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Introduction 
1.1. [bookmark: _Toc118679329]Motivation and purpose
Management is the core activity in the business sphere. The efficacy and efficiency of the management in organisations critically determine the performance of the organisation as well as the performance of employees within. In the past century, the development of managerial practices and the development of management theories have offered massive insights regarding how organisations should managed from the early Taylorism scientific management to the latest complex system theory of management (Mahmood, Basharat and Bashir, 2012; Turner and Baker, 2019). From the early pursuit of the profit and production efficiency to the pursuit of ethical management and ethical value chain, the management jungle has become increasingly complex for managerial practitioners to critically extract insights from management theories and address practical issues.
Regarding the complaints brought forth on the management of various function areas of the JD sports company, this report is produced upon request to provide an ethical assessment of the management theories implicitly or explicitly adopted in the JD sports company. This report, by analysing the roles and challenges to modern management, the distinctions between mainstream management and critical theory-based management, is to provide a holistic revisit to the management theories adopted within the company. It should be pointed out that this report does not target to provide specific solutions to the problems identified in the JD sports company. This report rather aims to provide the theoretical framework that helps to shape the solutions to resolve the managerial issues of the company. 
1.2. [bookmark: _Toc118679330]Problem statement of JD sports 
JD sports is a London Stock Exchange (LSE) listed fashion retail company based in UK serving the global market. The company was established in 1981 in Manchester as a fashion retail store focusing on sports-related fashion products. By 2022, the JD sports has established over 3,400 stores worldwide with the primary market being UK with 414 stores. The company has experienced rapid expansion in the past decade indicating by its revenue collected as shown in figure 1. 
[image: ]
Figure 1. Revenue of JD sports worldwide from 2011 to 2022 in 1,000 GBP. Source: (JD sports, 2022)
The revenue increase of the company suggests that the management of the organisation, from the financial performance perspective, is successful. Yet over the years, the company has experienced multiple managerial problems publicly reported or complained from within. 
Firstly, the human resource management of JD sports has been complained to be highly pressurising for employees especially front-line staffs in its brick-mortar stores. As reported by Channel 4(2020), the working conditions for its front-line employees is comparable to a poorly-managed prison or a Victorian dark satanic mill. 
Secondly, the financial management of JD sports has been complained to compromise the interests of shareholders. In the case its launching of the GoOutdoors brand, the company pushed the administration of the brand out and then acquired the brand from the administrators, causing a significant loss for shareholders (Sky News, 2020). 
Thirdly, the company has been complained within and from outside that it has breached the competition laws in UK which can lead confusion of the company’s legal compliance activities as well as the promotion of the vision of the company (BBC News, 2021). 
The complaints from within and reports from outside the company suggest that the managerial theories and approaches adopted in JD sports need to be revisited, which suggests that this report is highly necessary to offer a comprehensive understanding of roles and challenges of management as well as different streams of management theories adopted. The problem statement suggests that an ethical assessment of the managerial activities of JD sports is highly necessary considering the relatively good financial performance. 
[bookmark: _Toc118679331]Main findings 
[bookmark: _Toc118679332]The role of the manager 
The role of the manager in the organisation depends naturally on the job position of the manager. However, there are general roles of the manager that need to be taken. An organisation is formed to achieve specific aims and objectives. As in the case of the JD sports, the company was established to maximise its profit and to enter diverse market segments to sustain the growth and operation of the business. The fulfilment of the aims and objectives established of the organisation, coordinated effort needs to be organised. The organisation, coordination, and allocation of the coordinated effort to achieve organisational aims and objectives, are thus the responsibility of the manager. In other words, it is the manager’s role to manage in the organisation (Gratton, 2016; Korica, Nicolini and Johnson, 2017). This is not a cliché as the statement suggests that managers are not serving as purely followers to a higher hierarchy of management in the organisation. Instead, they are responsible for the organising of resources and the leading of their follower, as leadership, to fulfil the organisational aims and objectives. 
This can be further supported by the argument by Mintzberg (1989), as the manager holds three types of roles: the interpersonal role acting as a figure head leading the staff and links the organisation and people outside the organisation; the information role as to monitor and control the information flow involving the organisation and acting as a stakeholder of the organisation; the decision-making role as to inspire and encourage employees to respond to crises and opportunities faced with the organisation with allocated resources. 
Considering the organisation is formed by people, the managers are thus required to exhibit with the managerial style that can help foster the working environment for achieving organisational aims and objectives, and enhancing organisational performance, via the envisioning and empowering of employees (Dulewicz and Higgs, 2005). The style of management is thus critical for managers to effectively organise resources and empower employees to achieve organisational aims and objectives. The theory of leadership style has provided much insights on how leaders within the organisation can be categorised into different types regarding their manner of empowering and leading followers. It should be pointed out that the management style is not equivalent to the leadership style as the managers focus on the process and outcomes whereas leaders are more focused on intent and the assessment of managerial outcomes (Campbell, 2013; Nawaz and Khan, 2016; Al Khajeh, 2018; Kaczmarek and Nyuur, 2021). The leadership theory, however, does provide insights on the types of the management styles. Based on the relationship between employees and managers, the types of management styles can be categorised as autocratic, bureaucratic, democratic, laissez faire and paternalistic (Mansor et al., 2012). The five management styles are summarised in table 1. 
Table 1. Management style summary. Source: organised by the author based on Igbaekemen (2014)
	Management style
	Characteristics  

	Autocratic 
	The management responsibility and decision-making fall upon one manager, who has full control on every aspect of management activities. 

	Democratic 
	The manager actively engages in management activities with following employees. 

	Bureaucratic 
	Hierarchical structured line of command is established with managers responsible for specific tasks with limited overlapping with other management function areas. 

	Laissez faire 
	Managers empower employees to the utmost to establish minimal micro-management in routine managerial activities. 

	Paternalistic 
	The organisation is viewed as a large extended family in which the manager takes both care and control on employees. 


Based on the above discussion, it is clear that the role of the manager is to manage via the exhibition and employment of an appropriate management style that can optimally allocate the resources within the organisation and inspire the employees to follow the manger to achieve organisational aims and objectives. It should be pointed out that the responsibilities taken by managers, as well as the styles exhibited by managers, do not necessarily determine directly the level of ethical compliance of the management. As argued by Richter and Burke (2007), as a process-focused activity, the management should be assessed regarding the ethics within from a process perspective. In other words, the ethics should be assessed regarding how challenges are addressed in management. 
[bookmark: _Toc118679333]Challenges to management 
For today’s organisations, ethical management is one critical challenge. The ethical management requires managers to view the organisation or the specific projects they oversee as a system rather than one node within the organisation, which needs the introduction of the stakeholder theory and the business ethical theory (Harrison, Freeman and Abreu, 2015; Lawton and Macaulay, 2015; Mellahi and Morrell, 2017). From the stakeholder theory perspective, shareholders should not be the sole focus in organisations whereas all those related to the organisations should be accounted for when assessing the management activities (Gilbert and Rasche, 2008). For instance, the employee well-being, though could be traded to higher level of productivity, should be accounted for when assessing the ethics in management to ensure that employee’s interests are not harmed and guaranteed (Huang et al., 2021). In the example of JD sports, the stakeholder perspective is evidently not employed as the working condition of the condition was designed with the sole purpose of maximising operational efficiency and profit instead of guaranteeing the interests of key stakeholders, such as its employees. 
The business ethics theory aims to address the moral dimensions of business activities as to determine what is right and what is wrong. In terms of management, the business ethics focuses on how employees are treated by managers in the organisation (Rendtorff, 2019). As in the example of the JD sports company, the company’s conduct of violating competition laws in UK, based on the Carroll’s corporate social responsibility pyramid, violates the minimal requirement of ethical businesses as to comply with the laws (Carroll, 2015). The company’s treatment to employees further suggests that the ethical management in JD sports is missing while the focus has been largely the expansion and growth of the company. 
If one looks back to the management styles, the challenges to management are addressed differently for those with different management styles. For autocratic managers, for example, the pressure on the achieving of the organisational aims and objectives can be the primary challenge. To address the challenge, as argued by Hull (2015), the manager is required to adapt the situation of the organisation and establish change mindsets and change plans. While during this process, if the stakeholder perspective is adopted and full ethical assessment from the system, process and management routines of the company are assessed, an autocratic manager can end with ethical management and overcome the challenges. According to JD sports (2021), the company has established a highly democratic management style by establishing flat organisational structures in departments and divisions in overseas markets. While the acclaimed democratic management of the company has not resulted in an ethical management practice. On the contrary, the problem statement of the company shows that the company has been neglecting most of the interests of its stakeholders even shareholders. 
The above discussion shows that the management challenges are addressed differently yet the ultimate focal point should be the adoption of the stakeholder theory and the business ethics theory. Though managers exhibiting different management styles and bearing different managerial roles address the challenges differently, the ethical management can only be established via the employment of the stakeholder theory, to ensure the protection and promotion of the interests of stakeholders instead of only shareholders; and the business ethics theory to fully assess managerial conducts of the company. 
[bookmark: _Toc118679334]Management theory 
The management theory adopted within the JD sports, based on the problem statement, has guided the company to maximise its profit and pursue primarily the expansion and growth of the company in which process the interests of external shareholders can be traded for the benefit of the top managers and owners of the company. In other words, the managers of JD sports company are to make things done according to the willingness of the owners and key shareholders of the company by allocating resources, controlling and navigating employees. Thus, the management theory adopted in the company falls into the mainstream management cluster (Dyck and Neubert, 2009). Specifically, the focus on the profit-maximisation, the efficiency of operations and productivity, and the use of a prison-like working conditions, makes the managerial practices adopted by JD sports company resemble the Taylorism approach as to focus on the productivity of workers and to maximise the production efficiency, which in the case of JD sports correspond to sales and expansion of the company in the UK and overseas markets (Uddin and Hossain, 2015). 
Though the company claims to have established a democratic management system that supports the well-being of its employees, the problem statement supported by validated news outlets suggests otherwise. As discussed above, it is clear that the business ethics theory and the stakeholder theory are not adopted by the JD sports company. As the employees of the company did not voice out for the treatments they received until the public reports, the democratic management style is less likely to be adopted within the company. Thus, the Taylorism is adopted with the business ethics, democratic management, and the stakeholder theory absent. 
[bookmark: _Toc118679335]Mainstream vs. critical approach 
The critical approach represents an alternative to the mainstream management theory. The critical approach focuses on the power and domination in the conventional management context, such as the relationship between managers and employees and seek to critique the practice, such as conducts of managers, into the management theories, such as the ethics in business management (Klikauer, 2015). The critical management approach seeks not to overthrow one single mainstream management approach but to revisit the social infrastructure supporting the management practiced in organisations. The critical approach, by revisiting the established routines in management, such as the promotion of male managers in practice, aims to establish a management jungle built not on value-free and objective management but genuine human-based management (Mills and Mills, 2015). As a left-wing originated approach from the critical theory in the social science, the critical approach of management inherently focuses on the key issues related to all stakeholders from the natural environment, the local community to employees within the organisation. More importantly, morale instead of profit, well-being instead of growth are also strongly focused in critical approach of management (Prasad et al., 2016). 
Based on the above discussion, the critical approach thus provides an solid alternative theory to be adopted by the JD sports company to address the complaints to the company on its management practices and to establish the ethical management in the company. 
[bookmark: _Toc118679336]Conclusion 
Based on the analysis and discussions in this report, it is evident that the role of the manager is to manage via the exhibition and employment of an appropriate management style that can optimally allocate the resources within the organisation and inspire the employees to follow the manger to achieve organisational aims and objectives. It is also evident that the level of being ethical of management does not directly relate to the management styles and intents of managers. Instead, the management process as whether the stakeholder theory and the business ethics theory are employed in practice are critical. This report further points out that, compared to the mainstream management approach adopted by the JD sports company, the critical approach of management is more suitable to address the problems of the company as identified in this report. 
[bookmark: _Toc118679337]Recommendations 
i. Revisit the management system of the company from top-down and allows all employees and managers to voice out their opinions. 
ii. Review the critical approach of management by the board of directors of the company and the key managers of the company to redesign the managerial system of the company. 
iii. Implement new managerial initiatives in the company with audit teams formed by representatives from its stakeholders to ensure a stakeholder perspective is adopted and ethical management is established. 
iv. Establish a standing committee on the regular revisit and audit of the managerial theories adopted and practices within the company. 
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