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1.0 [bookmark: _Toc194325089]Introduction

Strategic management plays a key role in ensuring the competitiveness and sustainability of organisations in a changing business environment. Argos, a long-standing British retailer, has had to adapt its strategy to meet the challenges of economic developments, changing consumer behaviour, and technological advances. Over the past three years, the company has undergone a series of significant transformations, leading to a reassessment of its market position.
Adopting an effective strategy is not only necessary but a critical element for the survival and expansion of a business in a volatile environment. Thus, this report aims to analyse Argos' strategic approach, focusing on the advantages and disadvantages of the current strategy and its impact on the company's positioning to competitors. For this purpose, three essential strategic frameworks will be applied: PESTLE Analysis, SWOT Analysis and Stakeholders Analysis.
The report will integrate Mintzberg's theory of the 10 strategic schools, focusing on the Positioning, Learning, and Environmental Schools, to explain how Argos defines and implements its strategy.
The report will propose possible strategic options for the future, taking into account the volatility of the global market and the need to maintain competitive advantage and sustainability. 




[bookmark: _Toc194325090]2.0 ARGOS and Recent Developments 

Argos is one of the UK's most well-known retailers, operating in a highly competitive sector where adaptability and innovation are essential to remain relevant in the market. Founded in 1972, Argos was initially recognised for its catalogue sales model, but with technological advancements and changing consumer preferences, a strategic reorientation was necessary (Burt and Sparks, 2003). The acquisition of Argos by Sainsbury's in 2016 was a strategic turning point, offering Argos access to a broader distribution infrastructure and more significant financial resources (Statista, 2024). This strategic shift aligns with the Design School, which emphasises a deliberate, top-down strategy formulation, where leaders aim to match organisational capabilities to environmental conditions (Mintzberg, 1990). 
In recent years, Argos has undertaken significant restructuring efforts to improve efficiency and digital integration. These actions align with the Positioning School, which argues that competitive advantage arises from choosing a favourable market position based on industry analysis (Porter, 1985). Argos' efforts to expand its online presence and leverage Sainsbury's logistical assets indicate a clear positioning strategy in response to e-commerce giants like Amazon.
While such strategic alignment offers clear benefits—such as improved cost control, market reach, and supply chain synergy—there are valid criticisms. Critics of the Design School argue that it oversimplifies the complexities of real-world decision-making and neglects emergent, adaptive strategies (Mintzberg, Ahstrand and Lampel,1998). Moreover, the tight integration with Sainsbury's may restrict Argos' strategic autonomy, reducing its ability to innovate independently and adapt to disruptive retail trends (Ansoff, 1991). 
Since 2022, one of Argos's most strategic initiatives has been the reduction of independent stores through integration into Sainsbury's locations, a move justified by the aim to optimise costs and improve operational efficiency (Wood, 2023).
In March 2023, the total number of stand-alone stores was significantly reduced, reaching 213, compared to 385 the previous year (The Scottish Sun, 2024). At the same time, Sainsbury's continued to expand Argos outlets within its supermarkets, opening thirteen new integrated locations, thus totalling 446 units (The Scottish Sun, 2024). This strategic shift reflects a broader trend in the retail sector: the adoption of omnichannel retailing. Combining traditional physical retail with digital services allows retailers to reach customers through multiple touchpoints, increasing convenience and accessibility. This approach aligns with the Positioning School of Strategy, which argues that companies should seek competitive advantage by occupying a favourable position in the market through deliberate strategic choices (Porter, 1985). Argos's integration within Sainsbury's stores strengthens its physical presence while supporting its online sales infrastructure.
The benefits of this strategy are considerable. Omnichannel integration offers cost savings through shared infrastructure and logistics and enables retailers to deliver a seamless customer experience, increasing brand loyalty and retention (Brynjolfsson, Hu and Rahman, 2013). Additionally, integrating store formats enables more accurate inventory control and faster fulfilment of online orders (Verhoef, Kannan and Inman, 2015).
However, critics of this approach highlight important limitations. Omnichannel transformation requires significant capital investment in IT systems, employee training, and logistics upgrades, which can be particularly challenging in a competitive, low-margin retail environment (Lewis, Whysall and Foster, 2014). There is also the risk that a standardised customer experience across platforms could dilute brand identity and reduce the flexibility of local operations. Moreover, tight integration with a parent company, as in the case of Argos and Sainsbury's, may limit strategic autonomy and responsiveness to market changes (Ansoff, 1991).
In the first six months of the 2024 financial year, Sainsbury's, including its Argos division, saw sales fall by 5% amid falling demand for non-food products. In contrast, the group's food segment saw growth of 5%, allowing pre-tax profit to rise by 4.7% to £356 million (Reuters, 2024). These financial results suggest that although Argos has struggled to maintain revenue, its integration into Sainsbury's has allowed it to benefit from increased financial stability, aligning it with the Positioning School of Business strategy. This strategic approach emphasises the importance of choosing a favourable market position and using internal resources to gain a competitive advantage (Porter, 1980).
Over the past three years, external factors have played a decisive role in shaping Argos' strategic direction. Rising inflation has affected consumers' purchasing power, leading to changes in purchasing behaviour, and the company has had to adjust its prices and promotional strategies to remain competitive. Rising national insurance contributions for employers have also generated additional costs for Sainsbury's, prompting the retailer to look for cost-effective solutions, including optimising Argos' operations (The Scottish Sun, 2024). In addition, the COVID-19 pandemic has accelerated the digitalisation of commerce, leading Argos to strengthen its online presence and invest in its delivery and logistics infrastructure to meet the growing demand for distance shopping (Reuters, 2024).
Argos' market position has also been affected by increased competition from online retailers such as Amazon and traditional competitors that have expanded their digital operations, such as Currys and John Lewis. Argos has implemented an omnichannel strategy to maintain its offer's relevance and attractiveness, combining the online and in-store shopping experience. This approach has aimed to streamline customers' purchasing process and maintain a competitive advantage through fast delivery and immediate availability of products in integrated stores.
This strategy can be linked to Porter's Five Forces, particularly the threat of new entrants and rivalry among existing competitors, which have intensified with the rise of e-commerce (Porter, 2008). Furthermore, from a BCG Matrix perspective, Argos is repositioning itself from a potential "Cash Cow" to a more dynamic "Star" by investing in digital infrastructure and faster fulfilment capabilities (Johnson et al., 2020). Failure to adopt such strategies could result in Argos losing market relevance and customer loyalty in a highly competitive and convenience-driven retail environment (Brynjolfsson, Hu and Rahman, 2013).
 Argos' evolution over the past three years reflects a significant transition towards a more efficient business model and better integration into Sainsbury's structure. Reducing the number of stand-alone stores, increasing investment in digitalisation, and adopting an omnichannel retail model have been necessary responses to economic challenges and changes in consumer behaviour. 


[bookmark: _Toc194325091]3.0 Argos Strategy Analysis
An in-depth strategic analysis is essential to understanding Argos' competitive position and the impact of external and internal factors on its strategy. This includes using the PESTLE framework to examine external influences, stakeholder analysis to identify interested parties and their impact on strategic decisions, and a SWOT assessment to highlight the company's strengths, weaknesses, opportunities, and threats.

[bookmark: _Toc192684846][bookmark: _Toc194325092]3.1 PESTLE Analysis

[bookmark: _Hlk193280982]PESTLE analysis is a fundamental tool in strategic management used to examine the macroeconomic factors that can influence an organisation's performance (Johnson et al., 2022). This method evaluates six main dimensions: political, economic, social, technological, legal and environmental factors, each of which has a different impact on Argos' strategy.
Political factors play a significant role in Argos' operations, mainly through the UK government's retail and consumer protection regulations. Increased business taxes and changes to minimum wage legislation have directly impacted the retailer's operating costs (Johnson et al., 2022). In addition, Brexit has continued to create supply chain difficulties, resulting in delivery delays and increased costs for imported electronics and furniture.
High inflation and rising cost of living have reduced consumers' purchasing power, causing them to be more selective in their purchases (Johnson, 2022). Argos needs to adjust its pricing strategy as a competitive product retailer and implement promotional offers to attract customers affected by the economic crisis. This reflects a cost leadership strategy, where maintaining low prices and offering value becomes crucial to retaining price-sensitive customers (Porter, 1985). 
Socially, consumer behaviour has changed significantly in recent years. There is an increased preference for online shopping, and consumers are more interested in companies' sustainability and ethical practices (Williams and Thompson, 2021). Argos has invested in digitalisation to meet the growing demand for e-commerce but needs to improve its transparency on green practices to remain competitive. This reflects a differentiation strategy, where companies aim to stand out by aligning their values with customer expectations—particularly on sustainability and ethics (Kotler and Keller, 2016). In today's market, environmentally conscious consumers are more likely to support brands demonstrating clear social responsibility commitments. Adapting this direction could lead to reputational damage and customer loss, especially among younger, more ethically driven segments.
Technology is a key factor in modern retail, and Argos was one of the pioneers in integrating the click-and-collect model. However, competitors such as Amazon are investing heavily in automation and artificial intelligence, which puts pressure on Argos to continue to innovate (Verhoef, Kannan and Inman, 2015).
From a legal perspective, Argos must comply with data protection regulations, including GDPR, given that it operates a complex system of online and physical sales (Miller, 2022). Any breach of these rules could lead to financial penalties and loss of consumer trust. Strategically, compliance with data protection is a legal obligation and a form of reputational and risk management, ensuring long-term brand credibility and customer loyalty. Moreover, in the digital economy, customer data is considered an intangible asset or strategic property, and protecting it is essential to maintaining a competitive advantage (Smith, 2020).
Environmental factors are becoming increasingly relevant to large companies' strategies. Pressures to reduce carbon footprints and use recyclable packaging are increasing (Yudelson, 2016). Argos must align its sustainability strategy with consumer expectations and government regulations to avoid reputational risks.


[bookmark: _Toc194325093]3.2 Stakeholders Analysis

Stakeholder analysis is a method used in strategic management to identify and assess the impact of different groups of stakeholders on an organisation (Freeman, 2023). Stakeholders can be classified into two major categories: internal stakeholders, which include employees, management, and shareholders, and external stakeholders, which include customers, suppliers, competitors, regulators, and the wider community. 
Employees play a key role in implementing Argos' strategy regarding internal stakeholders. Recent restructuring and closures of independent stores have significantly impacted staff, generating uncertainty and challenges regarding job security (Bratton and Gold, 2022). Argos management must find solutions to maintain employee morale, offering competitive benefits and professional development opportunities to prevent high staff turnover. On the other hand, shareholders of Sainsbury's, Argos' parent company, expect the retailer to improve its financial performance through effective cost management and a clear sales growth strategy (Hill et al., 2023).
Among external stakeholders, customers are one of the most important categories, directly impacting Argos's revenues. Consumer preferences have evolved significantly in recent years, with an increasing focus on e-commerce and fast delivery. Argos has invested in developing its online platform and integrating it with Sainsbury's network to respond to these changes, allowing customers to pick up products quickly from physical stores (The Guardian, 2014). 
Suppliers are another key stakeholder for Argos, as the supply chain plays a critical role in maintaining inventory and ensuring fast deliveries. Global supply chain issues, exacerbated by Brexit and economic crises, have affected Argos' ability to maintain optimal inventory levels for high-demand products such as appliances and electronics (Christopher, 2022). Post-Brexit trade restrictions have increased transportation costs and delays in delivering goods imported from the European Union (Fernie and Sparks, 2023). The company needs to establish stronger partnerships with suppliers and optimise logistics to minimise the impact of delays and additional costs.
Regulators also significantly impact Argos' strategy, imposing strict rules on consumer protection, data protection and sustainability. New regulations on the recycling of electronic products and sustainable packaging are forcing retailers to implement more stringent environmental measures, which implies additional investments on the part of Argos (Dauvergne, 2022). However, these requirements can allow the company to improve its brand image and attract customers who value its commitment to the environment.
In terms of community and social impact, Argos is responsible for supporting initiatives that contribute to the development of local communities. By providing jobs, supporting social causes and ensuring ethical business practices, the company can strengthen its reputation and relationship with society (Carroll and Brown, 2023). Involvement in such initiatives can influence public perception and add value in the long term.
The stakeholder analysis highlights the complexity of Argos's business environment and the importance of effectively managing relationships with the various stakeholders. Maintaining a balance between the expectations of employees, shareholders, and customers, alongside compliance with applicable regulations, is essential for the company's long-term success.
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SWOT analysis is a strategic tool to assess the internal and external factors influencing an organisation's performance. It helps identify the company's strengths and weaknesses as well as the opportunities and threats in the external environment (Gürel and Tat, 2023). 
One of Argos' main strengths is its omnichannel integration, which combines online sales with a physical presence in Sainsbury's store network. This model allows for fast deliveries and in-store pickup quickly, providing a competitive advantage over online-only retailers such as Amazon (Statista, 2024). The Argos brand is also well-known in the British market and has a long history, which gives it increased consumer loyalty. This strategy aligns with Porter's differentiation approach, allowing Argos to offer added value through convenience and brand trust (Porter, 1985).
Another significant advantage of Argos is its product diversity. The retailer offers various products, from electronics and appliances to furniture and toys. This diversification reduces the risk of reliance on a single product category and helps attract a diverse audience (Johnson and Scholes, 2022). Additionally, it reflects a portfolio strategy consistent with the BCG Matrix, where having multiple "Cash Cows" and "Stars" strengthens the overall business resilience (Johnson et al., 2020).
Argos faces some significant weaknesses, such as its dependence on Sainsbury's. Although integrating Argos stores into Sainsbury's supermarkets has brought operational benefits, it limits the retailer's expansion and makes it vulnerable to changes in the parent company's strategy (Wood, 2023). Another critical weakness is the high operating costs, especially those associated with maintaining logistics infrastructure and physical stores. Compared to online retailers, Argos has to bear higher costs related to warehousing and distribution, which may affect its long-term competitiveness (Christopher, 2022). Failure to address these structural inefficiencies may undermine its ability to sustain competitive pricing and service levels (Grant, 2019).
In terms of opportunities, the continued digitalisation of commerce offers new growth opportunities for Argos. Investments in artificial intelligence and data analytics technologies can improve inventory management and supply chain optimisation (Marr, 2020). These strategic moves align with the dynamic capabilities framework, allowing the company to adapt quickly in a changing technological environment (Teece, 2007). Also, expanding express delivery services and improving e-commerce platforms could attract more customers (Schniederjans, Cao, and Triche, 2014).
The growing demand for sustainable products and green initiatives is another important opportunity. Consumers are becoming increasingly concerned about the environmental impact of the products they buy, meaning that Argos can benefit from initiatives such as reducing plastic packaging and promoting recyclable products (Yudelson, 2016). A sustainability-focused strategy may improve reputation and support long-term financial and operational resilience (Carroll and Brown, 2023).
Fierce competition from online giants such as Amazon remains one of the biggest challenges. Amazon dominates the e-commerce market through competitive prices and highly efficient logistics, making it difficult for Argos to compete directly. This underlines the importance of strategic positioning and innovation, particularly in customer experience and last-mile delivery.
Inflation and global economic crises also negatively impact retailers. Rising prices and falling consumer purchasing power can reduce sales, especially in non-essential products such as electronics and furniture. If Argos fails to adapt pricing strategies accordingly, it may struggle to retain cost-sensitive customers (Kotler and Keller, 2016).
In addition, stricter data protection regulations and compliance with European legislation impose additional costs on companies, including Argos, which must invest in information security and consumer protection. However, adopting a proactive approach to compliance can build consumer trust and enhance strategic resilience (Smith, 2020).
The SWOT analysis highlights some competitive advantages, such as omnichannel integration and diversity of offers, but also significant challenges, such as intense competition from Amazon and high operating costs. In this context, Argos needs to capitalise on its opportunities, such as digital expansion and sustainable initiatives, and mitigate threats through a strategy adapted to market realities. Aligning these actions with broader strategic models ensures the company can maintain relevance and resilience in a volatile retail environment.
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Understanding strategic choices in a dynamic and highly competitive retail sector requires operational insight and a solid theoretical grounding. Henry Mintzberg's ten schools of strategy offer a helpful framework for analysing how organisations conceptualise, formulate, and implement strategy (Mintzberg, Ahlstrand and Lampel, 1998). While not all ten schools equally apply to Argos, several offer valuable perspectives when evaluating its strategic decisions in recent years. This section focuses on three schools most relevant to Argos: the Design School, the Positioning School, and the Environmental School.

[bookmark: _Toc194325096]4.1 The Design School

The Design School views strategy formulation as a deliberate, rational process that matches internal capabilities to external opportunities (Mintzberg, 1990). This top-down model assumes that senior leadership formulates a clear strategic plan based on a comprehensive analysis of strengths and weaknesses.
This school is reflected in Argos's strategic integration into Sainsbury's following the 2016 acquisition. Decisions such as reducing independent Argos stores and integrating them within Sainsbury's locations demonstrate a centrally coordinated strategy focused on cost efficiency and synergies (Wood, 2023). The model enabled Argos to leverage Sainsbury's logistical infrastructure and financial stability, particularly critical in navigating economic volatility.
However, critics of the Design School argue that it underestimates the complexity and unpredictability of modern markets, especially in retail, where consumer preferences evolve rapidly (Ansoff, 1991). A rigid plan, even if rational, may not be adaptable enough for disruptive environments and can limit responsiveness to emergent trends such as sustainability and real-time e-commerce changes.
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The Positioning School, championed by Porter (1985), emphasises the importance of selecting a favourable market position by analysing industry forces and choosing between cost leadership, differentiation, or focus strategies. In Argos's case, the retailer appears to combine cost leadership (through integration with Sainsbury's and streamlined operations) and differentiation (through omnichannel accessibility and fast fulfilment options).
Faced with intense competition from Amazon and other e-commerce players, Argos' strategic efforts to enhance its online presence while retaining physical access points represent a deliberate market positioning. This dual presence allows it to serve different customer segments and increases convenience, making it a key differentiator in retail (Brynjolfsson, Hu and Rahman, 2013).
Nonetheless, Positioning School strategies can sometimes overlook organisational capabilities and internal culture. Simply occupying a space in the market is insufficient without ensuring the firm has the resources and competencies to sustain that position (Grant, 2019).

[bookmark: _Toc194325098]4.3 The Environmental School

The Environmental School suggests that external forces largely shape strategy, and organisations must adapt in response to environmental pressures. This passive, reactive model highlights the importance of strategic flexibility and responsiveness to socio-economic changes.
Argos' decisions to focus on e-commerce, implement sustainability initiatives, and respond to shifting consumer expectations during and after the COVID-19 pandemic support the relevance of this school. The rise in demand for eco-conscious products and digital convenience has pushed Argos to update its operations and customer value proposition (Carroll and Brown, 2023).
However, an overreliance on environmental adaptation risks losing proactive control over long-term strategic direction. If a company only reacts to changes rather than shaping its market, it can become strategically vulnerable (Mintzberg, Ahlstrand and Lampel, 1998).
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In strategic management, a company's vision and mission statements define its long-term direction, corporate values, and stakeholder commitments. Although Argos, as a brand under the ownership of Sainsbury's since 2016, does not prominently display a stand-alone vision or mission statement, its strategic initiatives and positioning reflect core organisational priorities. Sainsbury's corporate mission, "to help everyone eat better," is primarily focused on food retail; however, its integration of Argos suggests a broader ambition to offer a comprehensive, convenient shopping experience by combining food and non-food retail in a single ecosystem (Sainsbury's, 2024).
Argos demonstrates a mission centred around accessibility, convenience, and affordability through its omnichannel structure and product variety. The operational goal of offering fast delivery, store collection, and a wide product range aligns with consumer needs for efficiency and flexibility. This mission reflects Porter's cost leadership strategy, which emphasising delivering value at a competitive price (Porter, 1985).
From a strategic alignment perspective, Argos's actions are mainly consistent with its implied mission. For example, integrating stand-alone stores into Sainsbury's supermarkets reinforces its goal of making products more accessible while improving cost efficiency. Furthermore, its investments in e-commerce and digital transformation are aligned with modern retail demands, especially post-pandemic shifts in consumer behaviour (Brynjolfsson, Hu and Rahman, 2013).
However, one area where Argos falls short is the clarity and visibility of its brand-specific vision. Unlike competitors like Amazon or John Lewis, which communicate customer-centric missions and long-term visions for innovation or sustainability, Argos lacks a distinctive public-facing message. This gap can create ambiguity among consumers and employees, particularly in a market where brand purpose increasingly influences purchasing behaviour (Kotler and Keller, 2016).
The absence of a defined vision also limits Argos' ability to project a consistent organisational culture. As Collins and Porras (1996) noted, visionary companies articulate clear, inspiring goals beyond profit and shape decision-making at every level. Without such a guiding framework, Argos risks strategic drift—where initiatives respond to operational pressures but lack long-term cohesion.
From a stakeholder perspective, the mission and vision should ideally align with the expectations of customers, employees, investors, and society (Freeman, 2023). Customers increasingly value ethical sourcing, sustainability, and transparency. While Argos has made strides in expanding product accessibility and enhancing service delivery, its relative silence on social responsibility may undermine its competitive positioning, especially with the growing consumer focus on environmental and social values (Carroll and Brown, 2023).
Despite these gaps, the brand's actions demonstrate strategic intent. Its integration with Sainsbury's logistics focuses on affordable non-food goods, and expansion in digital retail reveals a direction that prioritises operational integration and consumer accessibility. In Mintzberg's terms, this could be interpreted as an emergent strategy shaped by actions over time rather than formal declarations (Mintzberg et al., 1998).
Argos exhibits many characteristics of a mission-driven organisation. However, the lack of a clearly articulated and publicised vision limits its ability to align strategic goals with internal culture and external perception. Strengthening this area would clarify brand identity and enhance stakeholder engagement and long-term strategic cohesion. This alignment is essential for sustainability and growth in a highly competitive, value-driven retail environment.


[bookmark: _Toc194325100]6.0 Recommendation
In a competitive and fast-evolving retail environment, Argos must adopt forward-looking strategies to maintain short-term competitiveness and ensure long-term sustainability. Considering its position within Sainsbury's group, the following strategic options are relevant: expanding digital capabilities, strengthening logistics through strategic partnerships, and advancing sustainable product development.
The rise in online and mobile shopping makes digital investment essential. Argos should improve its online platform by integrating artificial intelligence (AI) for personalised recommendations and using data analytics to manage inventory more efficiently. This aligns with digital transformation principles and highlights the need for dynamic capabilities to address market changes (Teece, 2007). Leveraging technology can increase customer satisfaction and operational performance (Brynjolfsson, Hu and Rahman, 2013). Benefits include stronger customer engagement and supply chain efficiency, though high investment costs and implementation risks remain challenges.
Partnering with third-party logistics providers like DPD or Yodel can improve delivery speed and service reach. This reflects value chain optimisation (Porter, 1985), helping Argos reduce costs and focus on retail operations. While it brings performance gains, it also creates dependencies and potential brand misalignments.
With increasing pressure for environmental responsibility, Argos should invest in sustainable product lines, reduce single-use plastics, and improve sourcing transparency. This supports corporate social responsibility (CSR) and strengthens brand equity. As Carroll and Brown (2023) note, sustainability in strategy fosters trust and resilience. While beneficial for reputation and compliance, such initiatives may involve higher costs and logistical challenges.
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This report has critically examined Argos's strategic direction over the past three years, using theoretical models and real-world data to assess its position, performance, and prospects. A SWOT analysis revealed Argos's omnichannel integration and product diversity as key strengths, while dependence on Sainsbury's and high operating costs emerged as weaknesses.
Applying Mintzberg's strategic schools showed that Argos adopts a mix of deliberate design, competitive positioning, and environmental responsiveness—highlighting the complexity of retail strategy. The analysis of Argos's implicit mission and missing formal vision suggested that a more precise strategic identity could strengthen stakeholder alignment and brand differentiation.
Three options were proposed for long-term sustainability: expanding digital capabilities, strengthening logistics, and committing to sustainability. Digital transformation was identified as the most viable, offering agility, customer focus, and improved operations.
Argos must refine its strategy to remain relevant by balancing structured planning and adaptive learning. Investing in technology, promoting responsible practices, and leveraging integration with Sainsbury's will be essential to securing its place in the UK retail landscape and creating long-term sustainable value.
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