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The following report is aimed to evaluate strategic management of an organisation by using some recognised planning tools a SWOT and PESTEL as well as others that are needed to conduct analysis of the external and internal environment.  Argos Ltd is the company that will be looked at in depth to evaluate how it operates in a non-food industry, to identify factors that determines its place in the market. It will evaluate the company’s internal and external stakeholders and Argos strategies and missions. From the information gathered and the result of the finding provide a proposed strategy if needed. 

[bookmark: _Toc95169815]Strategic Management 
A company needs a strategy to help plan and organise business objectives. 
Johnson & Scholes state that:
Strategy is the direction and scope of an organisation over the long term, which achieves advantages for the organisation through its configuration of resources within a changing environment to meet the needs of the market and to fulfil stakeholder’s environment Paul Tinkler (2021) 
In the words of Mintzberg, that thinking is reserved for a task for top management team. 
The notion that strategy is something that should happen way up there far removed from the details of running an organisation on a daily basis, is one of the greatest fallacies of conventional management. And it explains a good many of the most dramatic failures in business and public policy today. (Mintsberg.1989, p 311) 
Ablu (2019) noted that according to Kaplan and Norton), only 7% of employees today fully understand their company’s business strategy. The downfall of Nokia was the human factor alongside lack of innovation.  It is said that employees stated that top managers and directors were no longer abiding by Nokia’s core values of Respect. 
To operate a business it needs a strategy, long term, and a short-term plan.  An activity where you collaborate with others where you want to go and how it is incorporated in the day-to-day business. Strategic management is a process, whereupon the decision makers in an organisation set about evaluating, planning and an implementation of a plan to improve or maintain the competitive advantage.  
Strategic management is a broader term than strategy and is a process that includes top management's analysis of the environment in which the organization operates prior to formulating a strategy, as well as the plan for implementation and control of the strategy. Parnell (2014) 
The purpose of strategy is to increase awareness to be effective and efficient. People take a very simplistic approach to strategy; this is unlikely to give good results. Defo (2016). A study showed that “Companies rarely track performance against long term plans. Less than 15% of companies make it regular practice to go back and compare the business results, with the performance forecast for each unit in its prior years strategic plans”. Mankins and Steele (2015).  
There are 5 Characteristic of a successful Strategy:
The organization's competitive environment is well understood, in detail.
Strengths and weaknesses are assessed in a thorough and realistic manner.
The strategy is consistent with the mission and goals of the organization.
Plans for putting the strategy into action are designed with specificity before it is   implemented. 
Possible future changes in the proposed strategy—a process called strategic control—are evaluated before the strategy is adopted. Parnell (2014) 

Strategic planning is important to help a business succeed, and studies have shown that those who plan are more successful. It can help companies reach their goals and plan ahead. It can provide a vision and direction for the business, aide in monitoring progress and getting better uses out of resources. It can be costly, timely and may be difficult in faster changing environments.
[bookmark: _Toc95169816]Argos LTD 
Argos is a leading digital catalogue retailer business based in United Kingdom.  It was founded in 1973 and its original business model was orders placed in stores, through its catalogue. The popularity of the catalogue declined as the internet increasingly paved the way for its shoppers. 
[bookmark: _Hlk94794807]“In 2012 Argos was on the brink of irrelevance.” Market Line (2021) The model was becoming superseded by digital purchasing. A retail digital leadership strategy was put in place, it has created a revolution with its strategies in marketing, supply chain management, and has its foot on the pedal with technology in the non-food retail industry for its consumers. The transition and the success of the multichannel business brought amount much interest.  Sainsburys merged with Argos, subsequently they reach their long-term plans by integrating the two brands under one brand with click-and-collect facilities and next day home delivery.  
Through continuous innovation, it has become the leading general merchandise retailer in the UK (Stokes, 2018). Argos has been able to meet consumer choices and needs by providing more options and a speedier way of shopping. “In today’s world of channel-rich convenience, the companies that manage to move with the time and trends are the ones that manage to survive in the long run”. (Sage 2020) 
The key challenge for Argos is staying relevant in the rapidly changing and increasingly competitive retail market, to be successful Argos has to provide value to all its stakeholders.


[bookmark: _Toc95169817]Internal Analysis 
Strengths 
Sales growth
Sales growth has shown to be continuously growing in sales especially in e-commence according to Lukas Peters (2021). From 2016 to 2020 sales continuously grew from 2.971 in 2016 to 5.260 in 2020. Total Argos sales has rose to 11.3% in year March 6th, 2021. Chart (appendix 1). 
Customer Satisfaction 
“Customer satisfaction scores continued to improve and moved further ahead of all of our superstore competitors” (Insight retail group, 2022) “Customer Loyalty is critical success factor to be able to compete in the retail environment.  Supply Chain Brain (2017) “The “mini warehouse” concept was the winner among several options, which included boosting the frequency of shipments from the distribution centre to stores, increasing stocks within the stores, and increasing the number of distribution locations”. Through its hub and spoke model it opened a streamlined service, introduced fast-track delivery, which allows same-day delivery.  According to research, 17% of consumers would change their minds about a purchase if click and collect was not available, making it a highly effective way of reducing basket abandonment. Nikki Gilliland (2017)  
Omni channel  
Having an omnichannel system gives customer the choice of many different ways to shop, pay and collect their items. This helps Argos attract customers and increase revenue and customers who have access to an omnichannel are more likely to shop. “Companies with a strong omni-channel strategy retain an average of 89% of their customers. The average customer retention rate is 39%, so that is a significant increase” (Anita Maurus, 2022) 
Product range
Argos offer a vast range of products that will help them retain and attract custom. They specialise in home and Garden, furniture, toys, and other general merchandise that can help keep them above competition due to their huge product choice.  Through the transformation and a new clothing commercial model it has built a scale online.  Roberts (2021) states that “Full price sales now account for nearly 90% of sales, a huge step up from around 60% pre-pandemic and a real testimony to the quality of the Tu clothing offer”.  
Customer segmentation 
Argos provides a combination online proposition with a wide availability of delivery and pick-up options The benefits of digital gives the opportunity to engage differently with customers.  Roberts (2021) says “80% of our customers are shopping online”.  A successful and accurate way to understand a customer group is to check the frequency of visitors.   With over is 8.2 million nectar registered customers and every time they swipe or add their card, they are creating masses of data all relating to what and where they buy, creating company specific knowledge. Mark Given (2021) states it's this data that enables us to connect to them more personally as individuals, recognising their individual shopping habits and needs. It's particularly true in our digital channels, where Nectar is at the very heart of Sainsbury's' rapid transformation from paper-based marketing driving short term sales, to a truly customer centric approach with digital personalisation at its core”.  An extremely fruitful way of gathering information. 
[bookmark: _Toc95169818]Weaknesses
General merchandise sales were down year on year in both Argos and Sainsbury's. O’Byrne (2021) says that “This was in line with our guidance, as we annualised very strong lockdown driven comparatives at Argos. Due to the coronavirus pandemic lockdowns customers used the leading internet retailer.  “Amazon’s UK sales soared by 51% last year to a record $26.5bn (£19.4bn)”. Neate (2021). 
Having a lot of suppliers to manage can be a weakness due to supply and demand this could be said why digital buyers went elsewhere. Roberts (2021) adds “We put that back our Christmas promotions a couple of weeks, because the product wasn't in the UK”.  This pushed customer to go global without having another option to choose from, however, not having a contingency plan and not having the Argos catalogue to choose other options, was at Argos detriment, especial younger children. Sweeney (2020) states that the buying bible was once found in three-quarters of British homes.” 
“Argos staff claim to have been ordered to transfer to Argos counters inside Sainsbury’s stores which are open during the coronavirus pandemic – or they will not be paid and may lose their jobs. “Market Line (2021).  Poor leadership and toppled with trade unions involved, because of hire and fire shows no commitment to their work force. Hiscott (2021) “Sainsbury’s has been slammed for handing its boss £1.3million while hundreds of workers face big pay cuts under a fire and rehire plan. Argos’s organisation mission statement in 2021 is not showing it alignment to staff.  
[bookmark: _Toc95169819]Opportunities
According to e-commence Argos’s sales are growing, growth was up by 11.3%.  80 % of sales are coming from online selling. Hence, it would benefit to develop further in this segment. It is important for organizations to focus on their competencies and draw on their strengths when they want to get ahead of their competition. 
Expanding out to markets in the growing economies, A leading home & Garden retailer have embarked on providing a professional customer service for their home improvement customers this has generated more customers, profit, and new job for people. 
 The chain is currently in the process of restructuring its in-branch management positions or let staff leave. By letting staff go, it would take invaluable skills with it.  The Telegraph, (2019) reports that “Businesses face challenges in terms of their employees’ willingness and KSA (knowledge, skills, and abilities).  
Non-food stores sales volumes rose by 2.0% in November 2021, because of growth in clothing stores (2.9%) and other non-food stores (2.8%).  As mentioned above TU clothing had a great improvement of sales. Leaving further opportunity to improve on their model and enter growing market. 
.  
[bookmark: _Toc95169820]Threats
Challenges for Argos in the coming years is staying relevant in the changing and increasingly competitive retail market. 
Increasing competition, Amazon.com is an American multinational technology and is the leading online retailer globally. Market line (2021). Also, Tesco PLC is a UK retailer known for selling food and groceries; the firm also retails a range of other products, including consumer electronics, household appliances and apparel.
Customer expectation and needs change as new markets open and people’s lives change and differ from day to day, social channels are among a few of changing consumer habits, such as twitter and Instagram for selling.  Argos must keep on track, keep innovating, stay on trends, and monitor their competition. “IKEA a competitor in the home & Garden industry has app which enables consumers to virtually place furnishing in their living space to see how they would look before purchasing, this could give them the competitive edge
As a Trusted retailer, they are showing that their general merchandise sales were down year on year in both Argos and Sainsbury's 2021. 
[bookmark: _Toc95169821]External Analysis 

Political 
Government guideline reintroduced when dealing with new Omnicom virus, has made an impact on sales in the retail environment.  Brexit transitional period affected UK retailers. “Businesses that rely on imports have had to adapt this year, there have been major delays on goods being imported and this has had a knock-on effect with the retailers,” Wright (2021).  
Economical 
Recent covid restriction made an impact on UK retail sales in January2022.  “According to the Confederation of British Industry’s (CBI) latest Distributive Trades Survey Sales grew at an above average pace in the year to January, at 28% compared to 8% last month. Goncalves (2022). It is evident that retail sales have been affected and according to Office of National Statistics (2022) “Retail sales volumes fell by 3.7% in December 2021, the largest monthly fall since January 2021”
Fuel bills have risen. Marshall (2022) said: “The sharp rise in energy bills this April will increase the number of households in fuel poverty and treble the number of families in fuel stress” This will leave people with no disposal income, resulting in buying necessities only. 
Social 
The shopping trends of customers are continuously changing as lifestyles change. Habitat which is part of Argos have introduced its range of furniture for children. Argos is quick to adapt and understand their competition. There are few substitutes retailed in homeware goods MarketLine (2021). It is report by Disfold (2019) on the top e-commerce sites in the UK, “Argos was placed third on the list with an estimated monthly traffic of 60.05 million visits. This multichannel approach helps with it targeting groups. 
Technology 
According to the Office for National Statistics (ONS), a March 2019 report on the retail sales in the UK demonstrated that non-store retailing had the largest contribution to year-on-year volume and value growth among the four main retail sectors of fuel, food stores, and non-food stores (Murphy, 2019). This is showing that Creativity and innovation are extremely Important for businesses to gain a competitive advantage. “To maximise the benefit offered by new, rapidly developing technologies, retailers must realize that introducing innovative technologies is no longer a nice to have but is required to avoid losing competitive advantage and address any inefficiencies across stores, warehouses and the supply chain”. Market line (2018). 
Law 
Consumer protection laws are getting stronger so that consumers can easily return products free of charge or under warranty (Deloitte, 2013). Argos must ensure they are operating within health and safety regulations to keep their business running safely and in compliance with the law. 

Environment  
There is an increasing need and requirement to companies in Supply chain management to combine Sainsbury & Argos are Sourcing with integrity Building resilient supply chains by sourcing products ethically and sustainably Winner of the Marine Stewardship Council (MSC) UK Supermarket of the Year Award for the fifth year in a row, and leading UK retailer, with the most MSC labelled products 

[bookmark: _Toc95169822]Porters 5 forces
Competitive rivalry – Is a measure of the extent of the competition among companies, intense rivalry can reduce profits. In a price war study for two consecutive years. “Amazon’s prices were found to be 13% cheaper than Argos, Asda and Curry, (Business Wire 2021). This is showing that Amazon has different goals, and a lack of success is not acceptable as there willing to take a price cut. It could be company strategy, culture, or origins. Parnell (2021) says “Such firms may have a have difficulty time agreeing on a set of ‘rules of combat’ and increase rivalry.”. King Fisher has new successful service ‘Need Help’ it is an online platform. 
Threat of new entrants - Brand Identity and product differentiation is a factor for new entrants into the retail industry. Established companies such as Ikea, Amazon and Argos have strong identities. Argos itself has an iconic image as an established brand in the UK. For new entrants entering the industry will occur many costs, such as marketing.  Argos has a huge digital presence to create an omni-channel experience for its customers and an efficient hub and spoke model, which gains customer loyalty through its fast delivery and collection service. 
Bargaining power of customers – (McGrath and Bates, p 165, 2017). “Keep one step ahead of your competition by improving what you offer or lowering prices to make substitution uneconomical”.  To avoid customer putting pressure on and drive prices down, deliver quality goods at affordable prices.  “Phil Crosby argued that an organisation that established a quality programme would make savings that would more than cover the cost of any such programme.” (McGrath and Bates, p 199, 2017),   
Bargaining power of suppliers - Suppliers have the ability to increase their prices and charge excessive amounts if they feel they need to. Sainsbury & Argos are building relationships with suppliers.  Roberts (2021) said “To clearly work closely with our suppliers to ensure we mitigate headwinds as far as possible.” The organisation is recruiting more supplier, to make sure they can move more products though it supply chain.
[bookmark: _Toc95169823]Two models that can be applied to an organisation 
Models that can be applied to companies, and example of application is a fast-food restaurant Strategic planning is a process to define the company’s direction and their approach and can be applied to an organisation using Mintzberg 5 Ps of Strategy. McDonalds, who are in the fast-food industry, could use this model in their strategy to help get ahead of their competition by planning and getting to know their market.  
Plan in advance with an objective - McDonald’s plan is to win through changes and opening up new restaurants. Using growth strategies, such as product development and also CSR (Corporate social responsibility) activities (Pelota, 2011). CSR activities have the potential to create stronger relationships between firms and stakeholders. 
Ploy is about taking opportunities.  - McDonald’s healthy living campaign educating consumers on eating healthy, at the same time showing that they care as a company and by meeting consumer’s needs.  McDonalds (2002) state that they were the first in our industry to provide nutritional information for customers. 
[bookmark: _Hlk87188354]Perspective this can be defined in terms of corporate personality and the culture a company has developed over time - McDonalds is known for its efficiency in delivering fast food and keeping hygiene up to high standards. They employ a member of staff to permanently remain in the restaurant area to keep on top of cleanliness.
Pattern- McDonald’s is a global fast-food service retailer. They are known for taking opportunities to grow. They have many restaurants within the same regions that make the stores more accessible to customers and increases their chances of gaining custom.
Position is where you are in the competitive environment. McDonald’s wants to be loved due to their slogan “I’m Lovin it” and plan to be number 1. They are thrashing their primary and also secondary rivals.
Porters Generic Strategies:
1. Cost Leadership 
2. Differentiation 
3. Cost Focus Differentiation Focus.
4. Differentiation Focus 
Companies that are successful in obtaining cost leadership usually have the Capital to invest into technology that will bring cost down and efficient logistics.  In 2021 they were making good progress with the Argos transformation programme. The cost reduction programme is on track, and the opening of the first Local Fulfilment Centre in Bristol in June - a key milestone in creating the new fulfilment model
[bookmark: _Toc95169824]Argos strategic direction
According to the Sainsburys website, Argos is a leading UK general merchandise retailer offering products through its website, apps, stores, and convenient Click & Collect points inside Sainsbury’s supermarkets. Sainsburys claims they are one of the UK’s leading digital retailers, offering more than 60,000 products online and in-store. Argos are now a brand of Sainsburys, so the overall core mission and values are outlined by Sainsburys Argos, however there are individual goals and plans set for Argos alone. 
Simon Roberts, Chief Executive of J Sainsbury plc, said:
“In June we launched our new Argos brand commitment, "Ready for All Life's Moments". The new campaign is all about helping customers feel ready to get the most out of life and will broaden the brand's appeal by focussing on desirable, stylish products, top brands, and the compelling reasons to shop with Argos”
In 2021 they are making good progress with the Argos transformation programme. The cost reduction programme is on track, and the opening of the first Local Fulfilment Centre in Bristol in June - a key milestone in creating the new fulfilment model.
In 2016 when Sainsburys merged with Argos to benefit both companies, their mission was to close Argos stores and reopen them within Sainsburys stores as click and collect points. Sainsburys had opened 20 Argos stores inside Sainsbury's supermarkets in the quarter bringing the total to 356 and closed 14 Argos standalone stores bringing the total to 387.  Sainsburys are on track towards their mission and have so far been successful in completing their objectives.
The MarketLine (2016) case study mentions Sainsburys predicted plans to install Argos’s kiosks into large Sainsburys stores and click and collect facilities in the smaller ones and has been accomplished indicating and showing their transparency. The mission has been confirmed by the CEO of Sainsburys recently in his interim reports; as quoted above, that Sainsbury & Argos’ earlier plans has been on track and a success”.  
[bookmark: _Toc95169825]Sainsbury’s Argos vision
[bookmark: _Hlk95031430]‘Our vision is to be the most trusted retailer, where people love to work and shop. We’ll do this by putting our customers at the heart of everything we do and investing in our stores, our colleagues, and our channels to offer the best possible shopping experience. They are showing that they are trying to achieve their vision by, making a positive difference to the community, sourcing with integrity, showing respect for the environment, and providing a great place to work. Their vision to be trusted by colleagues isn’t being met because staff are not feeling valued in the workplace. As stated above, the need for the trade union to intervene clearly shows that colleagues are not happy or are being treated unfairly, which doesn’t show a lot of trust. This conflicts with their vision on being the most trusted retailer. According to John Whitmore, trust is crucial for staff coaching and work performance. 
Argos are the third most visited retail website in the UK and reach about 1 million visits to their website every year. This shows that people are interested in the brand and, the Nectar loyalty card shows that Argos’s customers are using and shopping in the Argos brand. Their distribution and omnichannel systems are some of the bests in the industry, and their ecommerce. Because they have 60,000+ products they have many suppliers that they have to gain and keep trust from, currently Argos is recruiting and building relationship with suppliers
The company is showing that they general merchandise sales were down year on year in both Argos and Sainsbury's 2021. This is affecting the shareholders profits, arguably it could be blamed on the Pandemic, however, part of any strategy it should have a contingency plan when external forces may affect an organisation.  A stakeholder analysis is a way knowing who needs to be prioritised. Jonson & Sholes argue that “It is a strategic business tool”. 
[bookmark: _Toc95169826]Stakeholder analysis

A stakeholder Analysis is a good way to identify, help prioritising, and understanding an organisations stakeholder. The first step is to identify the potential stakeholders and prioritise the ones with the most influence and power. It helps identify which individuals to include in a planning process and what roles they should do and at what stage.   . Below is an example from Argos. 

	Stakeholder
	Influence
	Expectations
	Actions

	Employees

	Low-high. Staff on operational level have low interest and low influence. 
	To be paid for their work. To be provided with a safe working environment. 
	Terms & conditions of Employment Contract Employees and employers must stick to a contract until it ends



	Owners
Shareholders 

	High influence and high interest for owners & shareholders it is their investments 
	The CEO is taking the company forward and working towards the companies long and short-term plans to gain a profit & Customer loyalty.  
	Owners are setting the broader direction for the company.
Shareholders are supporting the plans 

	Customers

	Low interest because they do not have an influence as they are not trying to make a change,  
	Good customer experience 
	By generating good customer service to gain repeat business
 

	Suppliers

	High influence and interest because they supply goods for Argos to make a profit
	
Good working relations 
	Currently Argos recruiting and Suppliers are joining, also adhering to safer supplies. 

	Board of Directors 
	Have high influence and an interest in the business success
	Responsible for setting the long-term strategy for the group.  .
	Evaluating top managers strategic proposals. 






[bookmark: _Hlk95047033]

Proposed new strategy for Argos 
Argos original business model, the paper catalogue was positioned be collected from stores, this encouraged and gave effective communication, hence, truly understanding customer’s needs. Additional to household name it was a commodity in homes, it was used by families to keep children entertained this was an effective company ploy. 
One of the biggest challenges in the retail market is ensuring that brick-and-mortar stores stay profitable and appealing.  Argos has a broad range of products, which has enabled it to take advantage of on opportunities across multiple markets, however, their profits are down in their Home & Garden range. An opportunity has risen because of the result of Covid for this range, as many homeowners are purchasing more home improvement products and require support with their purchases. 
Their rivals in the industry, King Fisher have launched a digital platform, it has created fifty-eight thousand jobs, and announced the acquisition of the home improvement service as the value of Ten Million. By applying this model in store and online, should help attract more customers, boost revenue, redeploy staff and give customers the full picture of their purchase. Also, an opportunity to upsell the product and help to develop the uniqueness of Argos as a company and this will move in the direction of satisfying all stakeholders.   
Staff need to be involved with the vision and this can be applied by having a learning organisation and investing through training. Argos middle managers because of the merger of Sainsbury may lose their roles. By upskilling their colleagues, will help retain them and benefit the happy2help platform (an idea of the name for the new service) as many these employees have vast product knowledge, invaluable asset to have that can be shared by mentoring others. All new projects have set back or stakeholders can make or break success of the project.  By adopting Kingfisher best practises and placing the newly trained experts into new leadership positions will help create a culture of openness.  







[bookmark: _Toc95169828]Conclusion


Argos has remained a leader in the competitive market. A strategic plan allows organisations to foresee their future. Argos’s mission and values have been evaluated to show what they do for their stakeholders and by having a strategy has helped them develop to be successful in the non-retail environment. The stakeholder analysis has shown the influence and the interest they have on the organisation and the benefits of doing internal and external analysis to prevents threats or take opportunities 
 Overall having a strategy in place ensures a company can plan ahead for the better and be prepared for any changes they need to face. It can give them a competitive edge over their rivals if they are aware of where they want to go and where they are currently in the market, as well as identifying potential new threats. 
[bookmark: _Toc456901523]
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	Table 2: Summary of internet statistics, November 2021
Value, seasonally adjusted, percentage rates, Great Britain

	Category
	Online sales
as a proportion
of retail in this
sector
	Online sales: Most
recent month on a
year earlier
	Online sales: Most
recent month on
previous month
	Index categories
and their
percentage
weights

	All retailing*
	26.9
	-12.2
	0.1
	100.0

	All food
	9.7
	-8.4
	-4.5
	14.7

	All non-food
	23.2
	-18.7
	0.2
	37.3

	Department stores
	27.5
	-26.9
	1.4
	9.1

	Textile, clothing and
footwear stores
	25.9
	-5.9
	0.6
	10.3

	Household goods stores
	23.4
	-28.1
	-1.9
	7.8

	Other stores
	18.9
	-16.6
	0.3
	10.1

	Non-store retailing
	83.6
	-7.4
	1.5
	48.0


Source: Office for National Statistics – Monthly Business Survey – Retail Sales Inquire
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	2021/22
	 
	 
	2021/22

	Total sales growth
	Q1 YoY
	Q1 Yo2Y
	 
	Like-for-like sales growth
	Q1 YoY

	Grocery
	0.8%
	11.3%
	 
	Like-for-like sales (excl. fuel)
	1.6%

	Total General Merchandise
	(1.4%)
	5.6%
	 
	Like-for-like sales (incl. fuel)
	8.4%

	    GM (Argos)
	(3.7%)
	6.7%
	 
	 
	 

	    GM (Sainsbury's Supermarkets)
	11.2%
	0.9%
	 
	 
	 

	Clothing
	57.6%
	15.5%
	 
	 
	 

	Total Retail (excl. fuel)
	1.6%
	10.3%
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