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[bookmark: _Toc523339104]Introduction	
Workplace culture is dependent on employee’s behavior, organizational relationship with stakeholders and their communication systems. Workplace culture refers to mutual understanding of employees with owners, their beliefs, values and working procedure that are used in production or providing services in different organizational situation. Identifying mission, organization determines their organizational cultural patters (Hiriyappa, 2009). But it takes time to form organizational culture. In starting time, the values and beliefs change quickly and later it stables in a phase. A good culture can bring a brand name like due to good servicing and quality, Apple has become a familiar brand name. In addition to workplace culture determines the employee relationship, communication system, working procedure and stakeholder’s relationship.  In this report I will provide different types of organizational culture, their strength and weakness, their effectiveness in the context of an organization. For the purpose of accomplishing this assignment the selected organization is John Lewis which is the largest departmental shop in UK established in 1864. It has 50 stores in UK including Sweden. According to their website, in 2017 they have earned £3.78 billion and their total employee is 38,100. John Lewis partnership is an independent organization which prefers to implement own views of employees, management is straight forward and mission driven and employees are considered as a partner. Team work and span of control contains in John Lewis (John Lewis, UK). 
[bookmark: _Toc523339105]Assessing culture and context of John Lewis
According to Edgar Schein, organizational culture is “a pattern of shared basic assumptions that the group learned as it solved its problems of external adaptation and internal integration that has worked well enough to be considered valid and, therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to those problems”. From the definition we can identify that the way of solving problems, serving system, employee’s behavior with customers and stakeholders recognized by organization. So the main them of organizational culture is dependent on the values and beliefs of employees (Culture, Capitalism, and Democracy in the New America, 2009). 
Organizational culture: Organization culture is unwritten but practicing in organization. It creates through sense of responsibility, commitment to the organization and from personal values. Organization culture may be divided in different types which has developed by many scholars. But to identify all organizational culture, these types organizational culture is used. Discussed below on types of organizational culture-
· Club culture: Organization determines a workplace culture. Then it hires those employees whose are familiar with the culture. For recruiting the employees, they examine the educational background their previous experience and provide rewards and high salary to draw the attractions of employees. Examples: Marketing officers.
· Tough guy culture: Monitoring of employees is the basic task of management. Manager monitors about their tasks that are they following the procedure regularly. Basically, manufacturing company use this culture where they want to get the good quality of products. If there occur any problems of employees, they send employees to train or seminar.  
· Normative culture: Normative culture is strict, the behavior and beliefs are predetermined, and organization creates a strict pathway of working. Every employee is accountable to maintain the rules, procedures and beliefs. Violating workplace culture is completely prohibited and get punishment if they implement their own idea. Food producing company follow this procedure.
· Academic culture: mainly professional organization choose this culture. Professional employees own some specific values which obtains during their academic session. This values and beliefs are not changeable. Suppose, doctors always concern with his patients. This beliefs and culture has derived from their medical college or care unit. 
· Fortress culture: Survival for the fittest, this types of organization believes. Organization higher those employees whose are good at working, punctual and creative to his work. Working performance determines one’s salary and opportunities again bad performance may cause to lose their job. Examples: Sales manager.
· Baseball culture: Baseball culture is the opposition culture of fortress. Organization believes that employees is the blood stream of organization. Bad performance of employee doesn’t mean he is bad. But they believe supporting and training of employees can bring change on behavior and beliefs. Basically inventory organization follows this workplace culture like advertising company.
· Pragmatic culture: This type of organization is concerned with customer’s demand and requirements. Every employee can implement and use their own idea. The employees are creative to give the services. The working procedure is flexible and every manager can operate their department according to their will. Multiproduct company, partnership organization etc.
· Bet your company culture: taking high risks is their main characteristics. They don’t at all what are they going to achieve. Suppose, Mercantile bank invests their money for a company. They don’t know what will be the consequences. Again, inventory or research organization are these categories. 
· Process culture: Basically, government organization in these categories. They always from in their communication. It doesn’t matter what is feedback or recommendations coming from the citizens. They are process oriented and to change the process, there is needed polices.
Cultural aspects in John Lewis organization: We have discussed different types of culture. If we supervise the culture of John Lewis we can see that they are following pragmatic culture in their organization. According to pragmatic workplace culture, organization prefers the creativity of employees, they get freedom to implement their own idea on business. Working procedure is flexible and prefers both formal and informal communication. John Lewis is following this culture. They give freedom to their employees, straight forward and mission driven culture. To achieve mission, the employees can implement their ideas and create their own pathways. The management is flexible. So we can say that John Lewis is following Pragmatic culture (Geraghty, 2018). 
Advantages of culture to John Lewis organization: 
· Market driven: Pragmatic culture is market driven. Employees can implement their ideas for marketing products. For this reason, John Lewis has been the largest and public limited company. 
· Mission driven: Pragmatic culture always determines a mission. Jong Lewis has expanded their business with this mission. In 2018, they will open their 10 shops in UK.
· Competitive:  Pragmatic cultural organization is competitive. John Lewis can compete with its competitor where it can gather high profit, cheap labor and more sales.
· Formal and informal communication system: Pragmatic culture is not process oriented but result oriented. It doesn’t mean have you send letter or document in formal way. John Lewis focus on getting things done. So employees don’t have to maintain the formal communication system. 
Disadvantages: John Lewis is a partnership organization. Pragmatic culture provides much liberalism to employees. Often there creates mismanagement due to informal communication system. Frequency changing of procedure can decrease the customers due to suffers. So John Lewis have4 to face on losing profit, customers and stakeholders. More result oriented pragmatic culture breaks the business laws and ethics. Personal values and beliefs add in the organization. So I think John Lewis should follow some normative procedure too. 
Organizational ethics & values of John Lewis
An organization follows some ethic and values to serving his customers and its stakeholders. People know the organization to see their values and ethos. John Lewis is a partnership organization which is considered the spirit of partnership. Employees are the partners. Given below their values and ethics.
· Compelling brand values: From the establishment, this values and ethics play the key role. They have three pillars to success. Employees(Partners) are their key stone of success where they are considered as co-owners. They can implement their own views, business idea and creative thinking. The second pillar is the loyal, honest and confident customers which has through their reputation, ethics, service and quality. The third pillar is the sufficient profit. John Lewis can face any kinds of financial viability and can ensure the highest benefit of their partners. 
· Fairness to the staffs: Employee is their partners but not shareholders. They provide annual bonus according to the performance of employees. It always emphasis on the satisfaction of employees, their needs and demands, good working environment. Thus with the help of employees, it has become the largest retailer. 
· Fairness to customers: “Never Knowingly Undersold” is their promise. The price is determined in consisted with the values of product. Even during financial crisis, it doesn’t increase price to keep their promise. They send message to their regular customers and customers are continuously is depending on John Lewis to meet their daily necessities (Boyatzis, 2008). 
· Emotional connection: Giving advertisement on emotions, they connect their customers. Through practicing over the years, it has become able to draw the attraction of people using emotions. Every year, it advertises on Christmas day which is shared by people. Thus the brand is getting familiarity day by day. They always prefer to their demands and emotions on John Lewis. 
· Equal opportunities and respects: John Lewis provides equal opportunities to the employees. There are no gender discriminations based on gender, religion, nationality or color. The employees have come from different religion and customs. They don’t hurt their employees avoiding their socio cultural activities. Even they provide allowance and bonus for others religious people. 
Thus these values and ethic is followed by John Lewis which has created world best retailer. 
Formal and informal relationships between department and people: 
Formal and informal relationship is two ways of relationship between department and people. John Lewis has some departments like sales, HRM, marketing, accounts and they follow both formal and informal relationship.
Formal relationships: In formal relationship, organization set up a procedure which is a written document and structured. Every employee must follow the rules to communicate with others department. The main advantage is that there is low probability to do wrong. Hierarchy, chain pf command and business instructions are followed strictly (Horsfall et al., 2013). John Lewis makes relationships with people-
· Accounting department always formal in their activities. They preserve all accountant’s data including sales, expenditure, salaries of employees and profit. 
· Sales department preserve all data in a formal way. Then it sends to the sales department using a document paper. 
· Marketing department always formal to their shop owners, suppliers and shareholders. They are informal with customers. But in formal way they send message and sends message and fax.
· HRM department invites to others department about their employees. Departments identifies their vacant post and make a list for the qualifications for the post. The job description paper is send to the HRM department in a formal way. 
Informal relationships: This is not formal and not follow procedure, instructions and rules. This is not process oriented but result oriented. The department communicates with people directly where no written document is not used. Over the years, the informal relationship occurs depending mutual understanding and trust. John Lewis is performing some informal communication (Eby and Allen, 2012). These are given below-
· Marketing department communicates with customers to get their opinion and demands. This is not formal way. Suppose during purchasing product, they can about their views. They can create values of a product going to office, straight or fair. 
· HRM department invite application in informal way. They can take the employees basis on their experience. The formal way is not followed.
· Accounting department can lend money to the employee before finishing moth. Mutual trust is the key stone to make informal relationship. 
John Lewis wants to make welfare for the employees. So employees know well which relationships is perfect for them. It is not mandatory to follow a guideline to make relationship between people and department. 
Communication channels for sharing information and building relationships of John Lewis
Communication is the process on sending and sharing information. Every organization has to send their information to central administration. Through communication, we meet our employees, customers and suppliers. There is pathway to communication channel. 
Communication channel may be formal or informal. In formal communication, information and data is transmitted in formal way using a document, file and paper. The hierarchy is maintained strictly. Basically, John Lewis uses formal communication in their central administration where the decisions and information is important. Informal communication channel is set in the convenience of employees. Informal communication channel assists to take decisions in a short time. They can send information an informal way. 
Again, communication channel may be upward, downward or flat. In downward communication channel, information and orders send bottom to top. Employees and managers send information and executives takes the decisions. Again, upward communication top to bottom where all information and orders come from executives and managers and employees are bound to follow the rules. In flat communication channel, there is no hierarchy and can take decision with together (Birk & Burk, 2008). 
John Lewis fool the flat communication channel where every employees knows their information and can take decisions with together. There is low rate of wrong decision and communications. 
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Organizational culture is dependent on its external environment.  Relationship with stakeholders, standards of products, working environment, sociological factors and economic factors interfere to determine organizational culture. Given below to PESTEL and SWOT analyses.
PESTEL analysis for evaluating the John Lewis in its environment: Now we are going to conduct PESTEL analysis as the part of macro environmental analysis for evaluating the broader environment of John Lewis. 
· Political factors: John Lewis can’t take its own decision frequently. Government has passed laws on organization. Their behavior is restricted. Example: Sales goods act 1979. According to the law, the produced products must ensure a standard which can fill the values of demand of customers. The seller knows the work of products. Data protection act 1998 describes, the marketing officers will collect data in lawfully, use for only one purpose, protect from unauthorized agencies. So John Lewis can’t deceive the service users, can’t exaggerate the product than its original work. When they collect information from customers, they can’t pass the letters and mails to the other agencies. 
· [image: ]Economic factors: John Lewis has to consider economic factors. It is a partnerships organization and maximizing profit for stakeholders is the goal. But economy has ups and downs. During downs, they have to consider their partnerships. They don’t increase the price of products. It provides salaries and allowance for their employees. Sometimes, they have to cut off the job of employees, for competing with competitors they provide sales off. Thus with changing of economy, it has to change their financial activities (Ltd, 2018). 
· Social factors: Massive people come to shopping in John Lewis for different brands. There is variation on their beliefs and culture. Again, employees of John Lewis have come from different religion and culture. John Lewis has to selects its organizational culture keeping mind the cultural variation. It has to show respects, ensure equal rights for employees, products variation depending on religion and culture. Example: Muslim women use hijab. They will collect these products for them (Robbins & Judge, 2018). 
· Technological factors: Using internet has added a revolutionary change in business. Manufacturing companies are using latest technology in production. Basically, retailer company like John Lewis is dependent on social media, internet and computer. Brand value is dependent on internet. Active in social media, responses in mail and comments from social media enlarge business activities. Now advertising is giving in online. So John Lewis has to come out from their traditional values and beliefs. They have to give in online advertisement, using computer to preserve data, using Projector for attending meeting and presentation. So John Lewis has developed an IT team, giving training their old employees to adapt with technology. 

· Environmental factors: Now everyone is concerned with environment. Industries are emitting carbon and industrial toxic. This vast waste and carbon is pollution our air and soil. So ultimately we are destroying ourselves. Environmental issues are influencing John Lewis to limit their production or using scientifically conductive machinery to manufacture products. Example using energy saving machinery, STP and well waste disposal system. 
· Legal factors: every organization has vales and ethics. But often it is dependent on the legal factors. With changing of laws, they have to change their culture. Example, before John Lewis can fired employees but now it has to show exact causes. Again, government has passed "Fair Packaging and Labelling Act (1996) where every products of John Lewis has to give information on ingredients, price, production and expire date. 
SWOT analyses of John Lewis: For the purpose of explaining the internal environment of John Lewis as the part of broader environmental analysis, SWOT analysis is conducted in below.
	Strengths: 
· John Lewis is familiar with its strong brand name due to its quality, pricing, customer’s responses and fashions consciousness. 
· Gradually, the economic condition is getting strength day by day. This profit is coming due to product variations. 
· Customers can purchase their products in online and international product delivery. 
· "Never Knowingly Undersold" is there them. 
· Due to employee partnerships, employees work their best to increase sales. There is a highly qualified team and employee relationships is highly strong. 
· Recently, models and stars are hired as a brand ambassador by John Lewis (Keillor, 2007).

	Weaknesses: 
· The price is really high more than others supermarket.
· Commodities is limited and unconsciousness on fashions.
· Sometimes it slipped during Christmas or others occasion due to lack of proper supply. 
· They are cutting the price to compete with M&S. 
· Frequent decisions of management bring managerial incompetence and corruption. 


	Opportunities: 
· There is an opportunity to expand business. John Lewis has 50 shops across the UK. But it has an opportunity to expand business in UK and abroad.
· Collecting new fabrics and clothing following model and actress. Young generation will be attracted more. 
· Online selling and home delivery can enlarge the business. Appointing an IT team can increase the sales of clothing, food, gift and others commodities.
· Now people are using credit card, master card for paying. So they can accept money from the customers arranging technological instrument.

	Threats: 
· Most of the customers are above 45 years. If they can’t attract young generation, it will lose the profit.
· Threats of new entrance is the main threats. In UK, there is increasing departmental shop based on technology and online home delivery. So they may lose the profit.
· The main threat is M&S whose are adopting new policies for increasing sales and branches in UK including foreign country. 
· Poor corporate governance can reduce profit. As a result, clients will not purchase the share and others financial institution will not provide financial support (Lee, Myeongju & Bongsoon Cho, 2015).  




From the discussion we can say that John Lewis is enjoying some opportunities that can be achieved, some threats which can be minimized initiating some project. Their main threat is losing young customers. So John Lewis has to take initiative to overcome the problems. 
Impact of organizational culture on organizational performance
We have discussed above PESTEL and SWOT of John Lewis. Now we know that PESTEL determines the organizational culture. This organizational culture is influencing on organizational performance. Performance means result of certain people or individual. Discussed below on organizational performance-
John Lewis is using pragmatic culture in their organization. Employee get much freedom and employees is the partners. So employees are more enthusiastic more than others organization. Employee can develop his own ideas for operating his organization. As a result, they can take immediate planning when problems create. It seems to the owner of John Lewis. So every employee is working hard to produce high quality of services. 
The culture of John Lewis is market and mission driven. It also analyses the current market trend and try to sell new fashions and cloth. On the other hand, in 2018, they want to open ten branches in UK. So their mission is to expand business. 
They use formal and informal relationship with employees, customers, suppliers and shareholders. Sometimes the management is rude for staffs and sometimes flexible. This culture is accelerating to increase productions. Informal communication with customers create interest to purchase products. Formal communication with suppliers and shareholders feel empowerment. It works as an incentive. Thus informal communication increase shareholders and multiple products (John Hay, 2010). 
From the discussion we can say that John Lewis culture is flexible to the employees. The partnerships increase the performance of employees. 
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John Lewis is commercially a successful organization. People know the spirit of partnerships to see John Lewis. It adopts policies and procedures according to external environment. It is really praiseworthy to them. Why their culture and ethical behavior is getting appraisals given below-
Personnel and business behavior: 
· Human resource policies: John Lewis always prefer their employees. There is a mutual understanding between organization and employees. They provide high salaries, allowance, safety-net, safety working environment and others opportunities. So they are applicable to get the appraisal.
· Compliance with national laws: John Lewis has its own rules to operate their organization. But they have determined the laws according to the national context. They change the policies when government change laws and rules. So they follow the national laws. Various sorts of employability acts are strongly followed by this organization.
· Forced and child labor prohibited: They don’t force its employees to get more output. For overtime, they provide extra money. Again, John Lewis is operating business in some countries. Child labor (Prohibition & Regulation) Act is strongly applied here simply, the child labor cost is low. But John Lewis don’t take the advantages. Their ethics is really appreciable. 
· Equal opportunities: They don’t show partiality among the employee or customers. Employee consume same salaries and others opportunities. It shows respects every culture and beliefs. Equality Act, 2010 is strongly followed in the premise of John Lewis organization.
· Good working environment and social safety:  John Lewis has its own firefighting employees with heavy instruments. It has much ventilators for the convenience of working. It provides safety net- like pension and other allowances (Shen & Chanda, 2009). 
· Steps for unethical activities: If employees chose bribery or corruption for personal interest, John Lewis take immediate steps and leave them. They don’t support to take advantages from local authority by providing bribe. 
Cultural and ethical issues with stakeholders
· Customers: John Lewis always try to sustain their business through loyalty and integrity. They are not deceiving to the customers. They provide the correct information to customers. 
· Suppliers and shareholders: supplier are providing their products. John Lewis gives the payment regularly. Again, it always tries to maximize the profit of its stakeholders. 
Barriers to effective function of John Lewis and their overcome: 
· Communication barriers: The main barrier is the communication problems. It uses informal communication system. So the message is ambiguous and unclear. So management can’t take decisions immediately. Often their flat communication system crates complexity due to much opinion. 
· Environmental barriers: Environmental barriers sometimes create hindrance to perform effectively. Dirty environment decreases the production and create inefficiency. 
· Political barriers: to give chance to infant organization, government limits production and attributes high taxes. Thus John Lewis can’t perform effectively. 
Way to Overcome: To overcome communication problem John Lewis, they have to introduce and focus on formal communication. Providing well decorated and furnished workplace for employees, Discussion with political leaders can solve the problems, these sorts of things should be enusred (Sims, 2002).
Theory on workplace culture and its impacts: 
Edgar Schein Model: organizational culture is developed over the years. Employees are the key determiners of an organization. Schein has identified three levels of organization culture. These are-
· Artifacts: The visual things are under the artifacts like decoration, workplace environment etc. Schein identifies two types of organizations. Organization maintain rules and regulations, formal relationships with manger and stakeholders, finishing tasks within deadline under this category. Organization B doesn’t use the formalism.
· Values: Schein refers that organizational culture is the values of employees. Their behavior turns into organizational culture. 
· Assumed values: It is the inner values and doesn’t measure. Suppose women may be dominated by the male organization. 
Impacts on John Lewis: The employees are free of John Lewis and enjoy category B. but I think John Lewis also involve in category A for the convenience of accountability and formal relationships. Assumed values can eradicate their internal problems. Thus the three levels may influence on John Lewis (Management Study HQ, 2018).  

[bookmark: _Toc523339108]Conclusion
From the formation of organization, there automatically develops an organizational culture. Particularly, employee are the key determiners of organization culture. Again, employee relationship with employer bring a good performance if employers provides independent, flexible working conditions and opportunities. We can see that John Lewis is using pragmatic culture where employees get chance to implement their own ideas and creative thinking. Pragmatic culture is market, customers and market oriented government. Their core values are the partnerships of employees and fairness to customers and staffs. They determine their workplace culture consistent with external environment. Thus John Lewis has earned an appraisal on their culture and values. 
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