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[bookmark: _Toc221293869]Executive Summary
Marks and Spencer is a British retail company that has experienced various changes in its business models and operations to enable it remain relevant in the industry. It has been changing its operations and strategies to ensure it satisfies the demands of its customers since its formation, making it a household name. This strategic change plan covered the triggers of change in Marks & Spencer’s business environment, including both internal and external triggers. The company identified consumers increasing demand for online shopping as one of the primary triggers of change, forcing it to invest in e-commerce and food delivery. M&S identified the company’s declining sales revenues, disruptions in supply chain, intense competition from fast fashion brands, and technological advancement as important drivers of transformation in its operations. Understanding these three levels of environment provides companies with a general overview of the factors likely to trigger change, the nature of that change, and the capacity of the company to adapt to the change. To successfully implement the required changes to maintain M&S’s competitiveness in the industry, various change management models were explored in this report and how M&S can use them to successfully implement change.
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1. [bookmark: _Toc221293870]Introduction
Global events, market changes, and technological advancements are forcing companies to change their operations or business models to adapt to the new norm to remain relevant and shape their future (Cameron and Green, 2020). However, managing change in business companies can be a challenging process for organisations. Often, many employees tend to be comfortable with their normal working practices and organisational culture. In this regard, employees are likely to oppose change (Cameron and Green, 2020). Therefore, good leadership is important in implementing change in organisations as leaders serve as change agents. Good leaders focus on employees involved in the change process to obtain their support. Focusing on individuals involved in the change involves getting strong leadership commitment and supporting employees throughout the change process. Organisations operate in an environment that is divided into three levels, including internal environment, micro-environment, and macro-environment. Moreover, analysing these three levels of environment ensures that companies implement strategic change that is relevant both internally and externally to remain competitive (Cameron and Green, 2020). It is importance for companies to analyse these  This strategic change plan covers the triggers of change in Marks & Spencer’s business environment, how the company can mitigate the various effects on the company to enable it achieve its business objectives and vision using various approaches and models. 
1.1. [bookmark: _Toc221293871]Company Overview- Marks and Spencer
M&S is a British company selling food, clothing, and home products, as well as, providing energy and financial services to its customers. M&S has about1400 stores in 57 countries, giving it a strong global presence (Marks & Spencer, 2025). It was found in 1884 in London, UK and has continued to grow becoming a household name in the UK. The company has developed marketing strategy and tries to respond quickly to changes in the business environment to always remain relevant in the market. The retail business environment changes regularly due to the technological advancements, the rising of fast fashion brands, and changing customer preferences and needs (Marks & Spencer, 2025). In respond to these changes, M&S has continued to implement fundamental changes to enable it remain competitive and position itself in the retail market. 
In late 1990s and early 2000s, M&S experienced a lot of challenges, including outdated business models and failure to swiftly adapt to market trends, contributing to low sales and declining profitability. In 2007, the company responded to these challenges by introducing “Plan A” sustainability-focused strategy to regain its competitive advantage in the retail industry (Marks & Spencer, 2025). Through this Plan A strategy, M&S closed some of its stores that were not doing well and implemented digital technology to address its financial challenges and reposition itself as a modern-customer-centric company. The new strategy introduced sustainability goals, such as ethical sourcing and carbon neutrality, which helped to improve customer trust and enable M&S to adapt to the digital technology trends. 
The emergence of e-commerce in retail industry was occasioned by the changes in customer buying behaviour, significantly affecting the physical retail stores. M&S responded to these changes by introducing an omnichannel platform to improve customers’ convenience by enabling them to either shop online or through its stores. Moreover, online retail companies like Amazon and Alibaba and fast fashion competitors like H&M and Zara have increased competition to M&S, reducing its market share and profitability (Wood, 2022).Moreover, Brexit disrupted its supply chain and labour supply, increasing M&S’s costs. Similarly, the COVID-19 pandemic disrupted retail market by forcing retailers to shut down their stores while those in operation experienced reduced customer traffic. 
The emergence of fast-fashion trend, ecommerce brands, Brexit, and COVID-19 pandemic, as well as global economic crisis have contributed to the decline in the company’s in-store revenues and profitability, and exerted immense pressure on M&S’s organisational performance in the industry (Wood, 2022). Moreover, the UK consumers have become more environmentally conscious and prefer purchasing in companies that prioritise sustainability practices. M&S has responded to this change by adopting sustainable practices. 
The company is transforming its digital technology to improve its online shopping platform, as well as improve its digital presence and user experience. This aspect has enabled it to increase its online sales in the last three financial years. The high number of consumers using social media platforms to look for products information encouraged M&S to embrace social media platforms for its marketing and promotion. M&S is working with social media influencers to promote its brand and products, and attract younger customers (Wood, 2022). M&S has embraced AI technology to provide personalised content to its customers, increasing customer satisfaction.
1.1.1. [bookmark: _Toc221293872]The Triggers of Change in the Mark & Spencer’s Business Environment
M&S operates in a multi-layered business environment that influences its performance, decisions, strategies, and long-term success. This business environment is divided into internal and external environment, where internal environment contains controllable factors, including company culture, physical infrastructure, and financial health, human resources, and management structures (Mahamoud Hasan, Aparisi-Torrijo, and González-Ladrón-de-Guevara, 2025). On the other hand, external environment comprises non-controllable factors that are beyond M&S’s direct control which affects its business activities. Moreover, external environment is categorised into micro-environment and macro-environment, where micro comprises competitors and market-related factors, while macro-environment comprise societal and global elements, as shown in figure 1 below. Changes in these three levels of business environment play an important role in triggering change in M&S to enable to enable it remain relevant in the retail market. This section focuses on the various triggers of change in the Mark & Spencer’s internal and external Business Environment. 
[image: ]
Figure 1: Three levels of business environment
Source: Niloshini (2023)
1.1.2. [bookmark: _Toc221293873]The Triggers of change in Marks and Spencer’s Internal Business Environment
One of the primary drivers of change in Marks and Spencer’s internal environment has been the company’s persistent need for digital transformation to keep up with customers’ preference for online shopping. While many retail companies were quick to embrace ecommerce technology, M&S failed to embrace this technology swiftly leading to loss of digital-savvy customers and declining sales. Through its Reshape for Growth strategy, M&S is seeking to develop its ecommerce capabilities to increase its digital presence and online sales (Ledingham, 2024). 
The declining company’s sales revenues and profitability, especially during COVID-19 pandemic in its home and clothing products is another driver of change as he company seeks to revitalise its financial health. The declining profitability could be as a result of high operational costs and low sales volume during COVID-19 pandemic (Schleper, Trautrims, and Baldock, 2021). There is a need for M&S to reduce its costs and improve sales by adopting emerging technologies to streamline its operations and implement e-commerce platform to increase online sales. 
The company’s corporate culture that presented M&S as a family company encouraged a more rigid and authoritarian leadership style. This corporate culture contributed to low morale and high employee turnover in the company, as many employees felt disillusioned in the company prompting many of them to seek for better opportunities elsewhere (Ledingham, 2024). Therefore, the company’s corporate culture is another trigger of change in this company’s internal environment. The challenge brought by this conservative corporate culture has forced M&S to adopt a new culture that focuses on employee performance. In this respect, M&S has launched “Straight to Stuart’ initiative trains employees and encourage them to share their views on how to the company can improve performance (Ledingham, 2024). 
1.1.3. [bookmark: _Toc221293874]The Triggers of Change in M&S’s Micro/Operational Environment
The changing demographics of the company’s customers and preferences are one of the main drivers of change in M&S’s operational environment. Since its inception, M&S has focused on consumers aged 40 and above. However, the changing demographics of consumers in today’s micro-environment, there was a need for M&S to move beyond its main consumer demographics by targeting younger customers who are more and fashion-conscious.  In this respect, there was a need for M&S to change its clothing line to adopt more trendy clothes that can attract younger customers, including Gen-Zs. 
M&S operates in a micro-environment where there are many competitors competing for the same customers and resources in the UK market. There are many established retail companies operating in the retail market, including Aldi and Lidl in food products, Primark, Zara, and H&M, among others which continue to pose a serious threat on Marks and Spencer’s market share and pricing of its products. 
The current omnichannel trends, where many retailers have been transforming their digital technology to improve their e-commerce capabilities have prompted this company to adopt omnichannel model. In this technological era, many customers prefer shopping their products online, thus tend to be inclined towards e-commerce (Schleper, Trautrims, and Baldock, 2021). Therefore, this increasing preference for online shopping is driving M&S to change from its physical store reliance to e-commerce to increase its digital visibility, speed up fulfilment process, and use digital loyalty program to attract more consumers. 
Inefficiencies in the company’s supply chain, resulting from Brexit, Russia-Ukraine war, and COVID-19 disruption is another trigger of change in the operational environment. M&S relies heavily on global suppliers for its raw materials, goods, and labour supply. However, Brexit disrupted this supply chain by making it difficult to get labour, materials, and goods from the European market. Furthermore, COVID-19 pandemic and the war in Ukraine disrupted the sourcing of materials from the global market, increasing the company’s risks and operational costs (Schleper, Trautrims, and Baldock, 2021).  These supply chain challenges have continued to drive M&S to seek for ways of modernising its supply chain, including automating its distribution centres, acquisition of supply chain partners, localising material sourcing, and entering into contracts with different supply chain partners instead of relying on only one partner to minimise supply chain risks. 
The increasing number of Marks and Spencer’s underperforming physical retail stores that increase the company’s overall costs is forcing it to restructure its retail stores. This challenge has forced M&S to reduce its physical stores by closing down many  of its underperforming retail stores and restructure the formats of the remain ones to make them attractive and modern. Similarly, the increase in consumers’ environmental consciousness has forced M&S to make some changes in its product development and adopt ethical material sourcing to appeal to this customer segment in the UK. 
1.1.4. [bookmark: _Toc221293875]The Triggers of changes in the Macro-environment – PESTLE Framework
Political Triggers: The political factors in M&S’s macro-environment that are likely to affect the company’s business operations include geopolitical tensions between the US and China, post-Brexit policies, the Ukraine-Russian war, and the Middle East perennial conflict. These political tensions and policies have disrupted the company’s global supply chain, necessitating the need to restructure it afresh. 
Economic/legal Triggers: the current high global inflation and sluggish growth of wages in the UK have affected customers’ purchasing power in the country, reducing M&S’s sales revenues. The company has had to revise its pricing strategy to attract the growing number of price-sensitive consumers. 
Socio-cultural Triggers: this factors focuses on the changing consumer preferences and needs in the UK’s retail market. In the post-Covid-19 pandemic era, many consumers prefer making their shopping online for convenience. Furthermore, for a long time, M&S has been known as a company for older customers, missing out on sales revenues from the millions of younger customers. In this respect, there has been a need for M&S refurbish its brand to attract younger consumers introducing trendy fashion products.
Technological Triggers: The increasing need for online shopping, personalised recommendations to its customers, and customer engagement through social media has forced M&S to adopt e-commerce platform, social media, and artificial intelligence in its marketing. The company has responded to these changes by integrating artificial intelligence into its supply chain to promote real-time tracking of orders. The company has embraced social media marketing to improve its digital visibility and customer engagement. M&S is developing its ecommerce capability to meet customers’ needs for online shopping.
Environmental Triggers: After witnessing many environmental crises like drought and flooding, many retail customers in the UK today understand the importance of preserving our environments. Moreover, the UK government has formulated environmental regulations to force retail companies to implement sustainability practices (Marks & Spencer, 2025). M&S developed a ‘Plan A’ strategy to improve its sustainable practices, including waste management and ethical sourcing. 
1.2. [bookmark: _Toc221293876]Stakeholder Analysis
Stakeholders refer to individuals or organisations that are interested in the company’s activities or project and can affect its outcomes (Bolden, Gosling, and Hawkins, 2023). Therefore, stakeholder analysis refers to the process of identifying, understanding, and engaging with different stakeholders likely to affect or be affected by the company’s activities or organisational change (Mayfield, 2014). It enables the company to understand different stakeholders’ interests and expectations in the company. 
1.2.1. [bookmark: _Toc221293877]List of key M&S’s Key stakeholders
· Shareholders 
· Employees 
· Customers
· Institutional investors 
· Major Suppliers
· Strategic partners
· Government and regulators 
· Local communities 
· NGOs and pressure groups 
· Competitors 
· Management and the board 
· Financial institutions
· General public 
· The media/press
· Suppliers of non-essential products
1.2.2. [bookmark: _Toc221293878]Power/Interest Grid
This technique maps the company’s stakeholders based on their level of interests and influence in the organisational change. 
High Power, Low Interest: These stakeholders include government and regulators, financial institutions, and competitors. Marks and Spencer regularly consult these stakeholders to keep them satisfied (Mayfield, 2014). 
High Power, High Interest: They include top management, board of directors, strategic partners/ major suppliers, shareholders, institutional investors, and customers. M&S ensures that these stakeholders are regularly engaged to gain their support. 
Low Power, Low Interest: They include the general public and suppliers of non-essential goods. M&S constantly monitors this group of stakeholders with minimal direct engagement to keep them informed.
Low Power, High Interest: They include employees, the media, non-profit partners, and local communities. The company ensures they are kept informed. 
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Figure 2: Power-Interest Grid 
2. [bookmark: _Toc221293879]Change Management Models Relating to Strategic Change in Marks and Spencer
Change management models are framework utilised to help organisations to adopt and implement change successfully (Mahamoud Hasan, Aparisi-Torrijo, and González-Ladrón-de-Guevara, 2025). The key change management models relating to strategic change in Marks and Spencer include Kotter’s 8-Step Process, the ADKAR model, and Levin’s Change Management model. Each of these models offers different approaches to manage organisational change successfully.
2.1. [bookmark: _Toc221293880]Lewin’s Change Management Model
The model contains three steps, including unfreeze, change, and refreeze, which focuses on planning, preparation, and supporting employees throughout the change process (Nwachuku, Okereka, and Mukoro, 2023). 
Unfreeze: the step entails preparing the company to identify the need for change. The can use this step to assess its current performance, customer satisfaction level, and ecommerce capabilities, to identify areas that require improvement (Bolden, Gosling, and Hawkins, 2023). 
Changing: This is the step where real transformation happens, thus requires proper training of employees, clear communication, and continuous support to help workers adapt. In this stage, M&S plans on how to implement the changes, why they are being implemented, the timeline, and the resources required (Nwachuku, Okereka, and Mukoro, 2023). The company can assign roles to employees for successful implementation of the changes. 
The Refreeze Phase: this is the step where the company establishes the new norm. The company ensures changes are completely integrated to become the new norm. M&S uses this stage to integrate the changes into the company’s culture and practices by developing procedures and policies to guide employees and support the changes (Santos et al., 2023). The company should identify and reward employees who adapt to these changes swiftly. Furthermore, M&S should monitor the effectiveness of these changes to ensure they are having a positive effect in the company. 
[image: ]
Figure 3: Lewin’s Change Management Model
Source: Miller (2022)
2.2. [bookmark: _Toc221293881]The ADKAR Model
Awareness: M&S informs employees about the importance of the change in the company, including employees demand for online shopping, declining company sales, and supply chain disruptions (Cameron and Green, 2020). 
Desire: the company can build desire for change by helping employees to actively support the change and engage in the change process. 
Knowledge: M&S can provide its employees with the required knowledge about the change through training for effective implementation.
Ability Stage: M&S ensures its employees have the necessary skills and competencies to facilitate successful change implementation.
Reinforcement: M&S can maintain change momentum over time by supporting new practices and behaviours through training and employee support. 
M&S can use this model to develop its ecommerce and digital platforms to ensure employees are well-prepared and supported to implement the changes. 
[image: ]
Figure 4: ADKAR model
Source: Scherer (2025)
2.3. [bookmark: _Toc221293882]Kotter’s 8-Step Change Model
The model offers a detailed methodological approach to implementing change in organisations. It is a top-down model that helps to create a sense of urgency and build change momentum in a company (Errida and Lotfi, 2021).
Create urgency: Marks and Spencer can create a sense of urgency regarding the need for change to motivate employees.
Build coalition: M&S can use this step to build a guiding coalition of committed individuals to coordinate, guide, and communicate change initiatives in the company.
Strategic vision: In this phase, M&S can form a strategic vision by clarifying the future state of the company after implementation of the proposed changes to get stakeholders’ buy-in. 
Enlist a volunteer army: In this phase, M&S can communicate with all individuals involved in the change management process to get them on board and ensure they understand their roles.
Identify and eliminate Obstacles: In this phase, the company identifies all the roadblocks and addresses anything that might cause friction during change implementation. 
Create short-term goals: M&S can generate short-term goals to break its change management plan into achievable steps to energise individuals involved to persist. 
Sustain momentum: Keep up the change momentum throughout the implementation process of the proposed change by training employees on new change and formulating policies and procedures to guide employees.
Institute change: M&S can institute change in its organisational change through rewards on employees who adapt to change quickly, demonstrating increased online sales as a result of the improvement of the company’s ecommerce capabilities, and showing reduction of supply chain costs after integrating AI technology into supply chain.  
[image: ]
Figure 5: Kotter’s 8-Step Change Model 
Source: Go swami (2026)
3. [bookmark: _Toc221293883]The Management of Change and the Leadership Style
M&S has undergone through various organisational changes over the years, while adopting different leadership styles based on the change plans to manage change. In 2022, M&S initiated the “Reshape for Growth” plan in response to the company’s low performing in the clothing and food categories (Berne, 2025).  The company’s CEO Stuart Machine initiated this change plan to modernise M&S’s retail stores, optimise the company’s supply chain, and transform its digital platforms. These changes involved reorganising the company to improve its operational efficiency. Stuart Machine adopted transformational leadership style that emphasises change and transformation. Through this leadership style, Stuart Machine adopted this approach to inspire the company’s employees to successfully implement change by tapping into their potential.
Stuart Machine was a transformational leader who always wanted to introduce new changes that would improve the company. The CEO ensured that employees were comfortable with change and adapted to it. Stuart was good at seeing potential in every employee and look for ways of developing their individual abilities, which helped them to easily adapt to new changes in the company. 
Marks and Spencer made some changes in its operations by introducing sustainability initiatives to improve its sustainability to reduce its environmental impact. Through its “Plan A,” M&S restructured its operations to become one of the most sustainable retail brands in the world. Stuart Rose, the then company CEO adopted a collaborative leadership style to manage the change in the company by engaging with different stakeholders, including NGOs, consumers, and suppliers (Berne, 2025). Collaborative leadership style enabled the company to obtain key stakeholders’ support, contributing to successful implementation of the change. 
Organisational culture can have a significant impact on change management programme through various ways. Organisational culture can either act a barrier or enabler of successful implementation of change management program (Errida and Lotfi, 2021). For instance, organisational culture that is more rigid and conservative is likely to act as a barrier to successful implementation of change in the company. However, adaptive organisational culture acts as an enabler of change by supporting change programmes in the company. This aspect underlines the importance of leaders in shaping organisational culture. Transformational leaders focus on change and transformation by changing peoples’ mentality and behaviour to make them receptive of the change. 
4. [bookmark: _Toc221293884]Change Management Plan for Marks and Spencer
Marks &Spencer (M&S) is striving to fend off stiff competition from companies such as Amazon, Aldi and Lidl in food products, Primark, Zara, and H&M by reshaping its operations. The company’s strategic transformation plan focuses on reshaping its business model to drive long-term growth
4.1. [bookmark: _Toc221293885]Strategic Goal
M&S’s strategic goal to put the customer at the centre of its operations, build a high performance culture, accelerate store rotation/reduction, modernise the supply chain, and invest in technology to improve efficiency and customer experience. 
4.2. [bookmark: _Toc221293886]Stakeholder Identification
M&S should identify all the stakeholders interested in the change to enable it consider their interests and concerns regarding the change (Berne, 2025).Stakeholders that may have interest in this company’s change include consumers, regulators, employees, suppliers, institutional investors, and shareholders.
4.3. [bookmark: _Toc221293887]Communication Plan
This plan shows how the change will interact with the stakeholders, including the regularity, timing, and which communication style will be used. Communication enables employees to successfully implement the change in the organisation by ensuring they understand what is happening in the company (Errida and Lotfi, 2021). Marks and Spencer uses change management models such as Lewin’s change management model to implement change effectively by building the drive regarding the need for change in organisation. Communicate the need for change to all the involved stakeholders to make them aware of what is happening in the company (Ehinmilorin, 2021). Communicate the change requirements to stakeholders through regular meetings. Communication can happen through regular physical meetings, whatsapp group meetings, or through weekly publications on the company magazines.  
4.4. [bookmark: _Toc221293888]Potential Risks
M&S should identify the risks of the proposed change. The primary risks likely to affect the proposed changes include employee resistance, high costs of acquiring digital infrastructure to improve ecommerce capabilities and modernise supply chain, and employees’ lack of technology know-how to operate the new system. 
4.5. [bookmark: _Toc221293889]Training
The company establishes training initiatives focusing on how its employees and other involved stakeholders will be trained on the new changes, including procedures for easier adaptation. The company will arrange for an induction and workshop program to train employees on the new ecommerce system, how to interact with customer in the stores and through online to accelerate the change process (Berne, 2025).Training will ensure employees have the required skills and knowledge to work under the new normal, which helps to reduce resistance for change among workers. 
4.6. [bookmark: _Toc221293890]Monitoring and Assessment of the change plan
M&S will adopt appropriate monitoring and assessment tools to monitor the implementation of the proposed changes in the company to ensure everything moves as planned. Regular monitoring helps to identify difficulties or problems that might emerge during the implementation phase for the company to take appropriate improvement measures (Agarwal and Ansell, 2016). The company can use KPIs and business dashboards, data analytics and Sparks’ app, as well as digital tools to monitor change implementation.
5. [bookmark: _Toc221293891]Conclusion
Understanding the three levels of environment provides companies with a general overview of the factors likely to trigger change, the nature of that change, and the capacity of the company to adapt to the change. This strategic change plan covered the triggers of change in Marks & Spencer’s business environment, including consumers increasing demand for online shopping; the company’s declining sales revenues, disruptions in supply chain, intense competition from fast fashion brands, and technological advancement. The report explored various change management models that M&S can adopt to successfully implement change in the company, including the ADKAR change management model, the Kotter’s 8-step model, and Lewin’s model of change. The report shows how M&S mitigates the effects of changes in the business environment by constantly analysing it to identify opportunities and threats and developing strategies to enable it adapt to the changes. 
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