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Executive Summary
The purpose of this report is to analyse and identify core and individual values from employees working in Sainsbury’s and Argos where a merger took place in 2016 which may affect employees, customers, and stakeholders in views of values. As the possibility exists that some employees may have worked for one company and left due to conflict of values to then work for the other may find themselves in the same position again. This report will further investigate theories relating to Critical analysis of argument theories and arguments of values and management strategies. This will investigate psychological  attachment, nudge theory, employer branding, Four Quadrant of human systems model to assess values and how to influence them upon workers. A few reports and journals about Sainsbury’s and Argos will be looked at including a few employee reviews of the organisations to identify values and issues that with management strategies combined with RED thinking model can analyse the best options for managing the organisation. Followed by leadership models, and a case study of Sainsbury’s use of Drucker’s framework to Plan, understand, improve and implement their management strategy to successfully change the organisation for the better in terms of brand image, better working environment, clear vision, goals and values.
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Introduction
In 2016 Argos merged with Sainsbury’s, where combined have transformed the market for the customer, giving them the competitive edge. The values, vison and workplace design needs to cater for all people involved. The best way to identify these values are to look for sources from not only the top from CEO, HR but the bottom from employee’s views on working for the organisation to give insight on how these values effect, both the organisation, employees and customers. Once methods have been investigated to identify individual and core values the need to make those work into the business must be taken on board. Identifying management strategies to benefit both the employees and organisation to ensure a better working environment, brand image and competitive advantage will need critical analysis of management, argument and leadership theories to plan, implement and monitor a strategy that will lead the organisation to success.


 













Main Findings
This report will focus on Argos and Sainsburys. Summit (2019) informs of Argos as the highest high street retailer in the UK. Remaining close partners with Amazon to embrace technical innovation to generate £2bn from sales online during their last financial year. As well as the business expanding it has been transformed due to technology to recognise and view the customer journey, giving a competitive edge and great impact on sales.
Neal (2018) writes about the Sainsbury’s and Argos merger in 2016 possible future Asda merger, under a new umbrella company which at the time was waiting for an approval by the competitive market authority, with no planned closures of stores but more opportunities drawing on shared values. 
Organisation and Employee Values
Integrity (2019) writes about engagement of employees at Argos to create a better working environment including rest areas in stores created for identity and brand also to communicate messages to employees. These are key messages which include the workplace design process to help  
From the perspective of former and current Argos employees, reviews taken from Glassdoor (2019) will give some insight of values employees look for. Average reviews of 55 say the Pros are a good salary and nice environment where 43 say the Cons are use of headsets are not efficient depending on the store internet affecting speed and rota issues affecting homelife. Other reviews vary from good fun at times, one of their best jobs, incredible support from coaching, welcoming environment, a great experience, meeting customers but issues are the shift patterns which cause disagreements but is required to cover open hours, management where they disappear, lack of leadership, uneven job allocations and late rotas. 
Sainsbury’s (2017) strategic report mentions their values as different from their competitors to strengthen relationships with suppliers, workers and stakeholders, providing guiding principles to help staff work better. These values are: living healthier lives, ensuring customers always have healthy and nutritious food. Making a positive difference to the community by supporting local and charitable causes. Sourcing with integrity, using materials to an independent standard. Respect for our environment, reduce waste and put to better use, reduce carbon emissions, water management stewardship. A great place to work, people love to work there, investment in training and development of workers, all community members have an opportunity for employment.
How Values Fit into the Organisation
Brzowski and Nedelko (2017) inform that research links organizational culture to organisational effectiveness showing businesses with certain cultural traits are more effective than others, O’Reilly and Chatman (2006) cited by Brzowski and Nedelko (2017) states firms with strong cultures and widely shared values have employees that are motivated and dedicated to completing shared goals. Some firms show a culture of innovation with success of continuous new ideas and products.
Pierce and Jussila (2011) write about Psychological attachment along with O’Reilly and Chatman (1986) example of organizational commitment is seen as the psychological attachment that a person feels towards a business, where the term commitment refers to consequences and antecedents, so the attachment seems to be the common interest, the organisation focuses on sharpening the bond the employee forms with the organisation. As the psychological attachment answers the question of why the employee is in the job and what prompts the continuous relationship to the job like rewards, self-worth and shared goals.
Following on from Psychological attachment, Meyer and Allen (1997) address workplace Commitment referring to the employee’s identity and involvement with the organisation and emotional attachment. Employee’s stay with organisations due to their strong commitment and values. There are definitions across categories of Affective orientation, Cost-Based and Obligation or moral responsibility. The table (see appendix) explains further the definitions of commitment.
Fombrun, Van Riel et al (2004) mention employer branding as a reputation building tactic to make their organisation attractive to future and current workers also indicating challenges of retaining employees and ensuring understanding of the firm’s goals and commitments. Several organisations identified the following top goals to retain employees: Aiding employees working towards the organisational values, obtaining a reputation as an employer of choice, recruit and retain staff and establish brand values into key processes. Employer of choice means improving retention and recruitment, true employer branding involves going further by motivating staff, improving alignment between personal aims, and organisational values and vision.
Barrett (2006) uses a modified version of Ken Wilber’s Four Quadrant of Human Systems Model (1996) which are, internal, external, individual and collective by explaining each perspective on human systems: 
Internal- individual consciousness- persona values, beliefs. 
External- personal actions and behaviours.
Internal of a Collective- group consciousness- cultural values and beliefs.
External of a collective- group social, systems, processes, structures, behaviours and actions.
As people change values and beliefs, habits and actions alter, the same applies to a giant collective of people where beliefs and values change, so will the collective habits and actions. This occurs when a parallel shift happens in all four quadrants. Barrett argues that people transform and not organizations, making it possible for intentionally engineering a shift from one of the quadrants to the next by managing the values of the organisation, this process includes measuring, monitoring active behaviours and values as to constantly adjust the culture to keep up high levels of performance.
BusinessBalls (2019) introduces in depth Nudge theory credited to Richard H Thaler and Cass R Sunstein which was introduced in the book ‘Nudge: Improving Decisions About Health, Wealth, and Happiness' in 2008, is based on encouraging an individual to a behaviour without direct instruction or force. Basically, the design for choices for a person to be encouraged to a certain interest. This can also help reshape choices and values that already exist. This is relevant to motivation, management changes, leadership and personal development. 
Thaler (2015) gives further advice on how to use nudges stating three principles, be transparent and not misleading, make it easy for someone to opt out of the nudge, good belief and reason that the encouraged behaviour will improve the personal wellbeing of the target the nudge is meant for. He warns of evil nudging or phishing where companies nudge purely for their own profit which will conflict with individual values when seeking employment at one of these organisations. When using the nudge theory in the case of Sainsbury’s and Argos values, people may have worked for one or the other and left due to not aligning with certain individual or organisational values and found employment in the other organisation before a merger took place. Use of nudge theory will be a good strategy for management to retain staff by influencing them to any new values or behaviours.
Management theories used by Sainsbury’s and Argos

Personnel today (2000) gives a brief answer to how management Improved the brand image to adapt to changes needed to survive. Diagnosing areas that needed improvement as well as encouragement of line managers to take ownership of improved efficiency. Two strategies were implemented to improve service and cultural change. Corporate values were introduced in May 2000 with workshops to ensure the trained personnel could roll out the changes to the company that took just under three months. A competency framework was introduced to monitor and drive performance, development options and key roles were implemented along with a performance management process. The first year saw improvement from profits and sales, speed and risk-taking, with planned continuation of customer focus and management commitment.
Chartrand, Ishikawa & Flander (2009) explain the RED thinking model with three keys to critical thinking: Recognise Assumptions – separate fact from opinion, Evaluate Arguments – analyse data objectively and accurately and Draw Conclusions – use evidence with logic. Also using any case study, the RED model can be used to find out where organisations went wrong as well as what was working. This can refer to how Sainsbury’s and Argos improved the brand image and improved changes before and after the merger, the issues were identified, brainstorming and solutions were argued, then strategies were put into place.
Karthikeyan (2017) explores Barrett’s seven levels of leadership (see appendix), the table starts from bottom up. 1st learning through survival from a crisis, remains calm in danger or crisis. 2nd recognition and relationship through conflict, communication and dignified treatment. 3rd quality, performance and pride, effective coordination. 4th transformed with efforts to become a better leader and influence teamwork, personal growth, responsibility and accountability. 5th becomes the inspirer with more internal cohesion, ensures strong culture, values and behaviours are met to create passion and creativity. 6th more strategic in partnerships and mentoring, fulfilling employee needs though support. 7th becomes a visionary, a wisdom displayed for future individuals, more focus on service to environment and social responsibility. 
Karthikeyan (2017) explains a Pyramid of Action logic of Alchemist Leader. From the bottom up are:
Opportunist: Who looks for exploitations, is mistrusted, rejects feedback, breaks rules, not a leader an employee would work for in the long run.
The diplomat: Logic and actions can be focused on controlling behaviours, avoids certain conflict and challenges. 
The expert: More interested in self-behavioural control, perfecting knowledge in work and home life, critical thinking is important.
The achiever: Displays the first three traits but more open to feedback, can influence others, more aware of possibilities of conflicts between implementing values and actions.
The individualist: Puts personalities into recognizable logic, communicates well with others, is aware of conflicting with organisational values and its implementation of their actions.
Strategist (Alchemists): Will discuss transformable organisational constraints, Master of second-order impacts of the organisation, encourages personal and business changes, deals comfortably with conflict and people’s attitudes to change.
The Alchemist: More adaptable then strategists with abilities to renew themselves and the business in traditional and impactful ways. Always focusing on the long term goals but at the same time dealing with immediate issues.
Hitchcock and Verheij (2005) explain Stephen Edelston Toulmin’s 1958 model of argument which emphasises on a few points, which are reasoning and arguments to support and attack against points of view. Reasoning for qualified conclusions. Assumptions that are not stated and links to the premise of conclusions that are more thought of than inference other than implicit. A quality of reasoning but can available to arguments. Benbasat and Kim (2006) refer to trust-assuring arguments relating to trust issues in an internet store, using the Toulmin model to identify the elements of the arguments and strengthen the effects of the trust assured arguments, identify and implement the most effective form of argument to help with the processes of implementing consumer trust in an internet store.
Hill, Jones and Schilling (2014) argues the impact on organisations managers have on performance in relation to competitors is down to the strategy the managers take to increase and for most companies, gain superior performance. Wheeler, Hunger, Hoffman & Bamford (2015) suggest when teaching strategic management, Include analysis of the industry, competitive strategy with a SWOT analysis. Involve ethics, social responsibility.  
The Pitcher (2017) introduces Peter F. Drucker as the inventor of modern management best known for his impact and guidance on the business world. Bhandari and Verma (2013) writes about Peter Drucker suggesting eight key areas need to be focused on when applying corporate objectives (see appendix).  Other objectives are, Markets, Innovation, Productivity, Financial resources, Physical facilities, Profitability, Organisational structure, Promotion and Development, Employee Performance, Customer services and Social responsibility.   

My Assignment Help (2019) gives an example of a case study of Sainsbury’s where the organisation create a business model using Drucker’s framework with options and description.
Options	Description
Strategic Plan	Clear idea of strategy for long term achievement of mission and company vision.
Tactical Plan	Become the most trusted retailer for shopping and working
Review and Control	Understand the market to meet needs and demands of people, to understand customers better than other supermarkets.
Improvement Plan and unit Objectives	To ensure easier lives for customers with great quality, fair prices and top service.	Introduce more glazing in front of shops, making best use of natural daylight and retain existing front features.
Individual Manager	Involving with supervisors, individual managers, involve the divided team with the right people along with the correct qualifications and skills.

                                          

Johnson, et al (2013) cited by Assignment Research (2018), follows Sainsbury’s strategic management with a PESTEL Analysis of Sainsbury’s UK. Political, Economic, Social, Technological, Environmental and Legal. These factors will contribute to strategic management vision, goals and processes.
Dodds (2013) explains a case study about the effectiveness of Sainsbury’s employee engagement strategy in profit, performance and productivity improvement. Where colleague’s engagements are measured with talkback and annual surveys to identify links between high store performance and levels of engaged stores. In 2011 the survey was re-engineered to align what the vison and goals as a business were, this resulted in positive impact on growth and sales.
Pearce (2011) cited by UK essays (2019) briefly explains the Five Forces Model to Analysis the External Environment, as an analytical way to analyse an organisations environment, considering the factors of: risk of entry by potential rival businesses. Suppliers bargaining power. Buyers bargaining power. Substitute product threats. Rivalry among established businesses. All these factors could affect the industry by means of prices, quality, value identifying the need for strength in negotiations.
  


















Conclusion

Several values have been identified from the data above from great working environment, employee engagement, coaching and support from staff, work-life balance, rota availability, management leadership and support, healthy living, supporting communities, quality of standards and products, helping the environment, training, professional development and equal opportunities.
As Sainsbury’s and Argos have merged with the possibility of Asda, commitment and Psychological attachment have a key role as shared goals, time and money invested can cause employees to panic over location, job security, but as Neal (2018) explained before that there will be no store closures and Sainsbury’s strategic report (2017) focuses on the five key values where more opportunities will be available. The nudge theory may come into use to align workers with other future mergers as will workplace commitment and psychological attachment. Committed employees benefit the organisation where the quality of work will always be there saving on costs of training and hiring. 
As with the Claim, data, and backing from Glassdoor (2019), Integrity (2019), Summit (2019), Neal (2018) and Sainsbury’s (2017) Toulmin’s model can be used to identify strong arguments over certain issues for example good working conditions, opportunities for training and development, implementing core values and individual values, a lack of management and rota issues. Combined with Pearson’s RED thinking model can help identify, strategize and tackle these issues.  A management theory and process is no use if there is a lack of manager presence, engagement, motivation or system in place to support them.  Management systems once implemented, require continuous monitoring, reviewing, as well as aligning values between workers and the organisations to ensure successful growth and brand image.
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Appendix
Definitions of Commitment table. 
Becker (1960), Buchanan (1974), Hall, Schneider & Nygren (1970), Kanter (1968), Marsh & Mannari (1977), Mowday, Porter & Steers (1982), Sheldon (1971) and Wiener & Gechman (1977) cited by Meyer and Allen (1991).
Affective orientation
The attachment of someone’s emotion to the group. (Kanter, 1968)	Attitude toward the organisations linking the person’s identity. (Sheldon 1971)	The process where the goals of both individual and organisation become increasingly integrated. (Hall, Schneider, & Nygren 1970)	An attachment to the values and goals of the organisation aligned with the individual’s goals. (Buchanan 1974)	The individual’s strength and identification gained from involvement in an organisation. (Mowday, Porter, & Steers 1982)

Cost-Based
Profit and loss associated with leaving or continued employment. (Kanter 1968)	Individual links and interests influencing the individual to make an investment. (Becker 1960)

Obligation or Moral Responsibility
Behaviours that go above and exceed expectations. (Wiener & Gechman 1977)	Committed employees think it morally acceptable to remain in the organisation, without status or satisfaction continued employment gives. (Marsh & Mannari 1977)


Karthikeyan (2017) Barrett’s seven levels of leadership.
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Key Areas of Corporate Objectives 
Bhadarin & Verma (2013) adapted from: http://Managementinnovations.wordpress.com/2008/06/10/peter-drucker-on-setting-management-objectives.
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