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1. Introduction
John Lewis & Partners is a prominent British retailer renowned for its department stores and employee-owned business model. Established in 1864, the company transitioned to employee ownership in 1929, a structure that has been integral to its identity and operations (John Lewis Partnership, 2023). This model ensures that all employees, referred to as “Partners,” have a stake in the business, fostering a unique culture of shared responsibility and commitment.
In recent years, John Lewis has encountered significant challenges. The rise of e-commerce, shifting consumer preferences, and economic uncertainties have impacted traditional brick-and-mortar retailers. Notably, the company reported a substantial decline in profits, with a 23% decrease, prompting plans to resize its store estate (BHETA, 2023). Additionally, the suspension of the annual staff bonus for the third consecutive year underscores the financial pressures faced by the retailer (The Guardian, 2025).
2. Findings
This report aims to analyze the external factors influencing John Lewis & Partners by employing the PESTLE framework, examining political, economic, social, technological, legal, and environmental aspects. Furthermore, a SWOT analysis will be conducted to identify the company’s strengths, weaknesses, opportunities, and threats. The objective is to provide strategic recommendations that will enable John Lewis to navigate the evolving retail landscape effectively.
2.1 PESTLE Analysis
The PESTLE framework identifies six key macro-environmental influences on John Lewis & Partners: Political, Economic, Social, Technological, Legal, and Environmental.
Political Factors
1. Post-Brexit Trade Challenges
• Since Brexit, UK retailers, including John Lewis, have faced increased costs due to tariffs and supply chain disruptions (BBC, 2024).
• Additional paperwork and customs checks have made importing certain European goods slower and more expensive, impacting product availability and pricing.
2. Government Support for High Streets
• The UK government has introduced business rate relief and support packages for struggling retailers (Retail Gazette, 2024). However, many businesses argue that these measures do not go far enough, as online competitors avoid these costs.
• John Lewis, which has a large physical store footprint, is disproportionately affected by high property-related taxes.
3. Wage and Employment Regulations
• The UK government has increased the minimum wage, improving employee conditions but also raising labor costs for businesses (Office for National Statistics, 2024).
• As an employee-owned company, John Lewis must balance fair pay with profitability, particularly during periods of financial difficulty.
Economic Factors
1. Cost of Living Crisis and Consumer Spending
• Inflation has reduced household disposable income, leading to lower spending on non-essential goods, including premium homeware and fashion—two core product categories for John Lewis (The Guardian, 2024).
• Many consumers are shifting towards discount retailers and second-hand shopping, making John Lewis’s premium pricing strategy more difficult to sustain.
2. Rising Business Costs
• Energy price hikes have significantly increased operational costs for John Lewis stores and distribution centers (Financial Times, 2024).
• High interest rates have made business loans more expensive, affecting John Lewis’s ability to fund large-scale innovations or store refurbishments.
3. Competition from Online and Discount Retailers
• The rise of discount chains such as Primark, B&M, and Lidl poses a challenge, as they offer lower-priced alternatives to John Lewis’s product range.
• Amazon and ASOS dominate the e-commerce space, providing convenience, faster deliveries, and often lower prices than John Lewis can match.
Social Factors
1. Changing Shopping Habits
• Younger generations prefer digital-first shopping experiences and expect seamless online-to-offline integration (Mintel, 2024).
• High Street footfall has declined, with many former John Lewis customers opting for online alternatives.
2. Consumer Expectations for Personalization
• Shoppers now expect personalised recommendations, loyalty rewards, and tailored customer service. Retailers who do not leverage data-driven marketing risk losing engagement.
3. Sustainability and Ethical Consumption
• Consumers are increasingly choosing brands that prioritise sustainability, fair trade, and ethical sourcing (John Lewis Partnership, 2023).
• John Lewis has responded with its “Better Plan” initiative, committing to net-zero emissions and sustainable product lines.
Technological Factors
1. Digital Transformation and E-Commerce Growth
• Online shopping accounts for 38% of UK retail sales (Statista, 2024). While John Lewis has invested in its e-commerce platform, competitors like Amazon and Next continue to dominate.
2. AI and Automation in Retail
• Many retailers are leveraging AI-powered chatbots, recommendation engines, and automated checkout systems.
• John Lewis has integrated AI-driven “virtual shopping assistants”, but its digital innovation remains behind fully online competitors.
3. Omnichannel Retail Strategies
• John Lewis has improved its click-and-collect service and introduced virtual consultations, allowing customers to get personalised shopping advice from home.
• However, improving its mobile app functionality and investing in augmented reality (AR) for online furniture shopping could enhance its competitiveness.
Legal Factors
1. Data Protection and GDPR Compliance
• Retailers must ensure compliance with GDPR (General Data Protection Regulation), particularly as digital shopping expands.
• John Lewis has implemented strong cybersecurity measures, but increased reliance on data-driven marketing means ongoing investment is required (ICO, 2024).
2. Employment and Consumer Protection Laws
• John Lewis’s employee-owned structure gives it an advantage in ethical labor practices, but it must also comply with evolving employment rights, fair pay regulations, and workplace safety laws.
Environmental Factors
1. Sustainability Regulations and Carbon Footprint Reduction
• The UK government’s push towards net-zero emissions means retailers must adopt greener practices. John Lewis has committed to reducing its carbon footprint by 35% by 2035 (John Lewis Partnership, 2023).
2. Supply Chain Sustainability
• John Lewis is working towards more sustainable sourcing, but rising material costs for eco-friendly products create pricing challenges.
• The brand’s furniture recycling program has been well received, aligning with the growing interest in a circular economy (The Guardian, 2024).
2.2. SWOT Analysis
Strengths

✔ Trusted Brand Reputation – One of the UK’s most reputable retailers (YouGov, 2024).
✔ Employee Ownership Model – Motivates staff and enhances customer service.
✔ Sustainability Commitments – Strong eco-friendly initiatives increase consumer trust.
✔ Omnichannel Presence – Well-integrated online and offline shopping experiences.

Weaknesses

✖ High Operating Costs – Physical stores require significant investment.
✖ Limited Appeal to Younger Demographics – Struggles to attract Gen Z consumers.
✖ E-Commerce Lag – Faces difficulties competing with digital-first brands.

Opportunities

✔ Sustainable and Ethical Retail Growth – Growing consumer interest in eco-conscious shopping.
✔ Partnerships and Digital Innovation – AI, AR, and exclusive brand collaborations.
✔ Expansion into Subscription and Rental Services – Recurring revenue from rental models.

Threats

✖ Online-Only Retailers – Amazon and ASOS dominate convenience shopping.
✖ Economic Recession Risks – Reduced consumer spending power.
✖ Declining Footfall in High Streets – More customers prefer online or out-of-town retail parks.
2.3 Summary of Findings
The analysis highlights several key challenges facing John Lewis, including economic instability, shifting shopping habits, and intense digital competition. However, its strong brand reputation, sustainability initiatives, and omnichannel approach position it well to adapt and innovate.
3.  Conclusion

John Lewis & Partners is a well-known retailer in the UK, but it is currently facing a range of challenges in an increasingly competitive and complex retail environment. Through the PESTLE and SWOT analyses, it becomes clear that several external factors, like economic pressures, changing shopping habits, and technological advancements, are influencing the company’s operations and strategy. While these challenges are significant, John Lewis also has several opportunities to adapt and remain relevant in the future.

Challenges
One of the biggest challenges John Lewis faces is the decline of High Street retail. John Lewis’s focus on higher-quality goods means it is more affected by this shift compared to budget retailers. Additionally, economic factors like inflation and high energy costs are increasing operating expenses, which puts pressure on the company’s profit margins (The Guardian, 2025). The Brexit-related trade barriers and high business rates continue to hurt companies with large physical store networks like John Lewis (Retail Gazette, 2024).
Another challenge is the growing competition from e-commerce giants like Amazon, which dominate the online shopping space. John Lewis has made efforts to expand its online presence, but it is still trying to catch up with companies that have been digital-first for a longer time. This is making it harder for John Lewis to attract younger customers who are used to shopping online, often looking for better deals or faster delivery options.
Opportunities
However, there are many opportunities for John Lewis to capitalize on. For example, its reputation for quality and customer service is a strong asset that can help the company stand out in a crowded market. More consumers are looking for sustainable, ethical products, and John Lewis’s commitment to reducing its carbon footprint and offering sustainable goods is a big advantage (John Lewis Partnership, 2023).
Technologically, John Lewis has already made strides in improving its digital presence. Expanding its online shopping services, improving personalization through data, and further developing click-and-collect or virtual shopping services could enhance the customer experience (Statista, 2024). It’s important for the company to invest in new technologies like augmented reality (AR) and AI, which could improve online shopping and help them compete with tech-savvy retailers.
Looking Ahead
Overall, John Lewis has a solid foundation, but it must continue to adapt and innovate if it wants to thrive in the changing retail landscape. The company should focus on accelerating its digital transformation and expand its sustainability initiatives to meet evolving consumer demands. Offering competitive pricing while maintaining its brand reputation for quality will also be crucial for staying relevant. 
In conclusion, while John Lewis faces significant challenges, its established brand and ability to adapt to new trends give it a solid chance of succeeding if it takes the right steps in the coming years.
4. Recommendations
4. 1  Invest in Digital Transformation and Enhance Online Shopping

To stay competitive, John Lewis must continue to prioritize its digital transformation. This involves improving its online platform, integrating personalization tools like AI-driven recommendations, and offering an enhanced mobile shopping experience. The company should also explore augmented reality and virtual shopping assistants to improve online customer engagement. 
4.2. Strengthen Sustainability Initiatives

As consumer demand for sustainable products increases, John Lewis should expand its eco-friendly product offerings and focus on promoting a circular economy. Implementing furniture rental, product take-back schemes, and supporting second-hand goods would appeal to environmentally conscious consumers. The company should also continue its efforts to reduce its carbon footprint by investing in renewable energy and improving supply chain sustainability.
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