
[image: ]



Programme: Leadership and Management Skills for the Workplace

Module code and name: LCLM5005 – Organisational Culture

Student Name and Number: Blagovesta Blagoeva – 2332741
 
Lecturer Name: Dingning Liu

Assignment Title: Individual Report – John Lewis










Table of Contents

1. Introduction………………………………………………………………………………………………….3
2. Organisational Culture of John Lewis………………………………………………………………..3
3. Influence of Culture on Structure and Decision-Making……………………………………….4
4. Identifying Cultural Types: Models and Frameworks…………………………………………..4
5. Culture and the External Environment…………………………………………………………..6
6. Organisational Culture as a Barrier………………………………………………………………8
7. Impact of Culture on Organisational Performance……………………………………………..8
8. Evaluate the Impact of Organisational Culture on Organisational Performance……………9
9. Conclusion…………………………………………………………………………………………10
10. References……………………………………………………………………………………….11


















1. Introduction 

The common values, beliefs, habits, and opinions that influence how people act and how work is done within an organization are referred to as organizational culture. It means "how things are done around here" and has an impact on important organizational functions like performance, motivation, structure, leadership style, and decision-making (Mullins and Christy, 2016). According to academics like Schein (1990) and Alvesson (2013), culture functions on several levels, which vary from generally seen behaviours and objects to deeply set views that direct organizational operations. Understanding and controlling organizational culture has become crucial for maintaining effective and long-term success in an increasingly globalized and competitive world. 
One of the most well-known retail companies in the UK, John Lewis Partnership (JLP), is the subject of this study. John Lewis, which was founded as an employee-owned company, runs supermarkets and department stores under the Waitrose name. Its unique partnership model allows employees, known as "Partners," to own a part of the company (John Lewis Partnership, 2025a). The company is well known for having a strong corporate culture based on the ideas of democratic governance, shared ownership, and long-term sustainability (Geraghty, 2019; Goldfingle, 2023).
The report will critically analyse the ways in which organizational culture affects John Lewis's structure and decision-making procedures, identify the dominant culture using relevant cultural frameworks, examine how culture facilitates adaptation to the outside world, and determine whether culture delays or improves performance. Lastly, it will assess how culture affects organizational results and offers evidence-based suggestions for improvement.

2. Organisational Culture of John Lewis
The employee-owned structure of John Lewis Partnership (JLP) is the foundation of its highly known unique and values-driven organizational culture. In contrast to traditional shareholder-led companies, JLP functions as a partnership because its employees, referred to as "Partners," jointly own the business (John Lewis Partnership, 2025a). Long-term loyalty, respect for one another, and shared responsibility are all encouraged by this ownership model. Employee ownership is seen as the "heart and soul" of John Lewis, influencing not only the organization's administration but also regular interactions and behaviours within it, states Goldfingle (2023).
Democratic engagement is a fundamental aspect of John Lewis's culture. Through internal forums and representative organizations, partners can participate in decision-making, increasing accountability and transparency (UKEssays.com, 2009). The idea of a strong corporate culture, where common values direct behaviour and build collaboration, is consistent with this participatory approach (Geraghty, 2019). When trust and group benefit are prioritized over short-term profit maximization, employee engagement and loyalty to the organization's long-term goals are improved.
Another important component of the company's cultural character is diversity and inclusiveness. The company emphasizes its dedication to maintaining an inclusive atmosphere that celebrates a range of viewpoints and experiences (John Lewis Partnership, 2025b). This illustrates a view of culture as socially produced and dynamic, formed by both society expectations and internal values (Alvesson, 2013).
All things considered, John Lewis has signs of a stable, values-based corporate culture built on employee ownership, involvement, moral leadership, and diversity. These cultural elements influence how staff members interact, how choices are made, and how the business presents itself in the competitive retail industry.

3. Influence of Culture on Structure and Decision-Making
At John Lewis Partnership (JLP), organizational culture has a significant influence on how the company is structured and how decisions are done. According to Mullins and Christy (2016), organizational structure, management control, and authority patterns are all greatly impacted by culture. In the instance of John Lewis, a democratic and collaborative structure is directly informed by its employee-owned model. Employees (Partners) can participate in strategic discussions and hold leadership accountable through the integration of representative governance bodies like the Partnership Council, which JLP uses instead of a traditional organizational structure that is only concerned with shareholder interests (John Lewis Partnership, 2025a; UKEssays.com, 2009). This is evidence of a culture based on shared accountability and ownership.
Independent decision-making is encouraged by the company's transparent and trusting culture. Decision-making procedures typically involve open communication and consultation rather than just top-down orders since partners have a financial and emotional stake in the organization's success. According to Goldfingle (2023), employee ownership ensures that strategic decisions are in line with the long-term objectives of the company and its people by increasing loyalty and democratic control. In contrast, shareholder-led organizations often employ short-term, profit-driven decision-making methods.
Furthermore, Geraghty's (2019) strong company culture indicates that John Lewis's shared values serve as a framework for strategic decisions and behaviour. Long-term organizational values, not just financial indicators, influence decisions about sustainability, ethical sourcing, and customer service. Schein (1990) asserts that these fundamental beliefs have a substantial impact on how leaders see problems and choose suitable solutions.
A participative organizational structure and inclusive decision-making procedures are often supported by John Lewis's culture. Its focus on accountability, collaboration, and long-term sustainability guarantees that strategy and structure closely reflect its fundamental cultural principles.

4. Identifying Cultural Types: Models and Frameworks
Applying well-established theoretical models that help in identifying personality types and underlying presumptions is necessary to fully understand the organizational culture of John Lewis Partnership (JLP). The nature and dominant form of the organization's culture can be critically analysed using frameworks like Schein's Three Levels of Organizational Culture, Hofstede's Cultural Dimensions, Johnson and Scholes' Cultural Web, Handy's Culture Types, and Deal and Kennedy's Cultural Types.
4.1. Schein’s Three Levels of Organisational Culture
According to Schein (1990), there are three levels at which organizational culture functions: objects of culture, stated views, and basic assumption. John Lewis shows obvious cultural components at the product level, including its democratic governance systems, employee ownership model, and use of the name "Partners" to refer to staff members (John Lewis Partnership, 2025a). These material characteristics stand for equality and group identification.
Fairness, shared accountability, excellent customer service, and long-term sustainability are some of the goals that the organization supports (Geraghty, 2019). Declared values to equality and respect are further reinforced by its strong emphasis on diversity and inclusion.
At the most fundamental level, JLP's underlying presumptions seem to revolve around employee trust, the theory that better customer outcomes result from staff happiness, and the belief in group success over individual gain. These presumptions influence decision-making and leadership style, demonstrating how culture grows outside of official regulations (Alvesson, 2013).
4.2. Hofstede’s Cultural Dimensions
Using elements like power distance, individualism versus collectivism, uncertainty avoidance, and long-term orientation, Hofstede's model aids in the analysis of cultural tendencies.
John Lewis presents a comparatively low power distance because of its partnership structure, which promotes involvement and reduces the hierarchical division between management and staff (UKEssays.com, 2009). According to the democratic government system, power is split rather than controlled.
The company has collectivist characteristics as well. JLP's employee ownership model encourages shared rewards and communal accountability even operating in the UK, a country known for its individualistic culture (Goldfingle, 2023).
John Lewis places a bigger value on long-term prosperity and sustainable growth than on immediate shareholder profits when it comes to long-term orientation (Geraghty, 2019). This is consistent with the long-term strategic emphasis dimension proposed by Hofstede. Stability in a competitive retail market may be ensured by the company's established governance and careful response to risk, which may also reflect moderate uncertainty avoidance.

4.3. Johnson and Scholes’ Cultural Web
The Cultural Web was created by Johnson and Scholes to analyse organizational culture using six related components: routines, control systems, power structures, organizational structures, stories and symbols.
John Lewis's stories often highlight the company's core ideals of equity and employee ownership, validating its status as a values-based enterprise. Its unique cooperation approach is often cited in media opinion as essential to its legacy (Goldfingle, 2023).
The phrase "Partner," profit-sharing plans, and representative councils are examples of symbols that support equality and mutual growth (John Lewis Partnership, 2025a).
Compared to traditional corporations, JLP's power structures are more fragmented. Employees use formal representational procedures to gain influence, even though top management still has strategic power (UKEssays.com, 2009).
Control systems reflect the larger organizational aims by concentrating not just on financial success but also on ethical standards and employee engagement. Active meetings, open lines of communication, and a constant focus on service quality are examples of routines and rituals. When combined, these components produce a cultural paradigm that emphasizes cooperation and shared responsibility.
4.4. Handy’s Culture Types
Power, role, task, and person cultures are the four main cultural types that Handy identifies.
John Lewis is a prime example of role culture mixed with task culture. According to Mullins and Christy (2016), a lack of formal governance structures and well-defined responsibilities points to traits of role culture, which values consistency and clear processes. However, task culture is also reflected in its cooperative and team-oriented approach to accomplishing common objectives, especially in the focus on collective performance and excellent customer service.
Because authority is not centralized in a single dominant leader, the organization is not very similar to a power culture. Additionally, because organizational objectives outweigh individual autonomy, it is not in line with person culture.
4.5. Deal and Kennedy’s Cultural Types
Organizational cultures have been classified into four categories by Deal and Kennedy (2000) according to risk level and feedback speed: tough-guy/macho culture, work-hard/play-hard culture, bet-your-company culture, and process culture.
The person who most closely resembles process culture is John Lewis. Relatively low-to-moderate risk decisions are made in retail operations, and sales success and customer satisfaction measures provide consistent, meaningful feedback. Given its long-term focus and employee-owned structure, the organization places a high priority on procedures, governance, and accurate strategic management (Geraghty, 2019). High-risk innovation is not given the same priority as stability, consistency, and service quality.

5. Culture and the External Environment
The ability of John Lewis Partnership (JLP) to effectively respond to external environmental factors is largely dependent on organizational culture. Culture serves as an advantage that promotes flexibility, resilience, and long-term sustainability in a highly dynamic and quickly evolving retail industry. According to Mullins and Christy (2016), an organization's culture affects how it views and responds to environmental complex. John Lewis's approach to competition, regulation, and globalization is shaped by its partnership model and values-driven culture.
Denison's Traits Theory identifies four cultural components—involvement, consistency, flexibility, and mission—that are associated with organizational efficiency. Employee ownership and participative leadership structures, which promote engagement and group accountability, are two ways that John Lewis shows significant involvement (John Lewis Partnership, 2025a). Its enduring values of justice, trust, and mutual success demonstrate consistency (Geraghty, 2019). When the market is uncertain, these constant values offer internal consistency. The company's attempts to modernize operations and adapt to shifting consumer preferences demonstrate its adaptability while keeping its primary goal of long-term sustainable growth as opposed to immediate shareholder profit.
John Lewis Partnership (JLP) can effectively recognize and adapt to its external environment due to its organizational culture. A PESTLE analysis is usually used in strategic management to investigate the Political, Economic, Social, Technological, Legal, and Environmental elements that impact an organization's performance (CIPD, 2024). This framework makes it clear how John Lewis uses its partnership-based culture to stay in line with outside needs while upholding its basic principles.
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· Political and legal factors: corporate responsibility guidelines, equality laws, and employment laws all apply to the UK retail sector. Legal obligations and societal expectations are closely in line with John Lewis's strong commitment to diversity and inclusion (John Lewis Partnership, 2025b). Its moral governance framework lowers reputational risk and improves compliance.
· Economic factors: Consumer spending is greatly impacted by inflation and economic downturns. The employee-owned model helps the organization stay stable during difficult times by promoting long-term savings and group cost control. Profits are reinvested to ensure sustainable performance rather than giving priority to immediate dividends.
· Social factors: Expectations for honesty have risen due to shifting consumer tastes toward moral buying and corporate responsibility. Customer loyalty and brand trust are increased by John Lewis's ethical and socially mindful culture (Geraghty, 2019). In a multicultural society, its inclusive culture also promotes worker diversity.
· Technological factors: Competition has changed as e-commerce and digital retailing have grown. Adapting to technological progress while upholding high service standards is made possible by a culture that encourages staff engagement and shared learning.
· Environmental factors: Retail strategy now heavily considers sustainability issues. To combine cultural values with environmental responsibilities, John Lewis incorporates sustainability into its company objective.

In general, John Lewis' organizational culture facilitates strategic adaptation. The organization uses culture to respond effectively to political, economic, social, and technical forces by merging ethical ideals, long-term direction, and participatory governance. Its mission-driven strategy and high level of involvement strengthen resilience in a complicated external environment, in line with Denison's paradigm.

6. Organisational Culture as a Barrier
The culture of John Lewis Partnership is often seen as a strength, but it may also provide barriers to efficient operation. According to Cacciattolo (2014), when deeply established norms reject change, culture can either facilitate performance or serve as a barrier. While encouraging inclusivity, John Lewis's democratic governance system and strong partnership culture might hinder decision-making. In a dynamic retail market where quick strategic decisions are often needed, managerial agility may be constrained by consultation and collective agreement.
According to Priocta (n.d.), when workers are deeply committed to long-standing customs and values, organizational culture may impede change management. Because of John Lewis's longstanding dedication to employee ownership and consensus-based governance, there may be opposition to reorganizations, efforts to reduce expenses, or strategic changes that seem to risk partnership values. This is especially important when money is tight and tough choices can conflict with societal norms of shared prosperity.
Furthermore, according to Deal and Kennedy (2000), process-oriented organizations that prioritize accuracy and protocols may discourage creativity and risk-taking. Excessive dependence on routines could hinder innovation and creative thinking in the quickly changing retail landscape, which is influenced by digital transformation and global competitiveness.

7. Impact of Culture on Organisational Performance 

John Lewis's total performance is significantly impacted by organizational culture. Supportive and active cultures have a beneficial impact on creativity and organizational outcomes, according to research by Zhang et al. (2023). John Lewis's focus on staff involvement improves dedication, engagement, and service quality—all of which are important factors that influence performance in the retail industry.
Employee ownership increases motivation since partners gain directly from the success of the company. Accountability and customer focus are strengthened by this shared stake, to improve brand reputation and sustainability. According to Mullins and Christy (2016), JLP's collaborative atmosphere demonstrates how culture influences management control and job satisfaction.
In conclusion, John Lewis's strong, values-driven culture mainly serves as an enabler of organizational performance by encouraging participation, stability, and long-term strategy cooperation, even while certain cultural elements may delay quick transformation.

8. Evaluate the Impact of Organisational Culture on Organisational Performance

John Lewis Partnership's (JLP) organizational culture has a significant and measurable impact on its overall performance, positive and, in some cases, negatively. Employee behaviour, strategic priorities, and operational efficiency are all influenced by culture, which has a direct impact on both financial and non-financial results. According to Mullins and Christy (2016), culture has an impact on management control systems, work satisfaction, and motivation—all of which are important factors that affect how well an organization performs.
Participation by employees is one of the most significant benefits of John Lewis's culture. The partnership model encourages workers to actively participate to the success of the company by fostering a sense of ownership and shared responsibility. This supports Schein's (1990) theory that fundamental presumptions influence behaviour; at JLP, the conviction that shared reward results from group work improves dedication and service quality. In the retail industry, where customer experience has a big impact on revenue generation and brand loyalty, high levels of engagement are especially crucial.
Additionally, Zhang et al.'s research from 2023 shows that innovation performance is positively impacted by supportive and participatory organizational cultures. Innovation in customer service, sustainable practices, and operational efficiency can be supported by John Lewis's culture of participation and democratic government.
Overall, John Lewis's performance is mainly positively impacted by organizational culture. Long-term strategy alignment, customer trust, and staff motivation are all strengthened by the culture. The partnership ethic continues to offer a competitive advantage by coordinating employee interests with organizational performance and strengthening a consistent, moral, and customer-focused identity, even though some aspects may impede rapid transformation.





9. Conclusion
The organizational culture of John Lewis Partnership (JLP) has been thoroughly investigated in this research, which has shown how important culture is to the organization's structure, decision-making procedures, and general performance. It is clear from Mullins and Christy (2016) that culture shapes governance structures, staff conduct, and strategic priorities, influencing "how things are done." The fundamental cultural basis of John Lewis is the employee-owned partnership model, which encourages shared accountability, democratic engagement, and long-term focus (John Lewis Partnership, 2025a; Goldfingle, 2023).
JLP represents a participatory, collectivist, and mainly process-oriented culture, according to the application of cultural frameworks such as Schein's three levels of culture, Hofstede's cultural dimensions, the Cultural Web, Handy's typology, and Deal and Kennedy's model. Strong employee engagement, stability, and trust are all supported by these features. The report also illustrated how culture facilitates adaptability to political, economic, and social challenges using Denison's attributes and PESTEL analysis, especially through its dedication to inclusivity, sustainability, and ethical governance.
However, multiple limitations were also noted by the investigation. In a retail market that is changing quickly, strong traditions and consensus-based governance may impede decision-making and decrease flexibility (Alvesson, 2013). This means that culture must continue to be dynamic even though it primarily facilitates performance.
John Lewis should maintain its partnership culture while promoting more flexibility in strategic choices, especially in digital innovation and market responsiveness, to increase effectiveness. Its unique culture would continue to be a source of competitive advantage rather than a barrier if adaptive leadership and ongoing cultural evaluation processes were improved.
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