ganapathy, Gupta and Arora, 2025). It also reinforces the importance of investing in secure digital infrastructure to maintain customer trust and ensure the long-term success of M&S’s digital transformation strategy. 
The rise of digital disruption and e-commerce has forced M&S to modernise. M&S has also begun using Artificial Intelligence (AI) and data analytics to improve customer experience, predict demand, and personalise marketing. For example, AI is used to help manage stock, plan promotions, and recommend products online. However, M&S is still working to fully update its systems and digital skills across the organisation (Ganapathy, Gupta and Arora, 2025).
Legal Factors
M&S must follow many UK and EU laws related to employment, consumer protection, and data privacy. Since the introduction of the UK GDPR, the company has had to improve how it stores and protects customer data. There are also legal pressures to ensure ethical supply chains and fair labour practices, especially in developing countries where many products are made. Cyber-attacks also fall under Legal factors due to data protection laws and regulatory compliance obligations. Failing to comply could damage the company’s reputation. Legal pressures pushed M&S to invest in secure digital systems and develop policies for ethical data and AI use (Watson, Wilson and Macdonald 2025).
Environmental Factors
Sustainability is now a major issue in retail. Customers expect brands to care about the environment and reduce waste. M&S has led the way with its “Plan A” initiative, which focuses on being carbon neutral, cutting plastic use, and sourcing products responsibly (Marks & Spencer, 2023). However, the company faces competition from other brands that are also promoting green initiatives. Environmental challenges such as climate change, energy costs, and supply-chain emissions continue to influence M&S’s long-term strategy. Environmental goals encouraged M&S to use digital tools for sustainability monitoring and eco-friendly operations (Thasni, Andrlić and Caneshious, 2025).
[bookmark: _Toc214230500]SWOT Analysis: Digital Innovation at Marks & Spencer (M&S
[bookmark: _Toc214230501] (Fig 1) SWOT ANALYSIS

	STRENGTHS
	WEAKNESSES

	Strong band reputation
Investment in digital transformation
Successful Ocado partnership
	Legacy IT systems
Slow adoption of digital innovation
Cybersecurity risks

	OPPORTUNITIES
Expansion of AI and automation
Growth in online shopping
Data-driven decision-making
	THREATS
Intense online competition
Cybersecurity threats
Rapid technological change



STRENGTHS (Internal factors)
M&S has a long-standing reputation for quality and reliability, which supports customer confidence in its digital platforms (Marks & Spencer, 2023).  Under the leadership of Stuart Machin, M&S has made major investments in e-commerce, cloud infrastructure, and AI-driven systems to modernise operations (Retail Gazette, 2024). The joint venture with Ocado has strengthened M&S’s online food delivery capabilities, a key area of growth. M&S’s “click-and-collect” service links stores and online platforms, which have improved convenience and customer satisfaction.
WEAKNESSES (Internal factors)
Outdated technology still limits efficiency and makes integration with newer systems difficult. Compared with fully digital retailers like ASOS or Amazon, M&S was slow to embrace online retail and mobile technology (The Guardian, 2023). The recent 2025 cyber-attack revealed weaknesses in digital security, damaging short-term consumer trust. Many employees still need training to fully adapt to new digital tools and systems (Tuncdogan, 2025).
OPPORTUNITIES (External factors)
AI can help M&S personalise marketing, predict demand better, and manage stock more efficiently, which reduces waste and saves money. Growing e-commerce gives M&S a chance to attract younger, tech-savvy customers. Better data analytics can support product development, pricing, and loyalty programmes. Technology can also help M&S track sustainability goals (Rajput, 2025). Stronger cybersecurity is also important, as it protects customer data, prevents online fraud, and keeps M&S’s digital systems safe as the company becomes more digital.
THREATS (External factors)
Competitors like Amazon, ASOS, and Next are highly advanced in digital retail, setting high expectations for the online shopping experience. The increasing number of cyberattacks in the retail sector could disrupt digital operations, resulting in financial or reputational damage. The pace of digital innovation means M&S must continually invest in new systems to stay relevant. Inflation and cost-of-living pressures may limit consumer spending, reducing returns on digital investments (De Paoli, 2025). 
[bookmark: _Toc214230502]Impact of Digital Disruption & Online Shopping on M&S

Digital disruption has changed how people shop. They now expect fast service, easy-to-use websites, and shopping tailored to their tastes. M&S was slower than many rivals to make this shift, especially in its clothing business and online grocery delivery. To respond, M&S formed a 50–50 joint venture with Ocado, a digital grocery expert. This deal allowed M&S to use Ocado’s advanced delivery technology to sell its food range online. Still, the rise of mobile shopping apps and AI-powered recommendations means M&S must keep investing in technology. For example, it needs better systems to predict what customers will want, manage its stock more effectively, and give each shopper more personalised online experiences (Munson, 2019). 
[bookmark: _Toc214230503]Impact of AI and Automation
AI now plays a key role in areas such as stock management, demand forecasting, customer analytics, product recommendations, and warehouse automation. Competitors have introduced AI-driven systems that reduce waste, improve efficiency, and enhance customer experience. M&S must adopt similar solutions to manage inventory more effectively, reduce costs, and personalise the customer journey. Failure to keep pace with AI advancements would leave M&S at risk of declining competitiveness (Nguyen, 2025).
[bookmark: _Toc214230504]Evaluating digital innovation and cybersecurity with change management models,
[bookmark: _Toc214230505]Lewin’s Change Management and Kotter’s 8-step Model. 
Marks & Spencer (M&S) has undergone extensive strategic changes over the last two decades in response to evolving customer preferences, online competition, and digital disruption. The company’s transformation journey, especially its shift towards e-commerce, AI, and operational efficiency, required strong change management practices. To understand how M&S managed this change, several established models can be applied, including Lewin’s Change Management Model and Kotter’s 8-Step Model.
Kurt Lewin’s (1951) model describes organisational change in three stages: Unfreeze – Change – Refreeze.
Unfreeze This first stage prepares the organisation for change. It involves creating awareness of the need for change and encouraging people to move out of their comfort zones. Clear communication is key to reducing resistance and building readiness.
Change (Transition) Here, the actual transformation happens. New behaviours, systems, or processes are introduced. It can be a tough phase, so support and guidance are vital to help people adapt.
Refreeze. The final stage stabilises the change. New practices are reinforced until they become part of the culture. Recognition and rewards help embed the changes long-term.
[bookmark: _Toc214230506]Lewin’s Change Management Model, evaluation for M&S
Unfreeze
Before the transformation, M&S faced major challenges, including falling clothing sales, outdated stores, and a weak online presence (The Guardian, 2023). Leaders recognised that the traditional way of doing business was no longer sustainable.
The “unfreezing” stage occurred when the company’s leadership communicated the urgency of adapting to new consumer behaviour and digital expectations. CEO Steve Rowe (2016–2022) launched campaigns to help employees understand why change was necessary. Internal reports and staff briefings highlighted the threat from fast-growing online rivals such as ASOS and Amazon, motivating employees to support digital change (Taylor, 2019).
Change
The “change” phase began when M&S introduced its digital transformation strategy. This included partnerships with Ocado for online grocery delivery, the introduction of AI-based analytics, and modernisation of supply chain systems. The company also closed underperforming stores and retrained staff to work in multi-channel environments. Leaders focused on communication and training to reduce resistance, using workshops, online platforms, and continuous feedback systems (Samadzadeh, 2024). 
Refreeze
The final stage, “refreezing,” involved embedding new practices into the company culture. M&S introduced new performance indicators to measure digital growth, customer satisfaction, and online sales. Ongoing leadership from Stuart Machin has reinforced a “digital-first” culture, helping employees see technology as a normal part of daily work rather than a disruption (Ralph and Eley 2022).
[bookmark: _Toc214230507]Kotter’s 8-Step Model
John Kotter (1996) expanded on Lewin’s ideas by creating an eight-step model for leading change. M&S’s transformation aligns well with several stages of Kotter’s process.
1. Creating a Sense of Urgency
M&S leaders communicated the risks of not adapting to digital trends. Public announcements about falling profits and online growth challenges created a strong case for immediate action (Omee, 2023).
2. Building a Guiding Coalition
A leadership team worked with technology and operations experts to drive transformation. Partnerships with Ocado and Microsoft further strengthened leadership support (Le Thuy and Oe, 2020).
3. Developing a Vision and Strategy
The vision was to become a “digital and data-led retailer”. This was clearly communicated through corporate strategy documents, focusing on sustainability, innovation, and customer experience (Li, Wang and Zhang 2023). 
4. Communicating the Vision
M&S improved internal communication through online portals, employee town halls, and training sessions. The company used success stories to demonstrate early wins and sustain engagement (Chkanikova and Mont 2011).
5. Empowering Broad-Based Action
Barriers such as outdated IT systems were addressed through heavy investment in digital infrastructure. Employees were trained to use new technologies and decision-making tools (Boyani Mogire 2024).
6. Generating Short-Term Wins
Early successes, such as the growth of online food sales through Ocado and improved app usability, gave confidence that the transformation was working (Thomas, 2024). 
7. Consolidating Gains
After initial results, M&S expanded digital initiatives across clothing and home departments. The leadership continued to improve systems and processes based on customer feedback (Nguyen 2025).
8. Anchoring New Approaches
Digital transformation became part of the company’s DNA, included in annual reports, leadership KPIs, and training programmes (Rajput 2025).
Evaluation:
Kotter’s model fits well with M&S’s structured approach to transformation. It emphasises leadership, communication, and momentum. However, M&S’s experience also shows that change is ongoing, not a one-time project. The company must continue to adapt to cyber threats, AI evolution, and shifts in consumer behaviour.
[bookmark: _Toc214230508]Evaluation of Change Management and the Role of Leadership at M&S
Marks & Spencer has undergone major strategic changes, mainly focusing on digital transformation, store closures, supply chain modernisation, and cultural renewal. The change was largely driven by a combination of financial pressures, competition from online retailers, digital disruption, and changing consumer expectations.
[bookmark: _Toc214230509]Role of Leadership in Managing the Change
Leadership Style Used: Transformational Leadership
[bookmark: _Toc214230510]Leadership played a crucial role in driving and sustaining change. M&S leaders demonstrated transformational leadership, which is focused on inspiring change, innovation, and long-term vision (Bass & Riggio, 2006). Steve Rowe and Stuart Machin created a clear transformation strategy focused on digital growth, omnichannel retailing, and customer-centric innovation. Leaders used internal communication campaigns to keep employees informed and motivated. They invested in digital training programmes, retraining staff from traditional retail roles to digital roles. Senior leaders supported sustainability, ethical sourcing, and technology adoption, modelling the change they wanted to see (Ralph and Eley 2022).
(Fig 2) Impact of Organisational Culture on Change at M&S


	Positive Cultural Impact
	Negative Cultural Impact

	Strong values like quality, trust, ethics, and customer service helped support sustainability goals (Plan A) and kept customer loyalty strong.
	Many long-term employees resisted change because they were used to old ways of working.

	Loyal employees and a trusted brand helped people believe in leadership decisions.
	Decision-making was slow due to a strict hierarchy and a culture that avoided taking risks or trying new ideas.

	Focus on responsibility and customer service matched well with customer-focused digital change (Sengupta & Sengupta, 2018). 
	The traditional culture made it hard for the company to quickly adapt to new technology and digital skills (Hammett, 2018, May 23)



M&S has a long history and a strong corporate identity based on quality, trust, and customer service. This culture had both positive and negative effects on the change process. To shift the culture, leaders promoted innovation, agility, and a digital mindset through new training and performance systems, “Digital first” company campaigns, Collaboration, flexibility, and inclusion in decision-making for M&S (Choudhary and Piparo 2020).
Evaluation — Was the Change Successful?
Overall, the change at M&S achieved good progress, especially in digital growth. The company reports “considerable changes” in its transformation, with the Ocado partnership and digital tools, such as the Digital NPS, improving online performance (M&S Annual Report 2019; M&S Annual Report 2022). However, challenges remained. M&S admits some parts of the organisation are still “slow, bureaucratic and hierarchical,” which made cultural change difficult (M&S Strategic Report 2019). Research also shows that long-standing issues with accountability and resistance slowed progress in areas such as the clothing division (Talent Management Study 2022). This shows that while the change was partly successful, a deeper cultural transformation is still ongoing.
Employees and store-level staff showed early resistance, and the financial strain of store closures and job losses created additional pressure. Some areas, such as the clothing division, were slower to adapt, and although progress has been made, the cultural shift needed to fully embed the transformation is still underway.

[bookmark: _Toc214230511]Change Management Plan for Marks & Spencer (M&S)
[bookmark: _Toc214230512]1, Introduction

Marks & Spencer (M&S) is evolving to become a more digital, modern, and future-ready retailer. The company faces stiff competition, rising operating costs, and a continued shift towards online shopping (Rajput, 2025). The change plan concentrates on accelerating digital growth, enhancing the customer experience both online and in-store, and investing in staff training to develop new skills. Sustainability has also become a key priority, with M&S aiming to reduce carbon emissions, minimise waste, and establish more responsible supply chains. Additionally, the company needs to strengthen its cybersecurity measures by upgrading systems, increasing data protection, and training employees to recognise and prevent cyber threats. Collectively, these initiatives are designed to make M&S more resilient, innovative, and competitive in a rapidly changing retail landscape.
[bookmark: _Toc214230513]2. Proposed Change
[bookmark: _Toc214230514]Digital Acceleration and Workforce Transformation Programme
Objective: Modernise M&S by improving online sales, enhancing customer experience, building digital capabilities, and strengthening cybersecurity.
The proposed change, called the “Digital Acceleration and Workforce Transformation Programme,” aims to modernise M&S by using advanced technology, automation, and data across the whole business. This programme focuses on improving customer experience through better use of AI and data analytics, growing online sales by strengthening the e-commerce platform and mobile app, and investing in stronger cybersecurity to prevent data breaches, especially after recent cyber incidents. It also includes training staff so they can develop digital skills and work confidently with new systems. Overall, the programme aims to create a more agile, flexible, and innovative culture that will help M&S continuously improve and stay competitive in a fast-changing retail market.
[bookmark: _Toc214230515]Fig 3. Key Objectives
	Goal
	Target
	Timeframe

	Increase online sales
	+50% growth
	By 2027

	Improve cybersecurity
	Get ISO 27001 certification
	By 2026

	Train employees
	80% trained in digital skills
	By 2026

	Improve customer satisfaction
	+45% in ratings
	By 2027

	Cut costs
	10% through automation
	By 2027



The key objectives of the change plan focus on helping M&S become a stronger and more modern retailer. The aim is to grow its online sales by 50% by 2027 and improve cybersecurity by achieving ISO 27001 certification by 2026, especially important after recent cyber incidents (Kaunisto, Virtanen and Sainio, 2025). Another major goal is to train at least 80% of employees in digital skills so they can work confidently with new technologies. Also, to improve customer satisfaction by 45% through better digital services and personalised experiences. Finally, the organisation will aim to reduce costs by 10% through automation and more efficient processes (Hargrove et al, 2025).  Together, these objectives will support M&S in becoming more digital, secure, customer-focused, and competitive in the future.
[bookmark: _Toc214230516]4. Change Approach (Based on Kotter’s Model)
4,1 Creating a sense of urgency
Show the need for digital change and security
4,2 Build a team
Create a group of leaders from all departments to work on the digital plan
4,3 Create vision
Set a clear goal to make M&S more digital and focused on customers.
4,4 Communicate
Keep staff and customers updated on progress and changes
4,5 Empower employees
Give tools, training, and freedom to innovate.
4,6 Show quick wins
Celebrate the launch of the upgraded website and early AI analytics successes.
4,7 Build momentum
Keep expanding digital projects and growing successes.
4,8 Make it stick
[bookmark: _Toc214230517]Add digital goals to performance reviews. Include digital KPIs in performance appraisals and maintain ongoing training.
5. Financial Plan (Estimated)
In the 2025 Annual Report, Marks & Spencer (2025) notes that they are investing heavily in technology infrastructure and logistics to support growth: “We are spending £600m‑£650m on capital investment in 2025/26 of which £200m‑£250m is being invested in technology infrastructure, store maintenance and upgrades to its logistics fleet.” In addition, M&S has made a landmark investment of £340 million in its food supply chain, including a highly automated distribution centre incorporating digital, automation, and AI elements (Technology Magazine, 2025). The 2024 ESG Report also highlights that “Technology and innovation and a lot of emissions reductions across our supply chain are reliant on improved technology and innovation” (Marks & Spencer, 2024).
Over the next three years, an investment of £140 million distributed across key areas, £50 million in digital systems and AI, £20 million in cybersecurity, £15 million in employee training, £25 million in online marketing, and £30 million in automation can be expected to deliver a return on investment (ROI) of 15–20%. Studies show that digital technology and AI often increase sales and cut costs (Verhoef et al., 2021). Research also finds that automation can save money by reducing manual work and improving efficiency. Strong cybersecurity, such as following ISO 27001, helps organisations avoid expensive data breaches, training employees in digital skills improves productivity and supports successful digital change (Stephen and Caleb, 2025).  Finally, online marketing and personalised services are proven to increase customer engagement and revenue (Bleier, Harmeling and Palmatier, 2019). Together, these benefits support a realistic overall ROI of 15–20%.
).
[bookmark: _Toc214230518]6. Communication Plan
As noted by Postažauskaitė, and Andriukaitien (2025), effective communication is essential for successfully implementing change across all stakeholders. Employees should be kept informed and reassured through regular meetings and newsletters, helping to reduce fear and resistance. Managers will receive detailed reports and participate in performance reviews to track progress and ensure alignment with objectives. Customers will be engaged through the company website and social media channels, building trust and keeping them updated on new initiatives. Investors will be provided with updates and formal reports to demonstrate growth and maintain confidence in the business. Finally, suppliers will be included in joint meetings to align on changes and ensure smooth collaboration throughout the supply chain. This structured approach ensures that all groups remain informed, engaged, and supportive of the organisation’s goals.
[bookmark: _Toc214230519]7. Evaluation Plan
The success of the change will be monitored through a structured evaluation plan covering several key areas. Online performance will be reviewed quarterly by tracking sales growth and website traffic to assess digital impact. Customer feedback, gathered through surveys and reviews, will also be evaluated quarterly to ensure the experience aligns with expectations. Staff engagement will be measured twice a year through training results to ensure teams are equipped and motivated to support the transformation. Financial performance, including ROI and cost savings, will be assessed annually to determine overall value and efficiency. In addition, cybersecurity will be reviewed quarterly through risk checks to maintain strong protection and operational resilience.
[bookmark: _Toc214230520]8. Risks and Solutions
[bookmark: _Toc214230521]Risk Analysis Matrix

	Risk
	Likelihood
	Impact
	Action

	Staff resistance
	Medium
	Medium
	Workshops, mentoring, and Digital Champions

	Over budget
	Medium
	High
	Regular financial tracking, phased investment

	Tech issues
	High
	High
	Backup systems, cloud redundancy, and IT support

	Customer disruption
	Medium
	Medium
	Pilot testing, gradual rollout, strong support

	Skill gaps
	Medium
	Medium
	Training, mentoring, and ongoing assessment



Risk management is gaining importance within organisations because it increases managers’ understanding of potential issues and supports better strategic decision-making. Without recognising the risks a business faces, it becomes harder to prevent errors, challenges or poor choices (Wojtyto, Michalik, and Berski 2025). The risk analysis indicates that technology issues pose the greatest threat to the success of the change plan, as they are highly likely to occur and would cause significant disruption if systems fail or cybersecurity problems arise. Exceeding budget is also a significant risk, as unexpected costs or delays can impact the entire project and hinder progress. Staff resistance, customer disruption, and skill gaps are all medium-level risks, but they still need careful management. Staff resistance could slow down the change process if employees feel unsure or unprepared. Customer disruption may occur if new systems cause delays or confusion during the transition. Skill gaps can also affect the quality and speed of implementation if employees do not have the right digital capabilities. By planning training, clear communication, strong IT support, and close budget monitoring, M&S can manage these risks effectively and keep the programme on track.
[bookmark: _Toc214230522]9. Conclusion

In conclusion, M&S needs to continue its digital transformation to stay competitive in a fast-changing retail environment. The rise of online shopping, new technology, and increasing customer expectations has created both challenges and opportunities for the company. The proposed Digital Acceleration and Workforce Transformation Programme gives M&S a clear and practical way forward. By improving its online platforms, training staff, strengthening cybersecurity, and increasing operational efficiency, M&S can build a stronger, more modern business. Using change management models such as Kotter’s 8 Steps and focusing on supportive leadership will help the company guide employees through this transition successfully. If M&S follows this plan and reviews progress regularly, it will be in a much better position to meet its long-term goals, improve customer experience, and secure a sustainable future in the retail market
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