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[bookmark: _Toc225046723]1. Overview of Marks and Spencer
[bookmark: _Toc225046724]Introduction
 Marks and Spencer (M&S) are one of the most prominent retail organisations in the United Kingdom, operating across both the department store and grocery retail sectors. Established in 1884, the company has built a strong reputation for quality, trust, and innovation, making it a well-recognised brand among UK consumers. As of 2025, M&S employs over 63,000 colleagues and operates 1,053 owned, 800 for food only and approximately 230 for both food and clothing alongside with franchise stores in the UK, with a presence in over 32 international markets, reflecting its extensive global reach. 
M&S holds a distinctive position in the market due to its dual focus on clothing and premium food products. In 2025, the retailer ranked first among leading department stores while its food division secured the second position within the UK supermarket category. The company holds a 3.9% market share in the food segment and 10% share in clothing market (Marks and Spencer, 2025).
Financially, M&S has demonstrated strong performance, achieving record revenue of approximately £14 billion in the financial year 2025, an increase of over £700 million from the previous year. The UK market remains the primary contributor, generating nearly £13 billion in revenue. Notably, around two-thirds of total revenue is derived from the food segment, which alone accounted for over £9 billion in sales (Ou, 2025). 
[bookmark: _Toc225046725]Mission and Vision: The mission of M&S is centred on delivering high-quality products while maintaining strong customer trust and operational excellence. Its vision is “to be the most trusted retailer, doing the right thing for customers, with exceptional quality products at the heart of everything it does” (Marks and Spencer Group plc, 2026). This is supported by its purpose of delivering a consistent and distinctive M&S experience to customers across all channels, whether in-store or online.
[bookmark: _Toc225046726]Rationale for Selection
The selection of Marks & Spencer (M&S) is justified by the significant challenges it faces due to digital disruption and increasing competition in the retail industry. While the company continues to perform strongly in its food segment, its clothing division shows consistent decline. In the three months to 27 December, food sales at established stores rose by 5.6%, whereas clothing sales fell by 2.9%. Although total sales increased by 3.3% to £4.15 billion, this growth is primarily driven by food, masking weaknesses in clothing (Butler, 2026).
A key issue is M&S’s inability to keep pace with rapidly changing fashion trends, unlike competitors such as Zara. Challenges including outdated designs and inconsistent sizing (vanity sizing) have reduced its competitiveness. In addition, the company’s late transition to e-commerce has placed it at a disadvantage, with customers reporting non-user-friendly website experiences and poor navigation, negatively affecting engagement.
Cybersecurity issues have further weakened performance and trust. As reported by Finamore (2026), in November 2025, M&S reported that underlying profits fell significantly to £184.1 million in the six months to 27 September, compared to £413.1 million a year earlier, largely due to a cyberattack that halted online orders for more than six weeks.
These factors, including declining clothing sales, weak digital capabilities, and loss of customer trust, make M&S a highly relevant case for analysing change management in response to digital disruption and competitive pressure.
[bookmark: _Toc225046727]2. Marks and Spencers Environmental Analysis
According to Shatilo (2020), organisations operate within both internal and external environments, where the internal environment influences organisational growth and processes, while the external environment provides resources and shapes decision-making, innovation, and overall performance. Bischoff, Weitzel, and Mayer (2012) define environmental scanning as a managerial approach that utilizes external data for informing and strengthening strategic decisions.
[bookmark: _Toc225046728]External Environment
[bookmark: _Toc213157699][bookmark: _Toc225046729]1. PESTEL Analysis
PESTEL analysis contributes to environmental scanning by helping organisations examine macro-environmental influences in a systematic way leading in supporting effective strategic planning (Çitilci and Akbalık, 2020).
Political Factors
Marks & Spencer operates in a highly regulated environment influenced by UK government policies, labour laws, and post-Brexit trade regulations. Brexit has increased import costs and supply chain complexity, while rising minimum wages add to operational expenses given its workforce of over 63,000 employees. Increasing regulatory pressure on sustainability and ethical sourcing also impacts supplier management and operational decisions.
Economic Factors
Economic conditions such as inflation and the cost-of-living crisis have reduced consumer spending, particularly affecting non-essential categories like clothing. Although M&S reported revenue of £13.9 billion, clothing sales declined by 2.9%. Rising operational costs and shifting consumer preferences have also led to store closures and restructuring strategies to maintain profitability, reflecting the financial pressure on traditional retail formats.
Social Factors
Changing consumer behaviour towards convenience, online shopping, and sustainability significantly influences M&S. While its food segment aligns with health-conscious trends, the clothing division struggles to meet fast-changing fashion demands. Issues such as outdated designs and vanity sizing have negatively impacted brand perception, especially among younger consumers, compared to competitors like Zara, Next and H&M and many more.
Technological Factors
Technological advancement is a critical factor in retail competitiveness. M&S has faced challenges due to its late transition to e-commerce, with only 10.5% of clothing and home sales generated online. Customers have reported poor website usability and unsatisfactory app experiences, affecting engagement and conversion rates. Furthermore, a major cyberattacks disrupted online operations for over six weeks, reducing profits to £184.1 million from £413.1 million and damaging customer trust in its digital platforms.
Environmental Factors
Sustainability expectations and environmental regulations require M&S to reduce emissions, improve packaging, and ensure ethical sourcing. While the company has implemented sustainability initiatives, balancing environmental responsibility with cost efficiency remains a challenge.
Legal Factors
M&S must comply with strict legal requirements, including data protection, employment laws, and consumer safety regulations. Following the cyberattack, data protection and cybersecurity compliance have become increasingly important to rebuild customer trust and avoid legal consequences.
[bookmark: _Toc225046730]2. Porter’s Five Forces
Porter’s Five Forces helps organisations understand competition and industry structure, enabling better strategic decisions and improved long-term performance (Porter, 2008).
· Competitive Rivalry (Very High): Marks & Spencer faces intense competition across both food and clothing. In food, Tesco dominates through pricing and scale, while in clothing, Zara outperforms M&S with faster trend adaptation. This pressure is reflected in a 2.9% decline in clothing sales, alongside ongoing store closures and restructuring.
· Threat of New Entrants (Moderate): Traditionally, entering retail required high investment in physical stores and supply chains, which protected M&S. However, the rise of e-commerce has made it easier for new online brands to enter with lower costs. Digital-first brands can quickly attract customers through social media and fast delivery models. Since M&S was late in strengthening its online platform, it is more exposed to these new entrants than before.
· Bargaining Power of Suppliers (Moderate): M&S works with a large network of suppliers, particularly for its premium food and clothing lines. While its brand strength gives it some negotiating power, increasing costs of materials, sustainability requirements, and global supply chain disruptions reduce its control. Ethical sourcing expectations also limit flexibility, increasing dependence on reliable suppliers.
· Bargaining Power of Buyers (Very High): Customers have strong power due to low switching costs and many alternatives. Issues such as vanity sizing, declining clothing appeal, and poor website usability reduce customer loyalty. The cyberattack, which halted online orders for over six weeks and reduced profits to £184.1 million from £413.1 million, further damaged trust and increased buyer sensitivity.
· Threat of Substitutes (Very High): Substitutes are widely available. Consumers can switch to lower-cost supermarkets or fast-fashion brands, while online platforms offer better convenience and user experience. M&S’s weaker digital performance, with only 10.5% of clothing and home sales online, increases substitution risk.
[bookmark: _Toc225046731]Determinants of Change
According to the findings of (Boyani Mogire, 2024), a key driver of change for Marks & Spencer is the rapid shift towards e-commerce, with online platforms contributing up to 45% of revenue in some stores, driven by Millennials and Generation Z. However, M&S’s late transition, poor website usability, and security issues highlight weak organisational capabilities in responding to digital disruption. Technological advancements such as AR and AI-driven personalisation are further raising expectations, with 70% of consumers willing to shop more using AR and 40% willing to pay more, increasing pressure for digital investment.
At the same time, demand for casual wear rose by 40% in 2023, while overall spending declined after an 80% increase in 2021, reflecting economic pressure and value-driven behaviour. Strong competition from Zara, Next, and Levi’s, along with reduced demand for formal wear, outdated designs, vanity sizing, and limited inclusivity, highlights a clear misalignment with market expectations. These pressures reveal both external challenges and internal capability gaps, reinforcing the need for strategic change.
[bookmark: _Toc225046732]3. Comparative Analysis of Change Management Models
The following comparison is derived from the research and findings of Yli-Kerttula and Varis (2023), highlighting key aspects of Kotter and ADKAR models.
	Criteria
	 Kotter Model
	ADKAR Model

	Definition
	It is a comprehensive 8-step framework introduced that focuses on leading organisational change through urgency, vision, and embedding change into culture (Kotter, 2012).
	A goal-oriented model developed by Prosci (Hiatt, 2006) that focuses on achieving successful change through five individual-level outcomes: Awareness, Desire, Knowledge, Ability, and Reinforcement.

	Primary Focus
	Organisation-wide transformation, leadership alignment, and cultural change
	Individual behaviour changes and employee adoption

	Approach
	Sequential, top-down, and leadership-driven, requiring strong direction from senior management
	Sequential, bottom-up, and people-centric, focusing on guiding individuals through change stages

	Usability
	Simple and structured, but depends heavily on capable leadership and organisational readiness
	Easy to understand, logical, and highly practical, suitable for both organisational and personal change

	Scalability
	Highly scalable and effective for large organisations and complex strategic transformations
	More suitable for small-scale, team-level, or individual changes; less effective for large strategic shifts alone

	Effectiveness
	Ensures long-term and sustainable change by embedding it into organisational culture, but can be time-consuming if employee alignment is weak
	Effective across various change types and provides a clear pathway for adoption, but may oversimplify complex organisational challenges

	Time Requirement
	Can be lengthy due to multiple stages and the need for organisation-wide alignment
	Requires continuous training, coaching, and reinforcement, making it resource-intensive over time

	Leadership Requirement
	Requires strong, experienced leadership with excellent communication and vision-setting capabilities
	Requires active managerial involvement, coaching, and support, particularly during knowledge and ability development stages

	Transparency & Communication
	High level of transparency required; success depends on effective communication from leadership
	Very transparent and straightforward; communication is embedded within each stage of the model

	Motivation Type
	Encourages autonomous motivation by building organisational commitment and shared vision, though often management-driven
	Focuses on controlled and structured motivation through step-by-step guidance and reinforcement mechanisms

	Flexibility
	Situation-dependent and requires appropriate organisational context; less adaptable in rapidly changing environments
	Flexible at the individual level but may not fully address complex organisational dynamics

	Strengths
	Provides clear strategic direction, strong leadership framework, and supports large-scale transformation and cultural change
	Enhances employee engagement, reduces resistance, and ensures successful adoption of change at the individual level

	Weaknesses
	Limited focus on individual behavioural change and resistance management; heavily reliant on leadership effectiveness
	Limited strategic perspective and may be too simplistic for large-scale organisational transformation

	Criticism
	Criticised for being more commercially oriented and leadership-centric.
	Criticised for being overly simplistic and consultant-driven, lacking depth for complex transformations



[bookmark: _Toc225046733]Critical Justification
Kotter’s 8-Step Model is the most suitable approach for Marks & Spencer as it provides a comprehensive and structured framework for managing large-scale organisational transformation. The challenges faced by M&S, including digital disruption, weak e-commerce capabilities, declining clothing performance, and intense competition from retailers such as Zara, Next, and Levi’s, require a model that focuses on strategic direction, leadership alignment, and cultural change. Kotter’s model addresses these needs by emphasising the creation of urgency, development of a clear vision, and embedding change within organisational culture, enabling long-term and sustainable transformation. In contrast, the ADKAR model is primarily focused on individual-level behavioural change and employee adoption, making it less suitable for addressing the broader strategic and structural challenges faced by M&S. Similarly, although a hybrid Kotter-ADKAR approach could provide a more comprehensive solution by combining strategic and behavioural perspectives, it is not adopted in this case due to its increased complexity, resource requirements, and implementation time, which may slow down urgent transformation efforts. Furthermore, Kurt Lewin’s three-stage model is overly simplistic and more appropriate for stable environments, whereas M&S operates in a dynamic and continuously evolving retail landscape. Therefore, Kotter’s model is the most appropriate choice as it aligns with the scale, urgency, and strategic nature of change required at M&S.
[bookmark: _Toc225046734]4. The Influence of Leadership and Organisational Culture on Change
Different leadership styles can significantly influence organisational effectiveness and performance, as they shape how change is managed, decisions are implemented, and employees respond within the organisation (Nahavandi, 2002).
· [bookmark: _Toc225046735]Transformational Leadership
Transformational leadership focuses on inspiring and motivating employees through a clear vision and innovation (Nanjundeswaraswamy and Swamy, 2014). This style is highly relevant for Marks & Spencer as it supports large-scale change such as digital transformation, brand repositioning, and improving customer experience. With increasing competition from Zara and Next, leaders must encourage employees to embrace new ideas and adapt to changing market demands. However, while it drives engagement and innovation, it may lack focus on operational control.
· [bookmark: _Toc225046736]Transactional Leadership
Transactional leadership is based on structured processes, performance monitoring, and reward or punishment systems to achieve specific goals (Nanjundeswaraswamy and Swamy, 2014). At M&S, this style is useful in managing operational efficiency, particularly during store closures, cost control, and supply chain management. It ensures employees meet performance targets and maintain consistency in operations. However, it is limited in driving innovation and may not address long-term strategic challenges such as digital transformation and changing consumer preferences.
· [bookmark: _Toc225046737]Situational Leadership
Situational leadership involves adapting leadership style based on the situation and the needs of employees. This approach is particularly suitable for M&S due to the complexity of its challenges, including digital disruption, cybersecurity issues, and evolving customer expectations. Leaders may adopt a directive style when implementing new technologies, and a supportive or coaching approach when helping employees develop new skills. However, its effectiveness depends on the leader’s ability to accurately assess situations and respond appropriately.
· [bookmark: _Toc225046738]Critical Analysis: For Marks & Spencer, a combination of transformational, transactional, and situational leadership styles is most effective, as it balances strategic vision, operational control, and flexibility required to manage ongoing organisational change.
Similarly, according to Andrew Brown (1998), organisational culture refers to the shared patterns of beliefs, values, and learned ways of responding to experiences that develop over time and are reflected in organisational practices and employee behaviour. Similarly, Geert Hofstede (1997) emphasises that culture shapes how individuals think and behave, highlighting the importance of understanding organisational culture when managing behaviour and change within an organisation. Different cultural frameworks provide insight into how values, behaviours, and structures influence the success of change initiatives.
· [bookmark: _Toc225046739]Schein’s Model of Organisational Culture
Schien (2010) identifies three levels of culture: artefacts, espoused values, and underlying assumptions. At Marks & Spencer, artefacts such as store layouts and premium branding reflect values of quality and trust, but underlying assumptions rooted in traditional retail may resist digital transformation. This creates barriers to adopting new technologies, highlighting the need for a shift towards innovation and digital agility.
· [bookmark: _Toc225046740]Handy’s Cultural Types
Handy (1993) categorises organisational culture into power, role, task, and person cultures. M&S traditionally reflects a role culture, characterised by structured processes, defined roles, and hierarchical control. While this supports stability and operational efficiency, it limits innovation and responsiveness, which are critical in a fast-changing retail environment. To support digital transformation and competitiveness, M&S needs to shift towards a more task-oriented culture, encouraging collaboration, flexibility, and innovation.
· [bookmark: _Toc225046741]Hofstede’s Cultural Dimensions
Hofstede (1997) explains that organisational culture shapes behaviour through dimensions such as power distance, uncertainty avoidance, individualism, masculinity, long-term orientation, and indulgence. At Marks & Spencer, a hierarchical structure (high power distance) and high uncertainty avoidance may slow decision-making and create resistance to digital technologies. A more traditional, short-term and restrained approach further limits innovation, highlighting the need for clear communication, training, and employee involvement to support change.
· [bookmark: _Toc225046742]Critical Analysis: Overall, the culture at Marks & Spencer offers strengths such as strong values of quality and trust, but rigid structures and traditional mindsets limit adaptability. Resistance to digital transformation and changing fashion trends slows progress, highlighting the need for a cultural shift towards innovation, flexibility, and continuous learning.
[bookmark: _Toc225046743]5. Strategic Change Implementation Plan
[bookmark: _Toc225046744]1. Vision and Objectives for Strategic Change
Change Vision
The change vision for Marks & Spencer is to become a digitally advanced, customer-centric retailer delivering a seamless omnichannel experience while strengthening its clothing segment. This includes enhancing e-commerce capabilities, improving digital customer experience, aligning products with young , trending and modern preferences, rebuilding trust after past disruptions, and increasing relevance among younger consumers.
Change Objectives
To achieve this vision, the following strategic objectives are proposed:
· Enhance Digital Capabilities and Experience: Improve website usability, mobile app performance, and provide a seamless online shopping experience by integrating advanced technologies such as AI, AR, virtual try-ons, and fit guides to increase engagement and sales. 
· Improve Customer Experience: Deliver a consistent omnichannel experience across online and physical stores while ensuring accessibility and ease of use for all customer groups. 
· Revitalise Clothing Segment: Update product designs, address issues such as vanity sizing, introduce adaptive clothing for customers with disabilities, and ensure inclusivity through expanded size ranges and modern, functional fashion. 
· Strengthen Brand Position and Marketing Strategy: Revitalise brand identity to resonate with younger consumers by adopting strategies such as micro-influencer marketing and continuously analysing changing purchasing behaviour. 
· Strengthen Competitive Position: Compete effectively with retailers such as Zara and Next by improving responsiveness to trends, pricing strategies, and market demands. 
· Rebuild Customer Trust: Enhance cybersecurity measures and ensure reliable digital operations to restore confidence in online platforms. 
· Develop Organisational Capabilities: Upskill employees, improve digital literacy, and foster a culture of innovation, adaptability, and data-driven decision-making.
[bookmark: _Toc225046745]2. Stakeholder Analysis
	Stakeholder
	Interest in Change
	Level of Influence
	Impact of Change
	Management Strategy

	Employees
	Job security, skill development, adapting to digital systems
	Medium
	Directly affected by new technologies, processes, and roles
	Provide training, clear communication, and involve in change process

	Customers
	Better online experience, product quality, value for money, inclusivity
	High
	Improved shopping experience, new products, and digital services
	Enhance user experience, gather feedback, ensure customer satisfaction

	Senior Management
	Strategic success, profitability, competitive positioning
	High
	Responsible for planning and implementing change
	Strong leadership, clear vision, and continuous monitoring

	Suppliers
	Stable demand, long-term partnerships, sustainability requirements
	Medium
	Changes in sourcing, product design, and supply chain processes
	Maintain strong relationships and clear communication

	Shareholders/Investors
	Financial returns, growth, and risk management
	High
	Affected by performance outcomes of change initiatives
	Provide performance updates and ensure transparency

	Technology Partners
	Successful implementation of digital systems and innovation
	Medium
	Involved in developing e-commerce, AI, and cybersecurity systems
	Collaborate closely and ensure technical support

	Government & Regulators
	Compliance with laws, data protection, and sustainability standards
	High
	Influence legal and operational requirements
	Ensure compliance and follow regulatory guidelines



Stakeholders with high influence and high interest, such as customers, management, and investors, require close management to ensure successful change implementation.
[bookmark: _Toc225046746]3. Implementation
	Kotter Step
	Application and Leadership Steps
	Expected Outcome

	Create Urgency
	Share internal reports showing 2.9% decline in clothing sales, only 10.5% online sales, and impact of cyberattack (profits fell from £413.1m to £184.1m). Use town halls and dashboards to show threat from Zara, Next, and Levi’s.
	Employees understand the risk and need for immediate change

	Build Guiding Coalition
	Create a core transformation team including CEO, digital heads, IT, marketing, and store managers to lead change across online and stores.
	Clear ownership and faster decision-making

	Form Vision and Strategy
	Define a digital-first strategy: improve website/app, introduce AI/AR tools, update clothing lines, and target younger customers.
	Clear direction everyone can follow

	Communicate the Vision
	Run weekly updates, emails, internal portals, and training sessions explaining what is changing and why.
	Reduced confusion and stronger employee buy-in

	Empower Employees
	Train staff on new digital systems, customer service tools, and product knowledge. Remove outdated processes slowing online operations.
	Employees ready and confident to deliver change

	Generate Short-Term Wins
	Launch improved website features, virtual try-ons, and new clothing collections. Track early improvements in online sales and customer feedback.
	Quick wins build confidence and momentum

	Sustain Acceleration
	Expand digital features, improve supply chain speed, increase use of data/AI, and continue updating product range.
	Continuous improvement and stronger market position

	Anchor Change in Culture
	Embed digital-first mindset, reward innovation, and make training continuous to support long-term adaptability.
	Change becomes permanent part of M&S culture



[bookmark: _Toc225046747]4. Communication Plan
	Stakeholder
	 Message
	Channel
	Frequency
	Purpose

	Employees (Store & Office Staff)
	Change vision, new digital tools, training updates, role changes
	Emails, team meetings, training sessions, internal portal
	Weekly / Ongoing
	Build awareness, reduce resistance, and prepare employees for change

	Senior Management
	Progress updates, performance metrics, key challenges
	Board meetings, reports, dashboards
	Bi-weekly / Monthly
	Support decision-making and ensure alignment

	Customers
	Improved online experience, new features (AR, virtual try-ons), updated clothing lines
	Website, app notifications, social media, email marketing
	Regular campaigns
	Improve engagement, rebuild trust, and increase sales

	Suppliers
	Changes in product requirements, timelines, sustainability standards
	Emails, meetings, supplier portals
	Monthly / As needed
	Ensure supply chain alignment and product quality

	Investors/Shareholders
	Financial performance, digital transformation progress, growth strategy
	Annual reports, investor briefings
	Quarterly
	Maintain transparency and investor confidence

	Technology Partners
	System updates, integration requirements, cybersecurity improvements
	Meetings, technical documentation
	Ongoing
	Ensure smooth implementation of digital systems

	Regulators
	Compliance with data protection, labour, and sustainability regulations
	Reports, formal submissions
	As required
	Ensure legal compliance and avoid penalties





[bookmark: _Toc225046748]6. Financial and Resource Plan
	Area
	Financial Allocation
	Resources Required
	Expected Outcome

	Digital Infrastructure
	Website/app upgrades, AI, AR tools
	IT team, data analysts, tech partners
	Improved UX and increased online sales

	Cybersecurity
	Security systems and monitoring tools
	Cybersecurity experts, IT teams
	Rebuild trust and ensure stable operations

	Marketing & Branding
	Micro-influencers, digital campaigns
	Marketing team, influencers
	Attract younger customers and boost brand relevance

	Product Development
	Inclusive and trend-based clothing
	Designers, suppliers
	Improve clothing sales and inclusivity

	Employee Training
	Digital and service training programs
	HR, trainers, managers
	Upskill staff and reduce resistance

	Operations & Supply Chain
	Process and delivery improvements
	Operations team, logistics partners
	Increase efficiency and support growth

	Technology Partnerships
	System integration and maintenance
	External vendors, consultants
	Enable smooth digital transformation



6. Risk Assessment and Mitigation
· Employee Resistance: Employees may struggle to adapt to new digital tools and processes, slowing implementation. M&S should address this by running hands-on training sessions, providing clear guidance, and involving staff early in the change process. 
· Technology Failure: New website features, apps, or systems may not work as expected, leading to poor customer experience. This risk can be reduced by testing systems before launch, using backup systems, and ensuring strong IT support is available. 
· Cybersecurity Threats: Another cyberattacks could disrupt operations and damage customer trust again. M&S should invest in stronger security systems, regular monitoring, and quick response plans to handle potential breaches. 
· Financial Constraints: High costs of digital upgrades and marketing may limit implementation. M&S should focus on high-impact areas first, such as improving the website and key product lines, while controlling unnecessary expenses. 
· Market Competition: Competitors like Zara and Next may respond quickly with better products or pricing. M&S should continuously track competitors, update collections faster, and improve its online experience. 
· Supply Chain Disruptions: Delays from suppliers or logistics issues can affect product availability. M&S should work closely with suppliers, keep backup options, and improve inventory planning.
[bookmark: _Toc225046749]7. Evaluation and KPIs
· Online Sales Growth: Increase online clothing and home sales from 10.5% to at least 20% within 12–18 months to reflect improved digital performance. 
· Clothing Sales Recovery: Reverse the 2.9% decline in clothing sales and achieve positive growth of 5–7% annually through updated product lines. 
· Customer Satisfaction (NPS): Improve Net Promoter Score from 54% to 65%+ by enhancing online experience and product quality. 
· Website & App Performance: Reduce page load time to under 2 seconds and increase conversion rates by 15–20% through better UX and features like virtual try-ons. 
· Customer Trust & Reliability: Achieve 99.9% platform uptime and zero major cybersecurity disruptions following previous incidents. 
· Employee Adoption: Ensure 90%+ staff completion of digital training programs and active usage of new systems. 
· Marketing Effectiveness: Increase engagement from micro-influencer campaigns by 20–30% (click-through rates, conversions, and social interactions). 
· Operational Efficiency: Reduce delivery times by 10–15% and improve stock availability to 95%+ through supply chain improvements.
[bookmark: _Toc225046750]6. Discussion and Critical Reflection
The proposed change plan for Marks & Spencer is practical as it directly targets key issues such as low online sales (10.5%), declining clothing performance (−2.9%), and weak digital experience. A major strength is its clear focus on improving the website, introducing tools like virtual try-ons, AR and AI based personalized recommendation, and using micro-influencer marketing to attract younger customers. However, the plan requires significant investment in technology, training, and marketing, which may strain budgets and delay results. Employee resistance is also a realistic challenge, particularly when adopting new systems. From an ethical perspective, the plan promotes inclusivity through adaptive clothing and improved accessibility, while strengthening cybersecurity helps rebuild customer trust after previous disruptions. Sustainability is addressed through better sourcing and efficient operations. Overall, while the plan is realistic and targeted, its success depends on consistent execution, employee engagement, and the ability to deliver quick visible improvements to maintain momentum.
[bookmark: _Toc225046751]7. Conclusion 
In conclusion, Marks & Spencer faces significant challenges driven by digital disruption, changing consumer behaviour, and intense competition from retailers such as Zara and Next. The analysis highlighted key issues including declining clothing performance, weak digital capabilities, and shifting market expectations. To address these challenges, a strategic change plan based on Kotter’s model was proposed, focusing on digital transformation, product innovation, and improved customer experience. The plan emphasises clear objectives, stakeholder engagement, and measurable KPIs to ensure successful implementation. It is recommended that M&S prioritise investment in digital platforms, strengthen its brand relevance among younger consumers, and enhance operational efficiency. Additionally, fostering a culture of innovation and adaptability will be critical for long-term success. By implementing these strategies effectively, M&S can improve competitiveness, rebuild customer trust, and achieve sustainable growth in a rapidly evolving retail environment.
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