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Introduction

Asda is a part of the United Kingdom’s four big retailers among Tesco, Morrisons and Marks and Spencer. Asda has a history of almost 100 years if service, where the stores served millions of customers each year (Asda, 2022). Asda is offering products and services to the customer through the retailer’s supercentres, superstores and supermarkets, where the supercentres are built as a mall who offers products from other retailers such as Decathlon and the supermarkets are offering mainly products (Asda, 2022). Moreover, Asda own multiple petrol filling stations to help the customer to not waste time and to be able to find everything they might need in a single place (Asda, 2022). 
To determine how Asda’s values contribute to becoming a successful sustainable brand, the Red model will be applied. The Red model is representative for the concept of critical thinking, and it refers to the one persons’ ability to recognise the assumptions about a certain subject, to evaluate the arguments, both positive and negative and assess the credibility of the sources that offer the arguments, and to finally draw conclusions according to the proof available (Wulandari, Baedhowi, Hindrayani, 2020). 
Main Findings

Asda’s main goals are to enable its customers to shop more responsible and sustainable and to be able to offer cheaper and sustainable alternatives of products (Asda, 2022). In order to achieve these goals, Asda will use its four values, which are ranked by priority: Price, Availability, Quality and Access (Asda, 2022). These values represent everything that Asda has to offer to the persons that shop from the store, meaning that Asda is focused on offering quality products which are accessible to everyone by ensuring the availability of the products and low prices (Asda, 2022). Asda is focused on becoming more sustainable based on the fact the company conducted a research between the shoppers which revealed that almost 80% of Asda’s customers are concerned about sustainability, but only 16% are actively doing actions towards sustainability, while 39% are doing small things to be sustainable, but are not engaging enough with this concept (Asda, 2022). Given this, Asda proposed to become more sustainable to help the customers to develop sustainable habits as well (Asda, 2022). 
By applying the Red model to Asda, accurate conclusions will be able to be drawn in regard to the fact if Asda’s values are helpful to ensure that the retailer is successfully achieving its sustainable goals. 
The first stage of the Red model is to recognise the assumption, and this means that it is necessary to recognise something as being true without questioning it and without bringing proof to support the assumption (Wulandari, Baedhowi, Hindrayani, 2020). In Asda’s case, the assumption is that Asda uses its values constantly in order to become a more sustainable organisation, and the implementation of these values in every sustainable action taken by Asda makes the retailer to be recognised as a successful sustainable brand. 
The second stage of the Red model is to evaluate the arguments, and this means that all the arguments brought in attention must be objectively assessed to identify the truth in each of them in order to determine if the assumption is correct or not (Wulandari, Baedhowi, Hindrayani, 2020). Asda considers that the sustainability is very important at present time because the retailer argued that the planet is facing an unprecedented climate change that affects the environment, the life as it is known and the planet’s resources which are starting to become limited (Asda, 2022). For this reason, Asda engaged in the last few years in becoming a more sustainable brand, to be able to deliver great customer service and essential products to the communities, while helping in preserving the planet’s resources and inspire a healthier and sustainable way of living to each customer (Asda, 2022). Asda’s sustainability plan has as mission to ‘be trusted to create change for the better, taking real action to reduce climate change, eliminate waste and protect nature’s resources’ (Asda, 2022). Asda is constantly working to complete its sustainable mission by making good use of its values. The retailer conducted an additional research on more than 3000 customers to be able to produce the company’s first Environmental, Social and Governance report, also known as ESG (Asda, 2021). The main commitments that Asda took on the ESG report have been to make the sustainable products affordable and accessible, which means that Asda is working on being able to deliver on each value, and to become a net zero carbon business by 2040 (Asda, 2021). Within the commitments, Asda also reveals that the company is working to reduce the plastic from its products, to reduce food waste and to source the top 20 commodities from sustainable sources (Asda, 2021). Apart from the fact that Asda made serious commitments to become a more sustainable business, the retailer has already started to implement certain measures in order to be able to fulfil the commitments. An example of action taken by Asda has been the launch of the ‘greener price’ promise, which means that the sustainable products will not cost more than the other products, for example the fruits that are loose will not cost more than the plastic-wrapped alternatives (Smithers, 2020). This means that Asda is delivering on its values to offer a cheaper price for a sustainable product and to make it available and accessible to every customer, all these while providing a higher quality product at the same price. In addition to this, Asda was the first retailer to be transparent in regard to the sources of the seafood sold by the retailer, and not only that, as the report provided information about the fishing techniques and environmental impact of the fishing, in order to offer the customers access to important information about the sustainable practices of the retailer (The Fish Site, 2019). Furthermore, even if Asda has made small but significant actions to deliver on its values and become sustainable, nothing can compare with the fact that Asda is the first retailer to open not one, but three sustainable stores, where people can buy the exact needed quantity of items such as rice, pasta or even soap (Grieveson-Smith, 2022). Even more than that, Asda was able to cut off the CO2 emissions by 15% by partnering with Lightfoot to adapt a more sustainable way of driving (Bradley, 2022). In the last three months, Asda also introduces a new sustainable and affordable line which helped the retailer to become the second best rated British retailer (Davey, 2022). All these actions came as a surprise, as Asda had sustainability issues in the past, being ranked the most un-ethical retailer (Brownsell, 2009 and Hickman, 2009). As all the current actions made by Asda are towards a more sustainable business, there has not been found any arguments to contradict Asda’s intentions or actions. 
The final stage of the Red model is to draw conclusions, and this is the part where all the arguments presented must be logically assessed in order to determine if the assumption is accurate or if there are enough arguments to contradict the assumption (Wulandari, Baedhowi, Hindrayani, 2020). From the arguments presented, it can be deducted that the main assumption is correct, and Asda is working on becoming a more sustainable business by using its values. The company is constantly improving and works to be able to offer the best price for quality and sustainable products. Moreover, as there was no recent contradiction of Asda’s sustainable actions, it can be concluded that what the company is stating in their reports is completely true, and the retailers shows a special consideration for the sustainability. 


Conclusions 

Asda is one of the biggest retailers in the United Kingdom, and its values are represented by price, availability, quality and access. To determine how Asda is using its values to become more sustainable, the Red model has been applied. The assumption was that Asda is constantly using its values to become a sustainable business. The arguments showed all the actions that Asda did in accordance to its values and to accomplish its sustainable missions, and no one came forward to contradict the arguments made my multiple sources. The conclusions of the Red model showed that the assumption has been proven correct. 
In conclusion, Asda is taking the sustainability very seriously, in order to deliver on its values and provide the best possible customer service and care for its customers. 
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Executive Summary
The purpose of the report is to critically assess the impact of two management theories, one classic, such as Weber, and one modern, such as Herzberg, over Morrisons’ beliefs, attitudes and values. By implementing Weber to Morrisons, it has been discovered that the retailer deliver on its values that concern the customers such as the customer first value. However, a lack of interest over the wellbeing of the employees has been revealed and created a disadvantage for the company. The Herzberg theory has been applied to Morrisons as a way to remove that disadvantage, but, unfortunately, Morrisons still has legal issues with the employees over pay and data breach. 
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Introduction 

Morrison is one of the most known British retailers, being the fourth largest United Kingdom retailer (Morrisons, 2022). Being such a large business in the United Kingdom, it is interesting to see how the business operates inside and if the company is staying true on its values and respect its commitments to the employees and to the customers. The company has almost 120,000 employees (Morrisons, 2022), which can make it challenging to make everyone happy and satisfied at the workplace, this is the reason why two management theories will be applied to Morrisons to enhance the productivity of the workforce and the customers’ satisfaction. 
Max Weber Bureaucracy Theory refers to the importance of delegation and coordination between employees (Onday, 2016). Weber’s theory is valuable because the productivity will be increased as a result of the fact that employees will be conscious of their duties and of what is expected from them, and they will be more likely to act accordingly (Onday, 2016). Weber’s theory is also considered to be one of the classical management theories that are still applicable to the current workforce (Onday, 2016). 
Herzberg theory, also known as the two-factor motivation theory, is built around the idea that there are two types of factors, the motivators, which can increase the employees’ motivation at the workplace, and hygiene factors, which does not impact the satisfaction, but the dissatisfaction of the employees at the workplace (Nickerson, 2021). The importance of the Herzberg theory is that it can make the managers aware that employees might not be happy not because of the work itself, but because there are other factors that can affect them in a negative way, and by finding what the dissatisfaction factors are, the managers are able to amend them and to increase the satisfaction, the motivation and the productivity of the employees (Alfayad, Arif, 2017). When compared to the Weber’s theory, the Herzberg theory is a modern theory that is widely used by companies nowadays to increase the employee satisfaction and make them engage more efficiently while they become more productive (Alfayad, Arif, 2017).

Main Findings

Morrisons recognise its values as ‘ways of working’, and there are six ways which applies in every decision or action that Morrisons is taking (Morrisons, 2022). The first and most important way of working at Morrisons is customer first, which refers to the fact that Morrisons cares for its customers and that the company is doing everything they need to fulfil each need (Morrisons, 2022). The second way of working refers to the teamwork, and this means that the staff’s efforts are recognised, and the work environment encourages helping and open communication (Morrisons, 2022). The third way of business is ‘listening hard, responding quickly wherever possible’ and that means that Morrisons takes seriously the feedback from colleagues and customers and to act according to the feedback received (Morrisons, 2022). Additionally, Morrisons enables ‘freedom in the framework’, which means that every employee is able to make their own decisions based on the Morrisons’ policies and procedures and to provide feedback to improve those processes (Morrisons, 2022). Moreover, Morrisons believes in ‘driving sales, tough on costs’, which means that every effort and every penny matters and Morrisons pays attention on how the budget of the company is spent (Morrisons, 2022). Lastly, the company value is the care, which is provided for both the employees and the customers, as well as the environment and communities (Morrisons, 2022). 
There are specialists that consider that the critical thinking can be taught (Chartrand, Ishikawa, Flander, 2009), and that the best way to learn how to think critically is through the Red model, which enables a clearer view of the assumptions, and it is important in recognising weak or fake arguments which might affect the conclusion (Chartrand, Ishikawa, Flander, 2009). There are three parts of the Red model. The first part is the recognition of assumptions, which encourages the discovering of the difference between fact and opinion, and this is an important part because this is where nothing is being questioned (Chartrand, Ishikawa, Flander, 2009). The second part is the evaluation of arguments, and here is the most difficult part because everything must be analysed in an objective way, from the arguments, their quality, the supporting evidence up until the emotions involved in the assumption or arguments (Chartrand, Ishikawa, Flander, 2009). Lastly, maybe the most important part is to be able to correctly draw conclusions from the arguments presented, by looking at the assumption and at the arguments presented and their quality (Chartrand, Ishikawa, Flander, 2009). 
The Red model will be used to apply both Weber and Herzberg theories to Morrisons. 
The first theory to be applied to Morrisons is the classical Weber theory. The first part in the Red model is to recognise the assumptions. The assumption is that by implementing Weber to Morrisons, it makes the business more coordinated and efficient, which enables Morrison to deliver on its value of teamwork and customer first, as the customer’s needs will be fulfilled. 
The second part of the Red model is to evaluate the arguments. Morrison is delivering on its first value of putting the customer first by launching the ‘Customer First’ initiative that will train the staff to appear more smiling and friendly to enhance the customer experience (The Institute of Customer Service, 2018 and Hegarty, 2018). Moreover, Morrisons implemented its customer first value when the company invested in new technology that analyse the stock, making it cost efficient and enabling Morrisons’ employees to focus on customer satisfaction (Benedetti, 2017). 
Butler (2020) argues that Morrisons is trying to deliver on its teamwork value by bringing more staff on board to help with the retailer’s expansion, and it ensures that thousands of new colleagues will join Morrisons family, and they will be able to attend extensive training to ensure that they are familiar with Morrisons’ values and adapt well within the team. 
By looking at how Morrisons manages to deliver on its third value, ‘listening hard and responding quickly’, the best example is the store manager of the year, which was able to listen to all the feedback from the customers and adapt it accordingly to ensure that everyone is happy (Mason, 2020). Moreover, Morrisons listened to the customer and now it is the only retailer that can sell through Amazon (Engaged Customer, 2016), which allowed the company to be closer to its customers and respond quickly to their needs. 
Unfortunately, not a single argument in regard to the retailer’s value of ‘freedom in the framework’ has been found, meaning that the company is not paying attention to this particular value and is not making any effort to deliver on it. 
In regard to Morrisons’ fifth value, ‘driving sales, tough on costs’, there is a new plan that will be put on practice soon, and that is to have no staff supermarkets, which will enable the customers to checkout by themselves, without having to pay the staff to support the customers (Macpherson, 2021 and Field, 2021). And while this is a great plan because it saves Morrison a lot of money, there is the potential risk of many employees to lose their jobs. 
A great example of how Morrisons is delivering on its sixth value, care, is the fact that the retailers plans on opening a new store and petrol filling station in an area where there are no supermarkets, in order to offer the community easy access to products and groceries, but to also create more than 120 jobs in the area (Britton, 2022). 
The final stage of the Red model is to draw conclusions. By applying Weber to Morrisons, it is clear that by planning, the retailer can deliver on the majority of its values. Moreover, Weber is enhancing the customer experience and can help in growing the profitability of the company and the satisfaction of the customers. 
However, the disadvantage of Weber in this case is that the employees are not heard at all, and there is no trace of the ‘freedom in the framework’ value being respected or delivered on. Moreover, while Weber helped enhancing the customer experience, the focus was not on enhancing employee satisfaction as well, and this is an area of improvement of Morrisons. 
The modern management theory, Herzberg’s theory, will help to address the area of improvement about the employee satisfaction at Morrisons, by using the same Red model. The assumption is that by implementing Herzberg’s theory to Morrisons, the employee satisfaction will be considerable increased, which will also enhance the productivity within the company. The second stage of the Red model is to evaluate the arguments. Morrisons claims that the company is looking after its staff by being the first retailer to offer £10 per hour, by being diverse, with 60% of the staff identifying as women, by caring for the employees wellbeing, by supporting careers and by improving social mobility (Morrisons, 2022). The company is also offering a reward system, multiple training opportunities, and great leadership which constantly engages with the rest of the employees (Morrisons, 2022). Apart from these, there is an entire list of benefits that Morrisons has in place for its employees in order to motivate them and grow their satisfaction levels. These benefits can vary from discounts, holidays, sick pay, life insurance to Employee Assistance Programme or Healthcare cash plan (Morrisons, 2022). While all of the benefits that Morrisons are offering might look appealing to the employees, there are a few issues that affect the employees’ satisfaction at the workplace. The most recent issue that created dissatisfaction between Morrisons employees is the data leak breach that happened, where important data, such as salary and bank details of more than 100.000 members of staff have been revealed (Radburn, 2017). Moreover, Morrisons has been found liable to all the claims, and it was forced to pay for the employees compensations for distress (Radburn, 2017). Another issue is the fact that many employees recently sued Morrisons for unequal pay between employees (Scott, 2018). While this situation first emerged years ago, in 2018, and Morrisons has been found guilty (Scott, 2018), the same situation happened again twice, where once the employees accepted a pay rise and abandoned their strike (Unite the Union, 2021), and the other one where the employees sued again the retailer and won the process (Leigh Day, 2021). Even more than that, the most recent controversy at Morrisons has been the fact that the retailer announced that the company will cut sick pay for the employees that are not vaccinated (James, 2022). This can cause a high level of dissatisfaction for the employees which are not treated fairly on a regular basis. 
The final step in the Red model is to draw conclusions. Based on the arguments provided, the Herzberg’s theory is beneficial to Morrisons as it can increase the employee satisfaction. However, Morrisons must be constant in applying the Herzberg theory as the recent pay issues and data breach are not making the employees happy, but otherwise. While Morrisons states that it provides multiple benefits to the employees, by not being equal with the pay and by not ensuring the employee’s data privacy it disproves all the other statement in regard to the employee benefits and satisfaction. Moreover, the retailer is not as diverse as it claims to be, as there are lots of inequalities at the workplace such as the pay and the sick pay for unvaccinated members of the staff. 


Conclusion 

Morrisons is the fourth biggest retailer in the United Kingdom and employs over 120.000 members of staff. The retailer has six values that are important in achieving the company’s goals. To analyse how Morrisons is delivering on each value, the Weber theory has been applied using the Red model. The evaluation revealed the fact that Morrisons is more invested in providing great customer experiences rather that making its employees happy and use their satisfaction to become more productive.  This has been deducted from the fact that almost each value had actions to ensure that it is followed, apart from the freedom in the framework, which mainly referred to the employees’ thoughts and suggestions about the current procedures of Morrisons. This created an area of improvement within Morrisons, in which a modern theory has been applied to evaluate if the issue can be improved. 
By applying Herzberg’s theory to Morrisons, it has been found that the company states that it offers multiple benefits to its employees. By evaluating the arguments, there have been found many sources that stated the fact that Morrisons is constantly failing to pay its employees correctly and fairly, which led to multiple legal action to be taken against the company, which resulted in the company being held accountable in front of the law for not paying the employees what they deserve. Moreover, another legal battle have been lost by Morrisons as a result of a data breach which led to 100.000 members of staff to have the salary and bank details exposed. These issues makes Morrisons to not be trusted when the company is stating that they care for the employees and that they offer many benefits for their wellbeing. 
In conclusion, Morrisons is delivering on its values regarding the customer experiences, but it fails to fully satisfy its employees, which is a constant problem within the company that must be addressed and corrected to avoid any further legal issues and employee demotivation. 
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