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[bookmark: _Toc89237315]1.Introduction 

In response to the request by the CEO of M&S, this report has been designed by the value proposition manager of the company to present a contemporary view of the sustainable performance and effectiveness of the organization. The report has been written in November 2021 and it will be delivered to the CEO next month. The primary objective of this paper is to critically discuss the issues and limitations that have emerged from traditional management theories, such as Weber’s theory of management and Herzberg’s theory of motivation. With this in mind, the introductory section begins with a critical assessment of management models that may influence the values, beliefs and attitudes of the organization toward sustainability. Examples include the Red Model and Toulmin’s model of argument. In doing so, the author has critically analyzed and examined secondary information that derive from a broad range of textbooks, academic journals, research papers and websites. 
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[bookmark: _Toc89237317]2.1 Background to organization 

M&S operates based on the values of high quality, innovation, trust and outstanding service. In doing so, the company has been able to develop a strong supply chain management that consists of ethical and environmental-friendly suppliers from around the world (M&S, 2021a). Additionally, the retailer is a strong advocate of human rights, and it stands up for those values; making sure that the company demonstrates a great level of respect and support toward human rights. Perhaps not surprisingly then, M&S has been built on the principles that derive from the United Nations Guiding Principles on Business and Human Rights, supporting the OECD Guidelines for Multinational Enterprises too (M&S, 2021a). With reference to Ruggie (2017), these principles attempt to grow the influence of international organizations, such as M&S, establishing a state-based system of global governance that actively promotes and protects human rights across the world. In an era of increased globalization and uncertainty, nevertheless, M&S appreciates the fact that many communities have still experienced both positive and negative effects on their human rights and thus, the retailer has proactively taken further steps to minimize human rights violations, such as modern slavery. Through this process, the organization has been able to attract and retain the best talent in the industry, which in turn helps M&S provide high quality and innovative products and services that people can trust. In other words, their attitude toward human rights aids the company in achieving their values of high quality, innovation, trust and outstanding service. 

Moreover, it is noteworthy to point out that M&S has been focused on the development of long-term sustainable business value. In other words, the company has been built on ‘’a belief that caring about our impact on tomorrow’s world as well as today’s is not just good citizenship, it’s good business’’ (M&S, 2021b, n.p.). Simply put, M&S acknowledges the long-term impact of their global operations on the world’s economy as well as the society, which in turn highlights the emphasis M&S has put on their values, beliefs and attitudes toward sustainability. Indeed, the organizational goals and objectives of M&S represent plant-based initiatives, whereby the corporate mission is to become a net zero business across the globe. In other words, the company has designed an innovative Plan A that seeks to eliminate all greenhouse emissions from their stores as well as their entire supply chain. The reason the company has named this initiative Plan A is simply because there is no Plan B when it comes to the planet (M&S, 2021b). That said, it becomes apparent that the company operates in line with their values, beliefs and attitudes toward the environment, demonstrating their long-term efforts and plans to become more sustainable. To achieve these goals and objectives, Collins, Steg and Koning (2007) argued that organizations should improve their sustainable corporate performance, which entails improvements in economic, social and environmental performance. However, the findings of their research showed that beliefs about the importance of social and environmental corporate performance are closely related to values. In contrast, economic performance is not related to values, as it is mainly driven by external factors that originate from the wider environment, such as customers’ buying behavior. M&S, nonetheless, attempts to enhance sustainability in their economic, social and environmental performance. This can be cross-examined with their Board’s objective to ‘’build a sustainable business through consistent, profitable growth and to make sure that we act responsibly in meeting our accountability to shareholders and wider stakeholders’’ (M&S, 2021c, n.p.). 

[bookmark: _Toc89237318]2.2 Critical models  

In order to meet the increasing demands and expectations of shareholders and stakeholders, Barrett (2010) developed a critical model that seeks to enhance organizational understanding in the values of employees, leadership and stakeholders. This model concerns leaders who desire to form supportive and productive relationships among all stakeholders, in line with corporate goals and objectives. To accomplish this, he identified seven motivational factors that could have a positive effect on organizational performance and overall effectiveness, including viability, relationships, performance, evolution, alignment, collaboration and contribution (Barrett, 2010). Even though all these factors can have a positive effect on organizations, it is imperative to note that M&S has placed emphasis on contribution. According to Barrett (2010), this demonstrates the company’s long-term perspective and vision, social responsibility and sustainability. This is in line with M&S’s corporate goals and objectives that aim at enhancing sustainability across all business operations and functions worldwide (M&S, 2021b). That said, it can be argued that this element could have a positive impact on the organization’s values, beliefs and attitudes toward sustainability. This is mainly because the model considers the interests of all stakeholders, including the environment and the society as a whole. In this direction, it is imperative to note that Red Model can also have an impact on the organization. This model aims at developing critical thinking skills to evaluate the suitability and reliability of information and help stakeholders form assessments objectively. This in turn affects the personal values, beliefs and attitudes of individuals, as it helps them recognize assumptions which can be true even without evidence. In doing so, they would be able to evaluate arguments and opinions, drawing conclusions accompanied by evidence (Wulandari, Baedhowi and Hindrayani, 2021). In this context, the Toulmin model can be used to analyze and strengthen arguments too. Toulmin identified six elements for analysis, including claims, grounds, warrant, backing, qualifier and rebuttal (Reed and Rowe, 2005). Altogether, these elements can help organizations analyze the arguments of stakeholders, evaluating their validity. 

[bookmark: _Toc89237319]2.3 Management schools and theories 

Mainstream literature suggests that organizational performance can be enhanced through the development and implementation of bureaucratic processes and practices. This theory originates from Max Weber, who advocated that the structure of an organization should be based on legitimate power and authority. As Buchanan and Huczynski noted in their book (2010, p.490), Weber’s view on bureaucracy is known as ‘’the ideal type’’ because it represents a model or a checklist, against which to compare and evaluate organizational performance. According to Weber, bureaucracy is the most effective way to manage an organization and maximize employee productivity. To achieve this, hierarchical levels of authority and power should be developed in organizations, including the division of labour which in turn highlights the positive impact of specialisation on productivity. (Őnday, 2016). In doing so, top management defines the objectives of the organization and allocates related tasks to lower management, in support of corporate objectives and goals. In this context, it should be noted that Frederick Taylor developed a similar theory in which scientific management can help organizations maximize their profits and overall productivity (Őnday, 2016). 

To attain this, Taylor suggested that organizations should use scientific methods to identify the best way of doing a job through a clear division of tasks and responsibilities between top and lower management. According to him, scientific management can increase output using the fastest and most efficient ways of production. Buchanan and Huczynski (2010), nonetheless, delineated that Taylor was interested in the identification of the best way to perform a task; in contrast, Weber was interested in finding the best way to structure the organization. However, both management theories have been subject to heated debates. More specifically, Awofeso (2019) argued that Taylor and Weber did not take into account the human element in the management process. This approach refers to the human relations movement in which contemporary organizations focus on modern management techniques and skills that seek to motivate their employees by applying effective leadership and communications theories. This is in line with a management theory that was developed by Elton Mayo; a classical approach to management which recognises the social needs of people (Bruce and Nyland, 2011). According to him, this would increase their capacity for collaboration within organizations. 

For example, M&S has established people principles that drive their business sustainably by providing employees with a safe, healthy and eco-friendly working environment (M&S, 2021d). Yet, it is important not to neglect that the retailer has designed an organizational culture that promotes diversity, inclusivity, personal development and mutual respect. With reference Rabl et al. (2020) these are all critical aspects that concern contemporary employees and thus, it is not surprising that these management efforts demonstrate an ethical responsibility which affects employee behavior toward the organization. Taken one step further, Henri Fayol advocated that management should be analyzed as a separate activity in which organizations aim at improving organizational performance through effective forecasting, planning, organizing, commanding, coordinating and controlling (Buchanan and Huczynski, 2010). Even though this management theory underlines the importance of the human element in organizations (especially the commanding activity in which top management seek to influence lower management toward the accomplishment of organizational goals and objectives), it cannot still represent modern organizations. In an era of increased globalization and complexity, Buchanan and Huczynski (2010) advocated that Fayol’s model cannot be applied in contemporary organizations simply because this conceptual framework suggests that there is one best organization structure that would suit all organizations: regardless of their size, number of employees, corporate values and beliefs. 

However, Fredrick Herzberg adopted a contemporary view on organizations and more specifically, he unearthed the roots of motivation that drive employee performance and engagement. As Buchanan and Huczynski noted (2010), Herzberg was the father of the concept of job enrichment which encompasses the potential ways in which organizations attempt to broaden the experience of work in order to enhance employee satisfaction and improve their motivation and performance. Sachau (2007), nevertheless, argued that this theory has received criticism on many accounts, such as Herzberg’s research methodology on happiness, intrinsic motivation, materialism and inconsistency in his use of these terms. He went on to explain that Herzberg used a single and biased research methodology without even having a clear definition of the theory that he attempted to test. In this context, McGregor critically discussed the concept of motivation, concluding that Theory X and Y can improve employee motivation and ultimately, organizational performance. However, McGregor discerned that Theory Y is more appropriate for contemporary organizations, since it reinforces the integration of goals (Morse and Lorsch, 1970). In other words, it attempts to integrate corporate goals and objectives into employees’ individual goals and objectives who desire to be self-directing and responsible, enhancing their capacity to be more creative in critical decision-making aspects and problem-solving processes. In contrast, Theory X focuses primarily on corporate goals and objectives, whereby most employees avoid responsibility. A similar management approach for effective leadership has been developed by John Adair who argued that the requirements of a task, team and individual should all be taken into consideration by effective leaders who seek to improve satisfaction and deliver the required results (Ross, Koneri and Stansell, 2021). 

Morse and Lorsch (1970) took this further and analyzed the motivational factors that are likely to influence performance and satisfaction with management. In doing so, the concept of effective leadership emerged, suggesting that successful leaders should not adopted the one best organization structure that would suit all organizations, which contradicts Fayol’s theory. Instead, contemporary organizations should adopt a leadership style that encourages employees to engage in organizational activities and be more proactive. This theory originates from Stephen Covey who identified various habits of highly effective people, without taking into account the effects of external resources (Spohn, 2018). In contrast, Covey’s theory was built on the assumption that personal knowledge and learning within an organization can improve performance and sustain effectiveness. Faced with more turbulent and hostile business environments, nevertheless, it is imperative to note that external forces can have severe effects on modern global organizations, such as M&S. Particularly, climate change and global warning have without doubt impacted the operations of the retailer; as they shift their focus toward sustainability and more specifically, toward the elimination of their negative effects on the environment. A striking example of this movement is the company’s plant-based initiatives (M&S, 2021b). 

[bookmark: _Toc89237320]2.4 Potential effects on the manager’s values, beliefs and attitude toward sustainability 

These management theories and models would influence the values, beliefs and attitudes of the value proposition manager, when working toward sustainability goals. For example, the application of Herzberg’s theory in M&S illustrates the steps that has been taken by the retailer in order to improve sustainability and protect the environment. As Herzberg argued, employee satisfaction and performance can be improved by considering their interests and expectations, including both motivating and hygiene factors (Buchanan and Huczynski noted, 2010). These in turn have without doubt an effect on the manager’s own values, beliefs and attitudes toward the organization, as sustainability remains a major concern for them. This can be cross-examined with Lamm, Tosti-Kharas and King (2015) who argued that organizational support toward the environment can have a positive effect on employee performance and satisfaction, as more and more employees are concerned about the environment and thus, they expect modern organizations to empower sustainability and protect the environment. Since M&S has already taken several initiatives to fight against the alarming environment issues that have arisen over the past few years (M&S, 2021b), it can be argued that Herzberg’s theory plays a key role in the values, beliefs and attitude of the value proposition manager. Similarly, the keys to critical thinking that are present in the Red Model would influence the value proposition manager; especially the first key that helps managers recognise assumptions. In doing so, the value proposition manager should analyze the evidence on the company’s impact on the environment and take proactive steps to enhance sustainability in the organization. 

[bookmark: _Toc89237321]3.Conclusion 

All in all, it becomes evident that mainstream management theories still play an important role in organizations. However, the extent to which they can influence organizations depends on own their values, beliefs and attitudes toward sustainability. This is mainly because sustainability matters have drawn the attention of modern scholars; leading to the development of contemporary management theories that would ultimately help organizations make the right decisions on values, beliefs and attitudes. Without doubt, sustainability should be at the heart of all organizations; especially those that operate in the global environment, such as M&S. Given the complexity of global organizations and their effects on the environment, it is pertinent to design and promote an organizational culture that is in line with corporate goals and objectives, taking into account the interests of all stakeholders. This in turn would help the organization sustain effectiveness and mitigate their potential negative effects on the environment. Yet, it would safeguard the future development and growth of organizations, as sustainability has a wide impact on the global environment. Therefore, it is important to address the current challenges of businesses and support sustainable initiatives that would mitigate environmental risks and issues. M&S has taken proactive steps toward sustainability, acknowledging the fact that there is no plan B for the planet. With this in mind, the ability to improve operational efficiency and effectiveness through eco-friendly business models is critical. 
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