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Introduction
[bookmark: _Int_fk2REMSc][bookmark: _Int_ev7eznXk][bookmark: _Int_srGz3wyX][bookmark: _Int_u2tI7jrD]John Lewis is one of the UK’s largest and popular retail businesses. John Lewis is a department store that sells homeware, fashion, beauty and technology products whereas the other company known as ‘Waitrose’ which is a supermarket chain (John Lewis Partnership,2025). The company was founded in 1929 by John Spedan Lewis. He introduced an employee-owned business model where are permanent employees would be known as ‘Partners’ and share rewards of the ownership. 
Company structure 
[bookmark: _Int_mdoCkGAV][bookmark: _Int_EtHKnc4C][bookmark: _Int_ZLm19jhl][bookmark: _Int_2UOytp7v][bookmark: _Int_2uXaxWeT][bookmark: _Int_T9Z8DqsN][bookmark: _Int_hhMbmlMR]John Lewis is an employee-owned and democratic structure. The company shares responsibility and influence between its Partners, Partnership Council, Partnership Board and Chairman. This structure ensures employees have an opinion on how the organisation is managed. The Partners (John Lewis employees) can express their views, influence strategy, and challenge management. Elected representatives give Partner options to the company’s formal governing system (John Lewis, 2025). The Partnership Council is a representation of the Partners and have their main responsibilities such as, influencing policies within the organisation, accountability of the Chairman and the ability to change the Constitution with the Chairman’s agreement. The Partnership Board is responsible for the organisation’s direction and finances. The board oversees major policies. Additionally, the board is a mixture of executive leaders, non-executive leaders, and elected Partners. Then, the Chairman has a significant role in leading the Partnership. The Chairman works with the other governing bodies and provides leadership to ensure the organisation’s purpose is upheld (John Lewis, 2025). 
Decision Making Process
[bookmark: _Int_wkDgkQSV][bookmark: _Int_UHvEunB2][bookmark: _Int_hy8Bbo9r][bookmark: _Int_tiv5Zx9n][bookmark: _Int_xFLscVSF][bookmark: _Int_pezrKaw4][bookmark: _Int_spz6uH4Y]Decision- making at John Lewis is a combination of democratic participation and executive decision-making. The first step is that the company collects Partner options through the Partnership’s democratic system. Partner opinions help the Partnership inform strategy, challenge decisions, and hold leaders accountable. Next, when Partner representatives raise issues, the company is able to discuss policies and challenge management. The company views this as helpful as leadership are provided with information from employees that are more directly involved in serving customers and participate in operating the business. Then, the execute leaders create strategic and operation plans based on the performance of the business, customer feedback, market conditions and external environmental factors. Then, the Partnership comes in to ensure the decisions made support the long-term health, growth and financial sustainability of the organisation. Once the decisions are agreed and finalised, they are implemented across John Lewis and Waitrose by the executive team and senior leaders. After this, the local leaders and Partners share their feedback on the decision (John Lewis, 2025). 
Mission Statement
John Lewis’s mission statement is ‘Working in Partnership for a Happier world.’ The purpose of the company is to build happier people to create a supportive, inclusive workplace where partners feel valued and respected. Additionally, another incentive is to create a happier business that runs on honesty and fair business that thinks long-term, invests in its people and remain independent and also to create a happier world by making a positive contribution to communities, society and environment (John Lewis Partnership, 2025). 
Annual Report
[bookmark: _Int_0eP24ZWK][bookmark: _Int_PTSFVqr6]The John Lewis Partnership has reported sales of £12.8 billion which is a 3% increase compared to last year. In addition to this the company’s profit before tax and exempt items has increased from £42million to £126 million which portrays a significant increase in finances (John Lewis Partnership, 2025). The company had continued to transform its business strategy through investing and transforming stores, digital technology and supply chain improvements. When it comes to customer experience, the consumer base has increased by 2% during the financial year. The company invests into service quality through loyalty programs and multiple retail channels to appeal customer relationships. In terms of sustainability, John Lewis has invested time to prioritise carbon emissions, sustainable sourcing, reducing waste and supporting local communities. However, there are a few risks to the company for example, due to inflation, there have been rising employment costs, supply chain pressures and changing consumer behaviour however despite these factors, John Lewis still has many positive factors that grows the business (John Lewis Partnership, 2025). 
Chairperson’s Yearly Review Statement
[bookmark: _Int_BU9gNjOS][bookmark: _Int_fLJ8OGC4][bookmark: _Int_o9FN5ZZ6]The Chairperson of John Lewis, Jason Terry has stated that the company’s priority is to invest in their customers and employees. In addition to that, Jason has also said to invest in the retail brands to achieve sustainable long-term growth than focusing on short-term profits. Next, is to improve customer experiences through investments in stores, digital devices, technology and supply chains. This will increase positive customer experience and strengthen supermarket chains. (John Lewis Partnership, 2025). Additionally, Jason Terry has highlighted the company will continue to invest in stores, digital services, technology and supply chains to improve customer experience and strengthen John Lewis and Waitrose brands. Alongside this, the chairperson has also revealed that the partners will remain essential to the company’s success. The company will continue to invest in employee pay, skills and wellbeing to continue to build customer experience and strengthen customer experience. Jason Terry also acknowledged some improvements in financial performance whilst recognising ongoing transformation. 
Industry Reports
-Cost of Living 
According to Reuters, in response to the ongoing cost of living pressure, UK retailers have faced significant financial challenges due to inflation and labour costs. Due to this, consumers are reducing their spending on items such as furniture, fashion and homeware and prioritising essentials. John Lewis has responded to this through improving operational efficiency to increase customer loyalty (Reuters, 2025).
-Digital Transformation 
[bookmark: _Int_ctVbi9DF][bookmark: _Int_sIVJWrUe][bookmark: _Int_Qf1f6uFs]GlobalData reports have stated that the UK retail industry has continued to experience expeditious digital transformation. John Lewis invests heavily in its e-commerce platform, digital services and supply chain technology. These investments continue to improve customer sustainability whilst enabling the company to compete with other retailers such as Tesco (GlobalData, 2026). 
-Consumer Behaviour
[bookmark: _Int_HR2SAD7X][bookmark: _Int_ZPxiTiwO][bookmark: _Int_wHshYXpK]John Lewis released an annual consumer trends report ‘How We Shop, Live and Look.’ This report highlighted changes in the behaviour of consumers. Customers seem to prioritise sustainability, wellbeing, value for money, repair services and products that improve the quality of life. Additionally, customers that are influenced by the media and lifestyle trends when the make decisions on purchasing items. This has encouraged John Lewis to expand their sustainable and wellness products to improve their overall consumer experience (John Lewis, 2025). 
[image: ]Benchmark

[bookmark: _Int_zmPf6dzh][bookmark: _Int_7mJvjUdG][bookmark: _Int_jpwmhymA]According to Retail Week, in July 2025 John Lewis was rated 86.7 out of 100 by consumers which is an increase since last year where the company was rated 85.5. Retail Week has stated that brining back the ‘Never Knowingly Undersold’ scheme price-match guarantee resonates well with consumers. Additionally, sales at the department store were steady last year at £4.8bn, however this increased by 3% during the second half of the year (George A, 2025). 
McKinsey Organisational Health Index (OHI)
[bookmark: _Int_oRgVuBlx]The McKinsey Organisational Health index is a structured method that is used to assess how effective a company or organisation’s leadership, employee, culture, and management practices work together to run the company long-term. There are 9 key areas; direction setting, leadership, coordination and control, capabilities, motivation, accountability, external orientation, innovation and learning and work environment (McKinsey and Company, 2023). 
-Direction Setting
This refers to what an employee understands about the company’s purpose, strategy and objectives. John Lewis’s clear purpose is “Working in Partnership for a Happier World”. This is to gives Partners a shared understanding of the company’s goals. This is essential as clear directions enables the employees to understand their roles to contribute to the company (John Lewis Partnership, 2025). For the company to continue to grow, John Lewis will need to continuously train staff accordingly to keep up to date with today’s retails standards such as technology and operations. 
Leadership
Leadership portrays how effective managers and seniors are able to provide direction, support employees and make decisions. John Lewis has a combined leadership system with executive and employee representation. This consists of the Partnership Board, Chairman and Partnership Council. This gives the Partners the opportunity to voice their opinions on the operations of the company and also challenge leadership if needed. Through this, John Lewis is able to respond to environmental pressures as the leaders are able to gain expertise from employees that have experience interacting with customers directly (John Lewis Partnership, 2025). For example, the employees may have an understanding of what products are more popular or is generating more money, whereas executive leader’s understanding may be limited to statistics.
Coordination and Control
This category refers to the efficiency of different departments collaborating together. Effective coordination is essential to John Lewis as the company operates through department stores and online systems. The organisation has invested in technology, supply chain and digital operations and work together. This is to ensure operations are smooth, up to date and effective. Additionally, each department has a different objective, but they all share the same goal which is growth for the company. 
Capabilities
This refers to skills that employees may have such as knowledge and resources that are required to achieve the company’s goals. John Lewis intentionally invests in their Partners to develop skills through training. This is essential as the company is consistently investing in technology and artificial intelligence. Employees are able to understand the organisation and customers are able to assess improvements to improve products, services and processes (John Lewis Partnership, 2025). 
Motivation
This describes how committed are to the job and if they are willing to contribute to the organisation’s success. As John Lewis is an employee-owned business, the employees may feel a strong connection to the company as there may be a shared sense of responsibility for the organisation’s performance. This will encourage the employees to provide a better service as they have a direct benefit from the company’s success. 
Accountability 
This is a referral of whether employees understand their responsibility and whether they are held responsible for their decisions and performance. John Lewis organisational culture creates a sense of shared responsibility. Additionally, the Partnership council also enables employee to hold executives responsible for their decisions and actions. This supports the democratic culture John Lewis has established through ensuring senior leadership and employee still collaborate democratically. 
External Orientation 
This refers to how well a company or organisations understands and is able to respond to customers, competitors and changes externally. In the retail environment, John Lewis has had to to respond to significant changes such as increasing competition, consumer expectations changing and even demands for better value. John Lewis’s reaction to these external problems was to reintroduce’Never Knowingly Undersold’. This decision was to demonstrate that the company has recognised and understand consumers reactions to price increases and inflation and also to compete with other retailers. However, the company will need to find solutions to maintain this at all times to ensure they are able to keep consumers that may budget strictly (Reuters, 2024). 
Innovation and Learning 
This refers to an organisation’s ability to create new ideas, resilience and adaptability of products and processes. John Lewis has invested millions of pounds into its digital technology and also artificial intelligence. John Lewis will need to continue to update technology to grow and continue its success and surpass competitors.
Work Environment 
This refers to the quality of a workplace, employee relationships, wellbeing and culture. John Lewis has created a work environment based on partnership, participation and shared responsibility. Employees are persuaded to contribute to the organisation, rather than just to follow orders from management, instead the employees collaborate and work together effectively. 
[image: ]Organisational Health
Although I can’t seem to find an official organisation health index for John Lewis, according to YouGov, it ranked #1 for impression, value, quality, replace, satisfaction and recommend (YouGov, 2019). This leads me to believe that John Lewis’s has succeeded the organisational health index outcome. This can be due to product quality, customers service and customer satisfaction. I believe John Lewis has build a strong reputation for itself. 

How John Lewis leverages its culture to adapt to external environmental influences

	P
	E
	S
	T
	L
	E

	Due to the company embodying an employee-owned culture this increases employee commitment especially when there is political uncertainty as the Partners understand that government decisions can affect the company. For example, now laws and regulations can be released by the government and could put a strain on the company.
	Due to inflation, some consumers have reduced spending on non-essential items such as furniture or homeware. Some customers have even become more price conscious when it comes to shopping (Reuters, 2024).  John Lewis has tried to maintain their customer base with schemes such as ‘Never Knowingly Undersold’. 
 
	John Lewis has leveraged the employee-owned culture within the company through the strengthening and empowerment of the Partners to deliver quality customer service and develop positive customer relationships (John Lewis Partnership, 2025).
	Due to the growth of artificial intelligence and technology, John Lewis has already begun investing into data analytics, ‘click and collect’ services and also supply chain technology. John Lewis’s collaborative organisational culture enables each department to work together to achieve the common goal that is success. 
	John Lewis will need to follow laws and legislations in place for retailers and employers. For example, the equality act 2010 and GDRP. John Lewis’s accountability work culture encourages employees to comply with policies and regulations.
	John Lewis leverages its organisational culture through embedding sustainability within the company’s purpose and goals. John Lewis encourages its employees to collaborate with ideas to improve the company’s impact on the environment whilst operating efficiently however this seems to be an ongoing challenge with the company (John Lewis Partnership, 2025). 



Handy (1993)
-Person Culture
John Lewis reflects person culture through embodying its employee- owned organisational culture and structure. Employees are referred to as Partners rather than just employees, they are encouraged to collaborate ideas and participate in decision-making. This culture enables high levels of employee engagement and commitment to support John Lewis to maintain its reputation. However, due to the range of decision-makers within the company decision-making can be slow compared to traditional organisation decision making (Handy C, 1993).
-Task Culture
John Lewis portrays Task Culture though encouraging departments across the company to collaborate. With the company investing into innovation and artificial intelligence, the employees will need to work together to find solutions (Handy C, 1993). 
-Role Culture
John Lewis portrays Role Culture through its policies and procedures. The Partnership strictly operates within legal requirements when it’s comes to employment law, protection of consumers and equality. Additionally, the Partnership supports Role Culture through ensuring that decisions made are effectively implemented whilst maintaining the organisations standards (Handy C,1993). 
-Power Culture
John Lewis values the participation of employees, however there is a clear Power Culture within the organisation such as the executive leadership and structure. When it comes to major decision making, this is finalised by higher authority within the company (Handy C,1993).

Assess whether organisational culture acts as a barrier or an enabler to effective organisational functioning, providing justification for your conclusion 
[bookmark: _Int_N5Wgen8z]To start off, with John Lewis’s organisational culture referring to employees as Partners rather than just employees, it enhances the employee commitment and also engagement. This creates a sense of individualism and also shared responsibility, and the employees contribute to the company’s purpose and goals rather than just service customers or just operations. Additionally, Partners are encouraged to build customer relationships through the provision of knowledge and exceptional customer service. This approach does not than just focus on pricing, but it maintains a customer-focused culture within the organisation. Nonetheless, this may still have its own negative impacts in the company. Due to inflation, maintenance of premium standards and increases in operational costs, there is economic uncertainty. 

Conclusion 
In conclusion, I believe John Lewis’s organisational culture enables effective functioning. For example, when it comes to employee’s John Lewis portrays that portrays that they want their employees to have a say, be involved in the decision making rather than just following instructions and doing the same each day. Additionally, I like that John Lewis has given some employees the chance to join the Partnership to not just voice their options but hold the executive leader’s accountable to the decisions.

Recommendation to John Lewis current organisational culture that would enable an improved organisational health to build and sustain organisational performance
The first thing I would recommend for John Lewis to do is continue to up-skill Partners on digital training. As technology is evolving and John Lewis is investing more into innovation it would be efficient and effective for John Lewis to invest more into trainings such as AI and data analytics. Additionally, I commend John Lewis for creating an employee-owned company as this makes the employees more motivated to grow the company and continue to support customer relationships. 
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Top 10 retailers for customer satisfaction in July 2025
Score out of 100 in UK Customer Satisfaction Index (UKCSI)
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Source: UKCSI July 2024, conducted by the ICS = The UKCSI is a twice-yearly report based on 60,000 survey
responses by over 15,000 individual consumers representative of the UK population. Paypal and Klarna have no

data for July 2024.
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Brandindex Health Rankings: Top 10 brands
Average of Impression, Value, Quality, Reputation, Satisfaction
and Recommend scores. Scores averaged across 1st Jul 2018 -

30th Jun 2019
Rank Brand Score
1 John Lewis 41.2
2 lkea 38.9
3 Marks & Spencer 38.9
4 Heinz 38.7
5 Visa 38.3
6 Samsung 36.3
4 Royal Mail 35.9
8 Boots 355
9 Cathedral City 354
10 Cadbury 34.9
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