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[bookmark: _Toc214373039]         ABSTRACT
 
The report focuses on assessing the organisational culture of John Lewis and its impact on the overall organisational structure and decision-making process. It identifies the dual-structural system of functioning. Further, the report uses Cultural Web Model and Process Culture elements to assess the type of culture at John Lewis and to analyse the growth potential and assumptions and paradigms of the brand functioning and structure. 
The report presents organisational culture of John Lewis as unique employee-owned partnership culture. It also includes organisational culture and external environment including customer centric and service excellence etc. The report highlights John Lewis’s organisational culture as not a barrier to effective functioning. It covers positive impact of organisational culture on organisational performance of the company including factors like exceptional employee engagement etc. It also focuses on providing recommendations like streamlining decision making process etc.
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Organisational culture is defined as a set of beliefs, ideas and behaviours which impacts the personality of the company and affects the behaviour of the employees, manages their interactions as well as create effective decisions for the benefit of the company to attain organisational goals (Williams, 2022). 
The John Lewis Partnership is a prominent UK retailers which functions as department stores and supermarkets. The company also established a substantial online presence focusing on selling fashion, home furnishings and beauty products (John Lewis, 2025). The organisational culture of the company is highly structured and defines the employees as ‘partners’ as they possess a significant share in the profits of the brand. 
In this context, the report will focus on analysing the culture of John Lewis. The report will focus on assessing the importance of organisational culture in shaping the structure and decision making process. Further, the report highlights types of culture using theories and the barriers for organisational culture’s effectivity. Apart from this, the report will curate recommendations for further improvement for the organisational performance of the company. 
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[bookmark: _Toc214373042]Organisational culture, company’s structure and decision-making
The organisational culture of the company John Lewis is based on employee-owned (Partnership) model which impacts both the organisational culture as well as the decision making procedure of the brand (Boulesnam, Aniba, and Kahela, 2025).. This partnership model tends to turns employees into ‘partners’ and encourages a sense of ownership and boost the employee’s morale towards betterment of the company. 
Organisational Structure
The organisational culture defines the unique and efficient dual structure which integrate aspects of traditional hierarchical systems along with industrial democratic system. 
The Dual Structure: the John Lewis operates under a parallel system and creates a standard hierarchy of power which is focused ion manging the everyday operations of the businesses. Along with this, the company highlights the representative structure which is created to focus on assessing the democratic aspects of the business. This is done in order to implement the culture of partnership using systems such as Partnership Council. This directly aligns with the values of the organisational and highlights that power is required to be shared and leadership needs to be effective. 
Decentralisation and Empowerment: the culture of the company focuses on empowering the staff by making those partners and offering them liberty and equal say in working culture of company (Dyer, (2023). Also, the company highly emphasise on internal stakeholders (employees) rather than the external investors to enhance the sense of shared culture and eventually, improve the operational effectivity and customer services. 
Decision-Making
Inclusivity and Consultation: as the company follows a culture of partnership and shared belief, decision making process is operated through a democratic style in which employees are also included in the discussions. The ‘partners’ (employees) of John Lewis are allowed to propose the decisions or even challenge the decisions anonymously to improve the brand functioning. This inclusive decision making is enabled through various formal organisational authorities like ‘Partnership Council’ as well as internal communication approaches like the Gazette, which is the internal magazine to remain anonymous while challenging the decisions. 
Long-Term Perspective: a major aspect of decision making in the employee-owned partnership culture is the focus on attaining long-term goals rather than short-term fulfilment. The brand creates decisions to integrate sustainability and assets of the brand. For instance, during the profitable times, the company may not provide instant rewards and higher wages and rather, focus on investing in improving the employee’s culture and providing long-term benefits such as pensions and training for the new staff members. 
Commitment and Engagement: inclusivity of the employees at every stage of decision making nurtures a high sense of commitment and encourages higher engagement of staff in increasing the productivity of the business (Chakraborty, Sharada, and Anand, 2024). This commitment of the staff is crucial as it benefits the company’s support during critical times. The employees feel that they are responsible for the culture and decisions and may focus on changing the critical situations into beneficial growth of the business. 
Potential for Complexity and Delay: although the partnership model is effective for enhancing the overall decision making, it can be critically assessed that this process leads to higher complexities and causes delays as compared to the traditional autocratic organisational culture (Fynn, and Jones, 2022). For the large corporation like John Leis, it is complex to attain a common consensus among numerous employees and external stakeholders and hence, it necessities effective communication and adequate time. 
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In order to assess the organisational culture of John Lewis, the suitable frameworks include the use of Cultural Web model which is designed by Gerry Johnson and Kevan Scholes along with understanding of the process culture types using the competing Values Framework (Bannikova, and Mykhaylyova, 2024). 
The Cultural Web Model
This model is highly beneficial in analysing the culture and various layers of complexities within the organisational culture by assessing different elements which are suitable for creating the core assumptions and overall beliefs of the company. 
Stories: these are defined as the narratives which highlights the culture, history and values of the brand. These stories are suitable for identifying and strengthening the core assets of the brand. For the organisation John Lewis. The stories are often characterised by the efficient customer services offered by the company and deeply integrated in the culture, for instance, the brand may showcase a narrative of an employee helping a customer with a sense of commitment which highlights the inclusive value of the organisational culture. Also, the brand focuses on narrating the stories of founder to reminisce the history and motivating the brand to attain higher goals (Pfannes, and Rose, 2021). 
Rituals and Routines: these present the everyday activities which defines the functioning of organisation. The prominent routine include the effective attention to needs and rituals involve the democratic meetings for creating decisions and policies which highlight the employee-owned partnership model. 
Symbols: the symbols are crucial for creating a string image of the organisation in the mind of customers. For John Lewis, the title of ‘Partner’ is an effective symbol showcasing the co-ownership (Woodward, 2024). Also, the green logo of the brand, premium quality of products and marketing visuals demonstrate the strong quality, trust and a sense of British culture. 
Organisational Structure:  the organisation John Lewis highlights a hybrid organisational culture with a mix of traditional hierarchical power authorities along with democratic bodies such as Partnership council to reinforce the democratic values for the employees. This showcases the effectivity of the brand to maintain a balance among the commercial profits as well as democratic power and decision-making. 
Control Systems: the control, system are the tools and approaches utilised by the brand to track and assess the behaviour to create the strategies accordingly. At John Lewis, these control systems highlight the cultural priorities. Apart from the financial systems, the company uses effective system to track the satisfaction of the partners (employees) and collect feedbacks from customers and employees using the Gazette magazine for anonymous feedback (Famoti, and Omokhoa, 2024). Another suitable systems is the profit-sharing bonus system which resonates the performance of staff with the shared purpose of organisation and the growth towards attainment of success of the organisation. 
Power Structures: at the organisation, the power and authority is distributed using the management and traditional hierarchical system but at the same time, it is also impacted by the system of democratic governance. The main aspects of the power structures are the senior management team, elected partners as well as members of partnership council who focuses on creating effective decisions and address the gaps in the functioning and leadership (Eddy, and Amey, 2023). 
The main assumption is that the brand focuses on shared purpose and collective happiness of all the members. 
Process Culture Type
With the use of suitable process culture model of the Competing Values Framework (CVF) which divides the culture into Clan, Adhocracy, Market, and Hierarchy, it can be assessed that John Lewis operates under a strong clan culture. The Clan culture focuses on the values of team-work, collaboration and high sense of commitment (Franco, Sartor, and Rodrigues, 2025). This is highly suitable for organisational culture of Partnership model at John Lewis which is defined by nurturing teams-work and shared culture. The emphasis of brand on adequate training, well-being of partners and decision making process. This is suitable for not only improving the brand positioning but also encouraging commitment and customer faith in brand. 
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In context to John Lewis, the brand leverages its unique employee-owned partnership culture as the strategic asset to adapt to external environmental pressure like evolving behaviour of the clients and rise of e-commerce. The culture where employee is considered as the partner along with having shares in the profit as well as process of making decision. This further drives to a high level of accountability, engagement and perception in long term basis that provides support for consumer loyalty and innovation (Pradana, and et al. 2022). 
Customer centric and service excellence- in a direct manner, the culture of ownership aligns with employee motivation to consumer satisfaction. Personally, partners are invested in the success of the business that further interprets into continuous high standard of consumer service. The entire emphasis on exceptional in-store as well as online experience of the client acts as the main differentiator against e-commerce giants and a key way the firm competes in highly crowded market.    
Digital transformation and agility- the culture of open communication and engagement via internal communication channels while permitting management to share the requirements for evolution and inspire buy-in from the staff. This further has been vital in essential investment of Joh Lewis and its online platforms along with the creation of an omnichannel strategy and the adoption of agile methods of working and new technology in its IT department (McMahon, 2021)  
Employee-driven innovation- the democratic structure of making decision like the partnership council further permits workforce to raise concerns and impact strategic decision, encompassing how to adapt to the trends in the market. Moreover, this gets helpful in developing an environment where partners are inspired to contribute in giving ideas while leading to the establishment of new services such as click-and-collect along with experimental approaches to fulfil changing needs of the clients. 
Long term focus- without demand of short term profit maximisation by the external stakeholders, the partnership model permits for reinvesting profits back into the organisation as well as its people. This long term perception gives ability to the company to make significant and at times complex and strategic investments and evolution needed for survival for long term in a volatile retail context (Robertson, 2025).      
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The organisational culture of John Lewis is usually not a barrier to effective functioning, instead it is considered as essential strategic enabler. The unique employee-owned partnership models of the company further leads to excellent consumer service along with high engagement. Far from being a barrier, these positive cultural components are vital for resilience and competitive advantage of the organisation (Williams, 2022).    
Partnership culture as an enabler- the key culture of shared long term perception and ownership acts as the foundation of business strategy of John Lewis. As earlier discussed, in the company partners are highly encouraged and motivated to offer excellent services as their satisfaction impacts profitability in a direct way, in which they provide their share. This continuously high level of service is main competitive advantage in a crowded as well as challenging retail industry. The robust commitment along with ethical approach to well-being of employee further develops profound trust with the clients while establishing loyalty that is complex for rivals to replicate (Rezaei, 2025).    
Exceptional employee engagement and retention- the model of employee-ownership is robustly associated to high levels of employee engagement and job satisfaction. Moreover, the partners within the company feel that they have contributed in the success of the company while driving to lower rate of staff turnover as compared to general retail sector average. This retention of qualified and talented employee further means that the organisation maintains deep institutional expertise and knowledge that also provides advantages related to quality of consumer service in a direct manner (Ngozi, and Edwinah, 2022). 
Robust ethical compass and brand reputation- the culture focuses on transparency, fairness and well-being of its employees and the broader community. This ethical approach reverberates robustly with modern clients who prefer to shop with businesses that link with their values. This positive brand reputation is also termed as a powerful asset that develop consumer loyalty and trust for long term basis. Eventually, this ethical approach shapes a simple transaction into values-linked partnership while developing lasting relationship with the clients.  
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Organisational culture of John Lewis is focused on its unique model where employee are considered as partners and has reflective and usually positive impact on its performance. This employee-owned partnership model develop a robust alignment between business outcomes and employee engagement but its inherent long term concentration and consensus-driven nature might sometimes present challenges to fast adaptation in highly competitive an crowded retail market (Liu, Tsui, and Kianto, 2021). 
Positive impact on performance- partners are invested in success of the firm while fostering to robust commitment to high standards of consumer service. This distinguishes the brand from its rivals and drives significant consume loyalty and trust that also provides support for revenue and sales directly. The mechanism of profits sharing and democratic decision making like partnership council further make employees feel heard as well as valued. This results in decreased absenteeism, higher motivation, retention of valuable and qualified expertise, lower staff turnover that in turn improves and refines entire efficiency and productivity of the company.  The focus of culture on ethical business practices, community well-being and sustainability links with modern values of the clients while improving reputation and strength of the organisation. In addition, this ethical positioning creates trust and appeal consumer beyond price competition. The absence of pressure from external stakeholder for short term profits further permits that partnership to make strategic decisions and significant long term investment in infrastructure, technology and its employees that is also vital for sustainable success in unpredictable retail context (Marques, and et al. 2022).  
Challenges to performance- even though the organisational culture is highly considered as an enabler, particular factors can pose challenges related to organisational performance. The consultative and democratic nature of the partnership might drive to slower process of decision making as compared to top-down and more autocratic organisations. This can delay the speed needed to react immediately to rapid changing trends in the markets and competitive actions. However, there is potential tension between increasing profits and maintaining the happiness of every member, specifically throughout tough and complex financial periods. Decisions such as reduction of bonus or job cuts, even if strategically required, might poses challenge for the key cultural promise and influence morale of the workforce. Well-developed and robust culture might sometimes present challenges when employing new talent from outside the business or while adopting non-traditional as well as new methods of working, possibly developing an insular environment if it is not managed actively.  
In essence, organisational culture of John Lewis usually has robust positive impact on its performance, mainly via leading exceptional employee engagement, trusted image of the brand and consumer service. However, the key challenges lies in making sure that this values-driven and deeply entrenched culture maintains enough agility to direct that fiercely competitive and fast changing retail era.   
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Based on the above analysis and identified challenges, the company can enhance its organisational performance by making targeted adjustments in its ongoing culture to maximise agility and streamline decision making while without compromising the key values of the partnership. John Lewis can implement hybrid and clearer decision making framework that can describe areas where fast and autonomous decisions can be made by leading departments such as logistics or digital development along with the areas necessitating wider consultation. The brand could also define and describe decision rights for diverse roles and teams while declining the dependability on slow consensus-building for matters and concerns related to operations. To better adapt to rapid changing retail environment the culture must inspire calculated risks and learning from failure actively (Mutambik, 2024). John Lewis could present agile sprints and pilot programs for new initiatives while developing cross-functional and dedicated teams tasked with fast examining of new ideas along with clear success metrics. 
Beside this, the firm can reward the employee with fail fast and learn faster mindset as it can be helpful in shifting the focus away from guaranteed success toward innovation. To avoid insularity and bring fresh perception and digital expertise, the company must robust integrate the process required. For this, the brand can effectively create structured mentoring and onboarding program, especially for senior hires from outside the partnership. Also, the firm could pair new external managers with long-tenured partners to further simplify mutual learning regarding the culture of the company and external best practices. This can make sure that new hires understand the partnership way while they present and introduce new ideas and skill at the same time. 
Apart from this, John Lewis could improve systems of performance management to clearly identify and reward behaviours that leads to innovation and adaptation, alongside standard financial metrics. The organisation can also introduce and highlight non-monetary recognition programs or varied bonus structures that particularly offer rewards for cross-functional collaboration along with successful efforts of digital transformation and innovative problem solving. The company could optimise and modernise platforms for internal communication to become more instant and interactive (Jeske, and Olson, 2022).
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The report concluded about the organisational culture of John Lewis and summarised that the company follows a structured and efficient employee-owned ‘Partnership model’ as the employees are given the title of partners and possess share in company’s profits. Further, the report summarised the type of culture using the Web culture model and Clan culture under the process culture system. Apart from this, it was also identified in the report that the brand effectively uses the organisational culture and benefits to manage the internal and external environment. It was also assessed inn the report that organisational culture is not a barrier for the organisation as it improves the brand positioning in the comparative market by encouraging shared purpose and empowering the staff at every level, ranging from bonuses to decision making process. 
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