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[bookmark: _Toc48809505]Introduction
This essay is a descriptive and analytical account of the relationship that exists between the people, organisational culture and the organisational performance at John Lewis, a British company. The factors that contribute to an organisation’s performance have been addressed through numerous frameworks such as Schein’s cultural model, Hofstede’s cultural dimensions, and other tools for understanding the structure, such as Henri Fayol’s management principles. The utilisation of these models and frameworks shall help in understanding the interrelationship between organisational culture and structure, and how both can contribute significantly to the success as enjoyed by John Lewis.
[bookmark: _Toc48809506]Background to the organisation
John Lewis is a British brand that owns and runs a chain of departmental stores across the UK. Waitrose, which is one of the well-known grocery and retail outlets in the country, is also owned by this company. The company typically functions as employee-owned outlets, which makes it the largest cooperative or partnership in the country. The company has been in existence for more than 100 years (John Lewis, 2020a), and has been able to generate a steady revenue which has increased over time. As Sabanoglu (2019a) notes, the company’s revenue for the previous year stands at £3.88 billion. At the end of the same year, the company had as many as 83,900 employees (Sabanoglu, 2019b), and they are a fundamental part of helping run the organisation since they are partners.
[bookmark: _Toc48809507]Organisational culture
Organisational culture refers to the shared values, assumptions and beliefs that are responsible for the governance of how the employees and workers behave or function within an organisation (Alvesson, 2012). These shared elements have the potential to impact a long-lasting and robust influence on the workers and, also shape how they act, dress and even perform their responsibilities. Organisational culture defines the internal as well as the external identity of an organisation and, also reflects its core values (Hogan and Coote, 2014). 
When it comes to organisational culture, the most widely accepted theory or framework is that of Edgar Schein’s model of organisational culture (Cortés-Sánchez and Grueso-Hinestroza, 2017). The different ideologies and principles as followed by an organisation are integral parts of its culture, and the employees must respect these attributes to deliver the best possible levels of work while also having a fulfilling career. According to this model, business organisations do not have the capacity or the potential to adopt any kind of culture in just one day, and it is therefore formed over time, based on the various changes that the employees go through, while also ensuring that they can adapt successfully to the external environment (Hogan and Coote, 2014). 
The organisational culture that persists at John Lewis is not the result of an overnight decision or action – it has been formed strategically over the many years of its functioning, and the newly-hired employees must, therefore, strive to conform to this culture, failing which they shall be unable to adjust successfully within the workplace. There are three distinct levels to Schein’s model, which have been further elaborated as follows.
Values: The level that can be attributed to the values in this model is quite high when it comes to consciousness, and they are, a reflection of the shared opinions that the workers might have regarding the various processes and functions at the company. The values that an organisation has essentially help with classifying the situations as well as the subsequent actions as being either desirable or undesirable. This level indicates that the employees are a very integral element in terms of shaping and constituting the organisational culture since it is dependent on the thought process and attitudes of the workers to a significant extent (Awadh and Alyahya, 2013). The workers within the organisation have the power to influence the organisational culture quite successfully, which is all, the more valid for John Lewis since the workers own the businesses.
Assumed values: This level indicates the assumed values as concerning the employees, but they cannot be measured or quantified, despite being fundamental in making a major difference to the organisation. These are those hidden or latent beliefs and values that despite being that way, have a major influence on the functioning and the culture of the organisation (Azanza et al., 2013). These also are dependent on the innermost aspects of human nature. These give rise to unspoken rules that the organisation develops the tendency to adhere to, even though they might not be officially stated in a document.
Schein’s model further stated that these three concepts or layers are integral for developing a clear understanding of the organisation and its cultural aspects (Martinez, et al., 2015), which is quite synonymous with Handy’s framework as discussed by Glisson (2015). This framework attributes four kinds of elements to the culture of organisations – power, person, role, and task.
Figure 1. Elements to the culture of organisations
(Source: Created by Author)
Another very important and popular model of understanding culture is that of Hofstede’s cultural dimension’s theory. This model draws a relationship between the national culture with that of the workplace, which leads to four parameters or attributes – power distance, uncertainty avoidance, individualism or collectivism, and masculinity or femininity – which have been studied in detail by researchers like Vasile (2016) and Beugelsdijk, Kostova and Roth (2017). 
As far as John Lewis is concerned, the power distance is low since employees are the owners of the businesses. Thus, the uncertainty avoidance can also be said to be low, since the employees are completely involved with the decision-making processes. This has given rise to a company culture that is collectivist in its approach, in addition to being more feminine than masculine.
[bookmark: _Toc48809508]Organisational structure
The organisational structure refers to the system that provides an outline of the various activities are conducted to achieve the goals and objectives of the company. They include the roles, responsibilities and, also the rules that have, to be fulfilled to ensure that the company runs smoothly (Ahmady et al., 2016). 
In terms of the organisational structure at John Lewis, mention can be made of Henri Fayol’s approach to understanding management and its various elements. Godwin et al. (2017) note that Fayol had talked about five distinct elements, which were planning, organising, commanding, coordinating and controlling. 
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Figure 2. Management Functions
(Source: Created by Author)
The managers are majorly responsible for the decisions that ensue within the workplace, which is true even for organisations like John Lewis. As viewed from Mintzberg’s perspective, managers are the formal body within the company, which accounts for the organisational stability and, also oversees the achievement of the objectives and goals.
The organisational structure of John Lewis can be said to be a direct outcome of the organisational culture that is prevalent within the workplace. This is because the culture determines the hierarchy of a business firm, which influences the management processes (Alvesson and Sveningsson, 2015). Browaeys (2019) mentions Fatehi’s take on organisational structures, which deals with parameters such as functional, geographic, product, and mixed. While John Lewis is not a major transnational organisation, its presence across the UK calls for a definite style of management for its successful sustenance. In this case, the company has a matrix structure, since there are numerous departments and divisions that are designated to specific work. Having this kind of organisational structure enables the managers and supervisors to exercise an appropriate chain of command which allows the different processes to run smoothly across all the outlets.
Management structures can also be either tall or flat, depending on the size and other aspects. Tall organisations are usually highly hierarchical, while flat organisations allow for the increased participation of the employees in the management practices and decisions. John Lewis is indeed a large organisation but has been able to successfully maintain a relatively flat organisational structure, owing to the encouragement it provides to the employees who also own the businesses.
[bookmark: _Toc48809509]Contribution to the overall success of the organisation
The organisational structure as well as the organisational culture of John Lewis are interlinked with one another, and together they play an integral role in terms of shaping the market success of the company. This is because the structure that John Lewis has with respect to its organisation and management processes is fundamental in helping the different levels of the business together so that the ultimate outcome can be beneficial to the business.
The collaborative workplace culture at John Lewis ensures that the employees feel valued and special, more so because their inclusion in the decision-making processes is of utmost importance.
At John Lewis, the organisational culture is one aspect that is of utmost importance, since it has allowed the people to come together and function as one unit in a coherent way. It also puts forth various expectations with regards to their workplace behaviour (Glisson, 2015), and sets the foundation for them to work as a team.
John Lewis’s workplace culture is not very rigid, and this allows the employees to have some degree of relaxation at their offices. Furthermore, femininity of the workplace culture ensures that the employees are cooperative while also being caring about one another, which sets forth a highly positive vibe among them. In addition to this, the inclusion of the workers in the decision-making processes also allows them to feel valued and heard, which essentially contributes to their motivation levels. Higher the motivation level, more would be the resulting productivity, thereby indicating that the workplace structure and culture at John Lewis are both conducive of encouraging organisational success.
Another major point that can be mentioned here is that of how the customers are handled, since John Lewis being a retail-sector company needs to be customer-centric in its approach. In this regard, the employee motivation is of utmost importance, since workers who are content with their jobs would perform better with respect to handling the customers. Better the customer service, greater are the chances of the organisation being successful in the long run. The lack of hierarchical bureaucracy, together with the involvement of the employees in the decision-making of the company has been beneficial for the success of John Lewis as an organisation.
[bookmark: _Toc48809510]Conclusion
It can be stated that the organisational structure, as well as the culture at John Lewis, is extremely conducive to the development of a profitable and amicable relationship not just with the employees but also the customers. The approach to involve the employees at all levels of management, together with the vigorous focus and commitment towards the customers are some of the qualities that other business organisations can learn from this company. This essay further makes it clear through the adoption of the various theories and models that organisational structure and culture are linked together, and they essentially have an integral role to play in terms of aiding with the achievement of success for a business firm.
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