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Executive Summary
Organizational culture basically replaces the attitude, values, and beliefs in an organization, which has a direct impact on decision making, business processes, organizational structure and group behavior. Considering the argument presented by Mullins and Christy (2016), the report has demonstrated the influence of organizational culture and business structure and decision-making of John Lewis Partnership. Handy’s Cultural Types and Schein’s Model of Organizational Culture have been evaluated here to identify the types of organizational culture in this company. The report has demonstrated how organizational culture helps to adapt to external environmental forces and highlighted organizational changes in John Lewis. Effectiveness and challenges of a collaborative organizational culture on business processes have also been presented here. Based on the impact of organizational culture, some recommendations have been provided at the end of this report. 
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Organizational culture has a direct impact on decision-making and organizational structure in a business organization. Mullins and Christy have argued that the organizational culture influences group behavior, employee motivation, managerial control and job satisfaction. Maintaining cultural diversity and understanding different cultural backgrounds of employees is important for global business organizations. There are various theoretical frameworks and models which have highlighted the impact of organizational culture, employee behavior and performance. The purpose of this report is to understand the importance of organizational culture, based on the argument of Mullins and Christy (2016). The report will discuss the company structure and decision-making process of John Lewis. John Lewis Partnership is a British department store which was founded in 1864, and it is the largest employee-owned business in the UK. Currently, it has more than 75000 employees, and all of them are business partners of John Lewis who share business profits. This is a major UK-based retailer which operates more than 330 Waitrose supermarkets and 36 John Lewis department stores. The paper will evaluate the role of the external environment on organizational culture and offer some evidence-based recommendations for John Lewis to improve its existing organizational culture. 
[bookmark: _qyybllrwl7jc][bookmark: _Toc224064107]2. Influence of organizational culture on the company structure and the decision-making process of John Lewis
According to Alves et al., (2022), organizational culture can shape employee behavior, recruitment, employee retention and staff engagement. A supportive and collaborative organizational culture helps in decision-making and also fosters innovation. There are different types of organizational culture such as market, clan, adhocracy and hierarchy culture, which have different values on organizational structures. As per the view of X, some basic types of organizational structure are functional, divisional, flat, matrix and hierarchical. Organizational culture can control hierarchical structure and reporting lines in an organization, which develops a flat or hierarchical organizational structure. Similarly, a culture of trust and empowerment develops a functional or divisional structure which promotes employee autonomy. John Lewis Partnership has a distinctive organizational culture which influences its employee-owned structure (Almerri, 2023). The influence of organizational culture in this company is critically evaluated below. 
Participative decision-making and employee autonomy: The organizational culture of John Lewis Partnership follows the partner-first philosophy and is connected with employee ownership. All 75000+ employees are co-owners and partners in this company who share business profits (John Lewis & Partners, 2026). This company culture encourages employees to actively participate in decision-making and share their innovative ideas. Participative decision-making increases job satisfaction, creativity and productivity among employees as well as fosters the culture of trust. According to Mengstie et al., (2023), the organizational culture of John Lewis promotes collaboration and transparency among employees, which influences leadership style as well. The company has a clan culture that promotes employee involvement and teamwork (John Lewis & Partners, 2026). Participative decision-making may slow the decision-making process, but it promotes employee autonomy, which increases employee retention. 
Customer-centric culture: organizational culture aligns internal values and employee behavior to improve the overall customer expectations. As a retail organization, John Lewis also maintains a customer-first approach and has created a customer-centric culture (John Lewis & Partners, 2026). Instead of short-term profitability, the company considers long-term customer satisfaction and tries to increase brand loyalty (Tasoulis et al., 2023). The company culture also helps managers and team leaders in operational decisions (Alves et al., 2022). The company culture has also adopted rapid digital transformation to maintain a competitive advantage. 
Democratic governance: The Partnership Council of John Lewis Partnership consists of over 3,000 elected representatives who manage corporate policies and business decisions. It follows the “Sharing Power” framework, where the governance structure shares power among the Partnership Board, the Chairman and the Partnership Council (John Lewis & Partners, 2026). This company promotes the culture of fairness, which is also deeply rooted in the democratic governance structure. It values the culture of transparency and employee accountability, which also influences leadership decisions in John Lewis. However, rapid structural adjustment can create bureaucratic layers in organizational structure, which can affect business performance in the UK retail environment (Almerri, 2023). 
Teamwork and collaboration: The employee ownership model of John Lewis promotes the culture of teamwork, collaboration and innovation. Employees are co-owners here, so they share business purpose and equal responsibility for the company's success. The collaborative organizational culture of mutual support for all employees ensures they are participating in teamwork (Mengstie et al., 2023). Jon Lewis also conducts cultural orientation for global employees and conducts cross-functional programs to increase departmental coordination. Communication plays a vital role in the organizational culture of John Lewis, which creates a collaborative work culture. The company has a problem-solving approach and considers diverse perspectives of employees. 
[bookmark: _6h27qwyxte23][bookmark: _Toc224064108]3. Different types of organizational culture in John Lewis and the prevailing culture within the organization
[bookmark: _i3h3x3alf767][bookmark: _Toc224064109]3.1 Handy’s Cultural Types
Charles Handy’s Cultural Types was developed in 1978, which has four types of organizational culture such as role, task, power and person (Umbrex, 2025). All of these organizational cultures are linked to a Greek god that highlights how it influences organizational decision-making. Power culture (Zeus) denotes that when a central figure controls the overall organization, it can increase the decision-making process and is beneficial for entrepreneurial organizations (Umbrex, 2025). Task culture (Athena) promotes teamwork and collaboration, which highlights that flexible organizational structure can reduce complexity as well as promote problem-solving efficiency among employees (Umbrex, 2025). The role culture (Apollo) promotes bureaucracy culture, where clear and specific rules can improve process efficiency. Person culture (Dionysus) prioritises individual expertise and values which shape organizational performance. 
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Figure 1: Handy’s Cultural Types
(Source: EXP, 2025)
Task culture: Based on this theory, John Lewis has adopted the task culture and role culture. The task culture promotes teamwork and collaboration as well as helps employees to achieve shared goals. John Lewis has adopted this culture to ensure collaborative decision-making and promote cross-functional coordination (EXP, 2025). The management encourages employees to be involved in the decision-making process to create a cooperative work environment. Cross-functional collaboration has improved retail strategies in John Lewis as it has heavily invested in digital retail transformation. Currently, 60% of overall sales come from online, which highlights the collaborative approach of technology and retail. 
Role culture: John Lewis has also adopted role culture to create a formal structure and set clear responsibilities for all employees. The management has set well-defined job roles for all 30 departmental stores and online operations (Stewart, 2012). Clear operational guidelines and customer service standards help employees to maintain service quality as well as brand reputation in the competitive retail industry. The partnership structure in Jon Lewis motivates employees to share their ideas for operational improvement (EXP, 2025). The rule culture has also improved the governance system and ensured long-term sustainability for this company. 
[bookmark: _fcd37gozy2dp][bookmark: _Toc224064110]3.2 Schein’s Model of Organizational Culture
Another important theory of organizational culture is the Three Layers of Organizational Culture Theory of Edgar Schein. This theory highlights three different levels of organizational culture, including artefacts, espoused values, and underlying assumptions. Artefacts are easily observable elements such as architecture, technology, office layout, dress code and rituals in an organization which represent the organizational culture (Hogan and Coote, 2024). Espoused values are corporate philosophies, goals and strategies which need to be followed by members and state the company values. Underlying assumptions are unconscious beliefs and employee perceptions which influence employee behavior in an organization (Pedro Pinto, 2025).
[image: ]
Figure 2: Schein’s Model of Organizational Culture
(Source:  Hogan and Coote, 2024)
The organizational culture of John Lewis can also be demonstrated through this theory. There are nearly 75,000 employees or partners in John Lewis, and the Partnership Council demonstrates the visible cultural practices in this company. Annual partner bonus is the financial artefact in John Lewis which promotes the company's commitment to shared success. Formal principles denote the espoused values in John Lewis that promote equality, fairness and transparency among employees (Stewart, 2012). Espoused values directly influence customer satisfaction. The customer satisfaction rate is 80% in John Lewis. The company also reported a revenue of £12.4 billion in 2023 due to customer-focused approaches. According to Pedro Pinto (2025), basic underlying assumptions are deeply ingrained beliefs among employees which shape their attitude and behavior. Employees in John Lewis have shared ownership, which leads to higher commitment and engagement towards the organization. Underlying assumptions developed collaborative decision-making in the organization, where employees actively contribute to organizational changes and improvements (Stewart, 2012). 
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Organizational culture in a company helps to understand external forces and implement them in business policies and practices. According to Alassaf et al., (2020), the external environment creates uncertainties in business processes, such as economic downturn, technical changes, geopolitical tension, unemployment rate, inflation, legal factors and others that influence business functions. Considering these factors, global businesses shift organizational policies and make changes in their operations. A flexible and collaborative organizational culture helps employees to adapt to changes (Tasoulis et al., 2023). Similarly, supportive leadership and management approaches guide employees during change management. John Lewis also utilises its organizational culture to adapt to external forces in business practices and improve customer satisfaction. 
Digital transformation: The technical advancement in the UK has created new market opportunities for UK retailers. John Lewis has taken several innovation initiatives, such as implementing chatbots and AI, to enhance customer experience (John Lewis & Partners, 2026). The company has also invested in digital platforms and omnichannel retail to offer online shopping experience for customers. The company conducts regular employee training to improve digital and technical skills for employees as well. These initiatives help this organization to remain competitive in the UK retail industry. 
Developing Customer-Centric Strategies: E-commerce, digital marketing and social media have a strong impact on consumer preferences. Considering these factors, John Lewis has improved its existing customer service approaches and implemented advanced technology to increase customer satisfaction (Tasoulis et al., 2024). It operates in the highly competitive retail sector where high-quality customer service plays a vital role in brand reputation. Considering the rise of e-commerce, John Lewis also offers online shopping and has created a strong market position in the UK. Reports have identified that its revenue was £12.4 billion in 2023, which highlights how service and product improvements can deliver a personalized retail experience for customers (John Lewis & Partners, 2026). 
Adopting cost challenges in the UK market: High inflation in the last few years and high interest rates have created strong economic pressure for UK companies. Rising operational costs and economic uncertainty not only disrupted the supply chain but also increased production costs. Considering the increasing cost challenge, John Lewis preferred to maintain open communication between the management and employees while making financial decisions (Tasoulis et al., 2023). The collaborative approach in this organization helps the management to create practical cost management strategies. 
Managing employee engagement: Globalization has a direct impact on workforce diversity. Unemployment rate, employment opportunities and the rate of skilled graduates in the UK can influence modern organizations. Considering these factors, John Lewis has developed an inclusive partnership culture where more than 75000 employees are partners of this company (Tasoulis et al., 2024). The inclusive organizational culture not only promotes equality, diversity, and inclusivity but also encourages employees to participate in the decision-making process. Reports have highlighted that 85% of employees in John Lewis are highly satisfied with workplace arrangements and organizational benefits (John Lewis & Partners, 2026). The company has a diverse culture where employees from different cultural backgrounds feel respected as well as valued. This organizational culture helps employees to adopt changes and learn new skills. 
Sustainability and ethical business practices: considering the changing consumer preference towards sustainability, climate change, and regulatory pressure in the UK, John Lewis also maintains ethical business practices. The UK government is committed to becoming net zero by 2050, reduce 81% carbon emission by 2035, implementing the 2021 Environment Act and making other sustainable initiatives to reduce the impact of climate change (Tasoulis et al., 2023). Considering this factor, John Lewis has integrated sustainable business practices and encouraged suppliers to adopt responsible supply chain management. The company is committed to becoming net zero across operations by 2035 and its entire supply chain by 2050 (John Lewis & Partners, 2026). It also sources 100% free-range dairy and uses 100% recycled raw materials for manufacturing (John Lewis & Partners, 2026). It has taken several initiatives in animal welfare, circular economy and sustainable sourcing to implement ethical business practices. 
[bookmark: _d5rfhypj9oz2][bookmark: _Toc224064112]5. Role of organizational culture to ensure effective functioning within John Lewis
[bookmark: _7zoo8it1rteh][bookmark: _Toc224064113]5.1 Organizational culture, as an enabler to effective functioning 
The organizational culture of John Lewis has a strong influence and positive impact on the company's functions. It influences the employee ownership structure and increases employee engagement through active recognition (John Lewis & Partners, 2026). Employees work as partners in this company who share responsibilities and financial rewards equally. The culture fosters a sense of belonging and accountability among employees, which increases employee retention. On the other hand, profit-sharing incentives motivate employees to improve their performance and contribute towards organizational goals. According to reports, the employee turnover rate is very high in the UK returns sector due to high work pressure and longer shifts. John Lewis has set a strong example for other retailers to improve employee satisfaction while maintaining performance excellence by adapting a supportive organizational culture. As per the view of Dimitrantzou et al., (2022), the customer-centric culture in John Lewis acts as a vital enabler for company success. Considering changing customer demand, market trends and social media trends, John Lewis has improved its service quality and product reliability to develop long-term customer relationships. Instead of gaining short-term profit, long-term sustainable growth has developed a strong brand trust in the UK market. John Lewis also follows a service-oriented culture that has high service standards and omnichannel retail, which encourages repeat purchases and increases customer loyalty (Reeves, 2023). This organization and culture also promote collaborative decision-making and open communication, where employees can freely share their ideas with the management. Active participation in decision-making promotes creativity and innovation, which also helps in Change management. A collaborative effort among all departments helps to improve omnichannel retailing and online retail experience for customers. 
[bookmark: _x7zyaq4uc20y][bookmark: _Toc224064114]5.2 Organizational culture, as a barrier to effective functioning 
The participative culture of John Lewis also acts as a barrier to decision-making and business functions. According to Dimitrantzou et al., (2022), employees are included in decision-making and sharing their ideas can slow the overall decision-making process and create complexity. The UK Retail Industry is highly competitive, hence the active involvement of employees and the representative councils reduce organization agility. It also operates online, but a slow decision-making process can affect business performance and supply chain efficiency in John Lewis. Major organization changes in this company often face cultural resistance from employees. Employees work as partners in this company, hence they have the right to fight for their job security (Reeves, 2023). It not only creates complexity for the management but also affects the proposed restructuring processes. The UK retail industry is currently facing financial pressure; the company has decided to implement operational restructuring and store closures in some areas (Alves et al., 2022). However, this decision has created conflict among team members and affected the traditional cultural values of this company. 
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[bookmark: _cf77wx10idoe][bookmark: _Toc224064116]6.1 Impact of organizational culture on the overall performance
The organizational culture can improve employee engagement, organizational commitment, employee retention and overall business performance in a company. John Lewis has a collaborative and flexible organization and culture where employees share responsibility and financial rewards equally (Mengstie et al., 2023). This collaborative culture not only increases employee engagement and job satisfaction but also has improved organization and productivity by 20% in recent years. Profit-sharing bonus system motivates employees to improve their skills and performance as well as enhance customer service (Alves et al., 2022). Along with this, organizational culture also has its own impact on brand reputation. Motivated employees offer high-quality customer service, which creates long-term customer relationships and repeat purchases. Customer satisfaction level is more than 80% in John Levi's, which helps this company to maintain comparative advantages in the UK retail sector. Company culture also supports creativity, innovation and digital adoption in John Lewis (Mengstie et al., 2023). Employees can share their innovative ideas with the management and representative councils which help the company to adopt digital retail trends successfully. 
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Recommendation 1: John Lewis has to invest in Artificial Intelligence and advanced analytics for a data-driven decision-making process. It has a strong market share in online sales so analysing consumer data and purchase behavior is important to develop effective marketing strategies. Similarly, increasing flexibility is also important in decision-making for strategic projects. 
Recommendation 2: As an omnichannel retailer, John Lewis needs to improve its existing skill development and employee training programs. Offering digital training programs and using digital learning platforms can improve digital skills for employees. It will help them to manage e-commerce operations and improve online customer service. 
Recommendation 3: As a major retail company in the UK, John Lewis needs to improve its ESG principles and invest in sustainable business practices. Ethical Sourcing and reducing plastic packaging will position it as a responsible retailer in the competitive UK market. Implementing an energy efficient system, renewable energy sources, recycled packaging, circular economy and sustainable supply chain will increase brand reputation. 
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The organizational culture of John Lewis has a direct impact on the decision-making process and employee engagement. Evaluate the impact of organizational culture and company structure, and use relevant frameworks to identify different types of organizational culture in John Lewis. The company uses organizational culture to implement external environment forces in business processes such as omnichannel retailing for technical advancement and improving customer service. It has also invested in sustainability and ethical business practices, considering the government's commitment towards sustainability. The report has demonstrated organizational culture as a barrier and enabler for business functions with relevant justification. The impact of organizational culture and overall business performance, and relevant recommendations for improvement, has been included at the end of this report. 
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Artifacts
These are tangible and easily accessible, and include material
objects, feelings one experiences in the office, and implemented
processes.

Espoused Values and Beliefs
Espoused values, norms, ideologies, and philosophies are
promulgated by leaders and socially validated and accepted if

they increase predictability and reduce anxiety.

Shared Assumptions
These represent non-negotiable beliefs that were acquired as
a result of a (possibly) traumatic experience. They explain the
world and are notoriously difficult to change.





