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The aim of this report is to identify the main problem from the article of an established John Lewis Partnership for the annual loss of £512 million. The main problem which causes this loss was Covid-19, due to lockdown non-essentials shop being closed caused a very big loss in the turnover for John Lewis. The main finding was this started from the first lockdown in March 2020, resulting to redundancies, closure of shops, scrap of staff bonuses and new working procedures. No
The conclusion is that John Lewis will need a creative thinking team with using Tuckman, Belbin and Kilmann theories that would help John Lewis decide and make right decision for their company to get back to a better position.
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[bookmark: _Toc57123629]The purpose of this report is to conduct an analysis on article of John Lewis Partnership to identify their main problem for their annual loss of £512 million. This report will provide the observation of John Lewis and will use the theories to get some information on the situation. A SWOT and PESTLE analysis will be included in this report, this will help us identify us what is the problems and where are they coming from and who it’s impacting.


[bookmark: _Toc86393759]Main Findings
The John Lewis Partnership is the UK largest employee-owned business. John Lewis started trading 150 years ago in 1864 London Oxford Street and now they have 34 John Lewis shops. They are a high-end department stores selling trending fashion, homeware, furniture. Waitrose shops joined the John Lewis in 1937 and now there are 331 shops in UK. Waitrose offers high quality food that has been responsibly sourced, combined with high standard of customer service.
John Lewis Partnership had £517 million annual loss after pandemic, it doesn’t expect all John Lewis shops to re-open at the end of lockdown. The decision would be made at the end of March, 42 shops are in threat. John Lewis partnership overall trading operating profit declined to 169 billion from 179 billion last year. 
 “Identifying problems and opportunities the argument is that one should identify potential problems and treat them as opportunities to do something creative” (Proctor, 2019, p. 69). What further steps needs to be taken e.g., changing policies, rules, working procedure and whatever relevant to the situation. (Adair, 2019, p. 80) “The process of analysing a problem or identifying an objective are themselves means of programming the mind. Possible solutions and of course of action almost instantly begin to occur to us”.
The main problem happened during 2020 when the virus COVID-19 outbreak happen in UK and globally. Lockdown in March 2020 allow essential shops to operate. With many restrictions of wearing mask, two-meter distances, limited number of people allow in shop, isolation, stay at home and working from home. “COVID-19 has been a catalyst for change in the fashion sector” (Nishimura, 2020). Due to retail shops being closed it impacted on 1300 employees, redundancy and restructuring had been made. Changes in policies, working procedure and staff bonuses was scrapped first time since 1953. On the balance sheet John Lewis shops are now almost half the value they were before this year’s write down. Waitrose was open to public but with the new restrictions. “We are going through the greatest scale of change in the Partnership’s 156-year history” (Anon., n.d.) 
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When the first lockdown happened to ending January 2021 showed that the Covid-19 pandemic had the big organisation into a big loss before tax of £517 million. This is compared to the profit of £146 million the previous year.
Other nature of problem is the following.
· Covid 19 pandemic had plunged the retail into a big annual loss of 517 million
· 8 John Lewis’s shop closed in 2020 
· 7 Waitrose shop closed due making loss
· Restructuring and redundancy costs from store closures 
· Making changes in the head office
· John Lewis’s shops are now almost half the value they were before
[bookmark: _Toc57123631][bookmark: _Toc86393761]Scope
There are many areas has been affected by the nature of the problem, John Lewis had to close their shops, redundancies and review if all shops would re-open after the lockdown. Here are some of the areas that have been affected.
· Employees
· Head office
· John Lewis shops
· Waitrose shop
· Online shopping
· Landlords
· Local communities 
· Trends 
· Suppliers 
· Code of practice
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Here are the areas that the scope has affect very badly and the action was taken 
· Big financial loss
· 8 John Lewis shops closed in 2020
· Redundancy – 1300 people had been impacted due closure of the shops
· 7 Waitrose closed – due to making loss
· John Lewis Partnership had scrapped the staff’s bonus – first time since 1953
· Restructuring – deploy staff somewhere else
· Head office – changes made in the head office, changing code of practice
· Staff - losing jobs, working from home, losing staff bonus
· The government – financial support of £190 million provide through business rates, holiday and furlough scheme
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The main findings of the SWOT analysis
A SWOT analysis is used for an organisation to find out their internal factors which are strength and weakness that are caused by the organisation. The external factors are opportunities and threat that are caused or affect from the outside of the organisation. The SWOT will help John Lewis Partnership to look at their current situation, an overview of the negative and positive issues that affects the John Lewis. This will help to create a link between positive and negative side of the situation, and this called a conversion strategies, which John Lewis can use one of their strengths to overcome their weakness. Same goes for the opportunities and threat too, looking for advantage an opportunity can be taken to overcome one of the threats.
SWOT analysis shows us a picture of the current situation, identifying the positive and negative side of the situation. There are two factors in the SWOT analysis the internal which is strength and weakness. The other factor is external which are threat and opportunities, an organisation can use these factors to create a, ink between positive and negative side of a situation and this called conversion strategies. Where you develop a strategy to use one of the strengths to lessen the weakness. The organisation can also avoid a threat through advantage of an opportunity. Links between internal and external can be created using a strength to overcome take advantage of the opportunities. “SWOT has been used primarily in strategic planning meetings and organizational-wide planning and brainstorming in its infancy”. (Helms & Nixon, 2010)
John Lewis will identify their problems and understand their working environment. Their strength from the SWOT analysis came out that Waitrose is doing better than before and even the weakness shows shops have been closed due to pandemic. They can use their strength and maybe in the future open more of Waitrose shop. With threats the financial loss they made but the opportunities out there is that Waitrose online shopping is growing, here they can promote this area more and provide better service, this may n result in employing more staff. One of John Lewis Partnership weakness was that staff bonuses was scrapped, but they have an opportunity of re-starting this in the future. 
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PESTLE is framework of macro- environment factors analysis to identify the issues of changes that have occur due to the environment that indirectly affect John Lewis. “Success is often attributed to solving problem in business and making decisions, quickly, objectively, effectively and efficiently n a logical, structed manner. The PESTLE analysis tool intents to do just” (Bouzid, 2020). With the current political situation of Brexit which will affect John Lewis Partnerships, as it changes legislations of trading in Europe. Changing the policies and working procedure to make it safe for workers and customer under new rules. There are many factors that affect John Lewis in PESTLE analysis which is in the below appendix.
 The Roger Von Oech creative process would come in where different characters has understanding to innovative thinking like
· Explorer – searching for information
· Artist – generating ideas for the problems
· Judge – identifying the best solution
· Warrior – carry out the plan in action
Belbin theory would be ideal here to find out the characteristics in a team role, you need to have a balance character in Team as having too many same characters can cause conflicts or further delays in making decisions. “Belbin (1993) & et.al (2000) suggested that knowledge, skills and attitudes influence successful performance just like combinations of the traits or personalities of individual team members do” (m.Dolores Storch de Gracia, 2017) Here are the nine characteristic that a team should have
· Plant Inventor
· Resource investigator 
· Coordinator 
· Shaper
· Monitor evaluator
· Team worker
· Implementer
· Completer/ Finisher 
· Specialist 
 Tuckman theory is used alongside with Belbin theory, “Tuckman's model isn't a one-way street – teams may go back and forth between stages. When you hit the performing stage, keep observing your team's progress in case it slips back” (Anon., n.d.). Its formation of the group and how all teams go through these stages
· Forming 
· Storming
· Norming
· Performing 
[bookmark: _Toc57123635]A quote from (Pro, 2021, p. 33) “Change can be driven by emerging technology, regulation, leadership change, crisis (e.g., COVID-19) changing consumers behaviour, new business entrants, M&A activity, restructuring and so forth”. Kilmann’s model assess your natural or typical conflict handling mode. This identifies the two dimensions when choosing a response in a conflict, these are assertiveness when you meet your needs or cooperativeness fulfilling another person’s need. “As in many other disciplines, simply “naming the problem” can provide needed perspective to stakeholders and enable them to at least acknowledge other choices”. (Blair Trippe, 2015)
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John Lewis annual loss was huge loss, as this was a global crisis, John Lewis partnership wasn’t prepared or anticipated of the situation. Decision was made to closed shops and redundancies and changes was made to adapt to the new way of life. We found it impacted so many areas. Through the theories and analysis, we found out the main problems and other minor problems connected to the main one. Solving problems and decision making come from teamwork and obtaining information which leads to creative thinking where solution or decision are generated.
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	Strengths
	Weaknesses

	· Established brand
· Waitrose trading operating profit grew to £1.14 billion
· Waitrose sales grew 10 percent
· Waitrose.com shopping online increased since February 2020
· £190 million worth of government financial support
	· Costs 
· Loss of £512 million annual loss
· Turnover
· Scrapped staff bonuses
· Shops closed
· Loss of employees
· Invest £800 million

	Opportunities
	Threats

	· Online service- Waitrose trading grew as part of essential shopping
· Took financial support from the government of £190 million support 
· Re-start staff bonuses
· Working from home
· Promoting Waitrose
· Rapid delivery service
	· Shop closures
· Financial loss
· Redundancies
· Overall trading operating profit declined
· Supply chains
· Losing customers
· New changes made
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	Element
	Factor
	Impact

	Political
	Brexit

Grants 

Changing policies 


Risks assessments

Trends 
	Suppliers, legislations, trading

To help business financially to maintain 

New policies introduced due pandemic, like 2metre distance, one way traffic system in shops
Barriers for worker and customers, compulsory to wear masks
More customers shopping online for essentials item, such as food and drinks. 
Clothing and home industry decrease of shopping for clothing, homeware, non-essential items


	Economical
	Depressions 


Recession 


Customer’s availability 


Stock market

Business rate

Taxation 

Suppliers 
	On customers and staff, metal and emotionally affect

Business, staff, customers and suppliers, less money to spend or invest 

John Lewis company, restaurants and turnover

John Lewis partnership value affected

Landlords and tenants

Businesses and suppliers

Businesses, staffs

	Social
	Stakeholders 

Social footprint 

Trends of shopping online


Distribution 

Culture change- high demand for hand sanitizer and masks
	Business owners and share holders

Businesses brand value

Delivery drivers, Warehouse, workers, suppliers

Suppliers, farmers and head office

Customers, staffs, production, suppliers, factories

	Technological
	Self-service system

Online working

Facebook, YouTube
	Staffs and businesses

Staffs and business working from home

Staffs and business promoting new ways

	Environmental
	Eco friendly products

No plastic bags

Recycling

Building regulations 

New legislations created related to environment
	Business owners and suppliers

Suppliers

Business owners, staffs

Business owners, staffs and customers

Business owners, staffs, suppliers

	Legal
	Rights of workers

Health and safety laws

Licensing 
	Business owners and staff

Business owners, staffs and customers

Business owners and customers
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