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[bookmark: _Toc532162686]Executive summary:
Organizations are known as by their culture. Culture if is health organizations can achieve the sustainable development goals. Culture denotes shared values, beliefs, ways of performing activities etc. There is no difference between the definition of the culture of society to the organization. In organizations, employees work with shared visions, goals etc. under a common culture. Employees are supposed to follow the existing culture of the organization. To assess the external environment analysis, SWOT and PESTLE analysis are used by the organizations. The SWOT analysis is based on the company-specific information. On the other hand, PESTLE analysis talks about the factors externally impacting the performance of the organization.
John Lewis, the third largest UK retail firm having headquartered in London, UK, has been providing excellence in services since the formation of the firm in the year 1864. From the analysis of organizational structure at John Lewis, it has been found that the structure of the organization plays a greater role to become successful through involving and giving the opportunity to grow. There is the potentiality to become the market leader for the company in different brands. Innovation by the firm attracts a lot of attention especially car and financial segments. Implementation of strategies according to set requirements in different areas would lead to expansion and growth of profit and business of John Lewis. the presence of ethics and ethical behaviour demonstrated by strong culture due to structure, ways of managing etc. makes the organization more meaningful and successful in this competitive age.
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[bookmark: _Toc532162687]Introduction:
In order to get successful in managing different key issues such as culture and cultural change, employers require strong value-driven strategies. Values of the organizations are generated by maintaining a healthy culture. Organizations are known as by their culture. Culture if is health organizations can achieve the sustainable development goals. On the hand, due to the lack of different attractions and time required strategies, many of the key goals are not achieved. Thus, it is clear that the culture and policies of the organizations in this regard play a crucial role in the attainment of goals in the organization.
The aim of the assignment is to discuss on several cultural issues such as the structure of the organization, assessment of the current culture at the organization, different external factors affecting the performances of the organization, responses from the organizations to those situations etc.
About John Lewis:
John Lewis, the third largest UK retail firm having headquartered in London, UK, has been providing excellence in services since the formation of the firm in the year 1864. It is a very renowned firm in the UK retail segment. Starting from the journey of the organization in the retail the organization has been earning a lot of reputation and good performance. 
The organization has been serving in several segments of the glove comprising UK, Europe and other regions of the world. John Lewis is popularly known for its partnership in business. The presence of John Lewis is remarked through 50 outlets, 350 Waitrose stores and online. John Lewis Partnership (JLP) is owned by 85500 partners owning the UK retail business occupying the possession of ownership of John Lewis and Waitrose. The services of John Lewis are expanded to a lot of segments including home furnishing, personal advising in such circumstances, financial, catering, lifestyle changing initiatives etc. The culture of the organization promotes growth for sustainable development in the long run and establishes a long-term relationship with the partners.
[bookmark: _Toc532162688]Critical assessment of the culture of an organization and how influences on the performance:
Polo, et.al (2016) argues that culture denotes shared values, beliefs, ways of performing activities etc. There is no difference between the definition of the culture of society to the organization. In organizations, employees work with shared visions, goals etc. under a common culture. Employees are supposed to follow the existing culture of the organization. Different organizations follow different types of culture (Morschett, 2015). Culture has driven the structure, ways of performing to goals, responses, attitudes, behaviors in the organizations. Farmer, et.al (2012) argues that a value culture driven organization can easily get successful because all the employees are getting motivated through the healthy cultures at the organization. On the other hand, different models of culture and its changes are useful to be understood by the key management. Application of strategic and specific cultural model increases the efficiency of organizations and helps to attain long-term success.
Kaplinsky, (2013) argues that different factors are influencing the culture of an organization such as the structure of the firm, work environment, work ethics, codes, ways of achieving goals etc. On the other hand, of all the factors, the structure of the organization is most valuable to lead the culture. Different models of culture, as well as influences these factors from the perspective of John Lewis, are discussed here
Organizational structure at John Lewis:
John Lewis maintains a strong layer of management activities and to comply with the external market the organization has developed several markets demanded activities. According to Canaday, (2018), different factors shape the structure of an organization such as centralization and decentralization, the chain of command followed in the organization, personalization, departmentalization, formalization, countries in which organizations work, cross-cultural issues for the firms while operating in several countries etc. On the other hand, organizational structure defines manpower to different roles. Structure of John Lewis impacting culture has been described here
John Lewis has provided the scope of passing any ideas by the employees where key objectives and principles for the work are guided by the top-level management (Chen, 2009). Employees are regarded as parterres and associates for operation. The chairman of the partnership, the divisional Management boards, and the Group Executive are taken part to decide the managing body of the organization. From the structure stated here, it can be easily said that John Lewis follows a productive management by engaging a broader level to manage the jobs.
Work specification: At the organization, there is low specified work rather being selected by associates. This reduces the probability of boredom as freedom of works. On the other hand, specialization is low in this case. 
Departmentalization: Departmentalization is based on functional areas and product based at the organization. Commercial activities are also in this way. Due to functional separation, John Lewis has specific persons at specific qualities (Chen, 2009).
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Figure: Organizational culture vs. Structure
Chain of command: At John, because employees are associates, they take part in every decision making (Brookfield, 2013). They have authority to decide any decision in the organization. Top level management democratically takes any decision at the organization. Due to the exercise of this, effective decisions are taken out as different layers of management are involved at decision who knows the pros and cons of operation at each area.
Centralization and decentralization: At John, decentralization structure is followed because everyone is a partner and exercises their opportunities of becoming closer to the organization. This reduces the risk of alienation at the organization.
From the analysis of organizational structure at John Lewis, it has been found that the structure of the organization plays a greater role to become successful through involving and giving the opportunity to grow. The current democratic leadership styles of management lead to produce a decision which is passed by every management level indicating superior effectiveness. It is known that effective decisions only lead to organizational objectives being happened in reality. Because works are allocated departmentally, every department decides upon the key activities due to them specifically and holistically a final decision is reached through the conglomeration of each department. This structure produces a productive culture leading to sustainable development at the organization.
Hofstede model of culture:
To assess the impact of existing culture on the performance of the organization this model is useful. Hofstede is a popular researcher for introducing several dimensions to organize any society (Kotorov, 2016). The cultural orientation by Hofstede is widely used to assess the impact of culture on the performance of the organization. There are several dimensions of Hofstede cultural model as discussed below
Power distance index: According to Hofstede, it measures the extent to which power is distributed either equally or unequally (Godet, 2016). The existence of low power distance in the organizations leads to democratic leadership being followed. On the other hand, the existence of high-power distance essences the need for establishing autocratic leadership and low involvement by the employees. In John Lewis, low power distance is accepted and exercised. This increases motivation and engagement by the employees who are the partners. It promotes healthy culture promoting better achievement of goals and objectives.
Individualism vs collectivism: Canaday, (2018) argues that organizations following the individualistic approach focuses on individual performance. On the other hand, collectivism inspires group attainment. John Lewis follows collectivism society where the performance of groups is given priority over individuals leading to synergy. John Lewis produces better quality teams through exercising this.
Uncertainty avoidance matrix: Chen, C. (2009) argues that attitudes and responses to uncertain events are measured and tolerated through this index. On the other hand, firms scoring high are aware of uncertainty and like to implement rigid strategies to avoid uncertainties. On the other hand, firms scoring low are open to change and take the challenge. John Lewis is following a rigid strategy to handle uncertainty in future indicating high uncertainty avoidance. Due to this, every decision is rethought while incorporating all kinds of uncertainties thus increasing the efficiency of every decision.
Masculinity vs femininity: Cultures following masculinity focus more on ambition, future challenges, robust growth etc (Chen, 2009). On the other hand, femininity focuses on strong employee relationship building. John Lewis is focused on higher growth evidenced by merger and acquisition with local restaurants for expanding the business. This cultural orientation aids to focus on the long-term objective of the organization.
Long-term orientation vs short term orientation: Canaday, (2018) argues that this cultural dimension focuses on the time horizon. Long-term orientation seems that relationships are to be built within a very short period of time forgetting present and past. On the other hand, short-term orientation stresses the premise that present and past contribute a lot to build a relationship. Long-term orientation is driven by growth culture and values. John Lewis follows long-term orientation to focus on more to challenges. Everyone is targeted to follow the robust growth and profit strategy. 
Indulgence vs restraint: Though this, the ability of culture to meet immediate needs and desires are measured. Indulgence prefers objectives, hopes, and needs of the individuals. On the other hand, restraint culture restricts immediate needs. John Lewis takes into consideration the employees to immediate needs and demands and their conditions. Involving them in all key decisions, giving authority to operate and manage as their ways lead to satisfaction by them.
According to the cultural model of Hofstede evidenced at John Lewis, there is the existence of value-driven culture in the organization. Individuals grow both in groups and individually. John Lewis provides a culture of satisfaction, responsiveness, accomplishments and willing to devotion. In each part of organizational value creation activities, John Lewis thinks about cultural dimensions and chooses only those culture promoting value and growth. This serves not only the goals of the organization rather the growth of a sustainable environment.
Except for the sources of culture in the organizations, there are other elements those can be generalized in the context of culture and its evaluation such as process, systems for executing decisions, IT-enabled infrastructure, skills and capabilities of the managers, leaders etc. These said factors impact largely on the way of working either in group or team. Team members and others get motivated through increased operational excellence such as motivational factors, developing and growing through learning. At John Lewis, the skills and capabilities of the employees are used to develop strategies for future development. They are recognized as partners, the main source of motivation. In every layer of management, skills by employees are fostered and growth is ensured.
[bookmark: _Toc532162689]Critical evaluation of an organization and the broader environment in which the organization operates:
External environment analysis of John Lewis specifies the broader environment of the organization in which the company has been operating. Different forces from the external environment impact the performance and culture of the organizations where John Lewis is no more exceptions. Organizations operating in a multinational environment faces several external forces (Brookfield, 2013). John Lewis being a global brand is required to face large complexities in the broader environment to cope with the objectives of the firm. In order to analyze the broader environment in which a company operates several tools and techniques are used such as SWOT and PESTLE analysis. To assess the external environment analysis, SWOT and PESTLE analysis are used by the organizations. The SWOT analysis is based on the company-specific information. On the other hand, PESTLE analysis talks about the factors externally impacting the performance of the organization.
From the analysis of these models in the perspective of John Lewis a comparative study in relation to the firm would be formed. Organizations capable of understanding these external environmental forces can implement decisions gain and sustain in the long run. Let's explore the analysis of SWOT and PESTLE in perspective to John Lewis in order to assess the performance of the organization in the broader market

The SWOT analysis of Johan Lewis:
Arvinen-Muondo, et. al (2013) argues that SWOT analysis is a useful tool for measuring internal strengths and weakness. On the other hand, through a rigorous analysis of the model, opportunities those are open and threats faced by the organizations can be easily understood. From the analysis of the model, a firm can improve its weakness and mitigate threats and probable future unexpected situations. The SWOT analysis of John Lewis is given below 
Strengths of John Lewis: John Lewis is now a renowned global brand. The robust growth strategy in the firm leads to the third largest giant in the retail segment. In FY 2017, the company earned 10 billion pounds. The organization has been maintaining an overall growth of 2.8% yearly on a consistent basis. Strong online presence makes the firm more accessible to customers. Continuous focus on innovation leads to a greater portfolio of products and services. John Lewis has been remarkable for maintaining a strong base of customers relationships as well as good partnership management. Diversified operations in various segments lead to boost up the sale and strong brand image.
Weakness: Though there are various kinds of products offered by the organization, lack of presence to unreached requiring the products is a weak point for marketing and distribution channel. Considering the competitors such as Walmart, Tesco, and other John Lewis has a low online presence. Apart from that, the earning is not persistent (Joyce, 2015).
[image: Image result for SWOT picture]
Figure: SWOT analysis
Opportunities: There is an immense need for healthy foods in Australia. For organic healthy foods, even the customers of Australia are willing to pay twice. With Myer, John Lewis has been identifying untapped potential in that market. A survey revealed that 67% of Australian demand foods offered by John Lewis (Kaplinsky, 2013). Apart from that in the UK, John Lewis is growing through strategic market alliance to untapped territories. With merging British Corner Shop, John Lewis has been serving several UK markets. Starting of Waitrose 1, John Lewis increased sale up to 17.5%.
Threats: Laws are updating day by day and becoming even rigorous. Doing business in the foreign segment has been becoming challenging day by day. Apart from that, dominant players in different segments where the firm is operating become a great threat for the firm. 
From the analysis of SWOT, it can be concluded that John Lewis possesses a strong position in the market. There is the potentiality to become the market leader for the company in different brands. Innovation by the firm attracts a lot of attention especially car and financial segments. The organization needs to focus on the growth of innovative techniques in unserved areas both in local and international. As the culture of the organization is healthy enough to growth and development for the employees, there is the possibility of becoming a market leader within a very short period of time. Merger and partnership with several others firms are keystones to achieve higher market share. John Lewis should focus on this more as it is bringing growth in revenue for the firm. John Lewis should focus on the activities on the competitors to provide a customer-oriented strategy.
PESTLE analysis:
Comer, et.al (2008) argues that in order to assess the external environment in the organization operates, it is important to analyze different dimensions of PESTLE model. The PESTLE analysis of John Lewis has been given below to assess how external forces impact on the performance of the organization
Political: Several political decisions affect profit and sustainability of the firms (Comer, et.al 2008). The UK has decreased limitation on the businesses to enter in the new market creating an opportunity to grow for John Lewis. Moreover, the UK government has decided to cut tax from 30% to 28% indicating the opportunity to more profit for John Lewis.
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Figure: PESTLE analysis
Economic: The UK economy is facing recession and it is very sensitive to changes in interest rates. Extensive competition in the retail industry seeks cutting down the price to attract customers. John Lewis being a low-cost provider as well as planning to reduce costs to customers will attract more sales (Comer, et. al 2008).
Socio-cultural: Consumers are shifting rapidly where lifestyles by creating an opportunity to grow for John Lewis (Brookfield, 2013). Because the market is more materialistic, identifying and serving the needs of new consumers at new spaces will the opportunity to increase market share. John Lewis through proving quality branded products in new areas can succeed.
Technological: In UK, online shopping has become popular. Most of the sales are now operated through using online. However, the operation of John Lewis is characterized by the paperless operation, IT infrastructure enabled management etc. lead to coping with modern trend. Increased efficiency, emphasize IT can increase profit and sale.
Legal: Due to the incorporation of consumer protection act as well as suppliers to provide healthy products, organizations only can maintain health and safety in operation, as well as generic products, can sustain. Due to John Lewis by providing organic food and quality products can increase its operation.
Environmental: In UK, renewable sources of resources such as cotton, wool etc. Organizations are penalized for harmful environmental effects causing damages to livestock (Brookfield, 2013). The western organizations are emphasizing reducing carbon footprints and increasing energy efficiency. John Lewis through improving environmental issues such decreased carbon footprint or using renewable sources can reduce the impact on the environment and thus increasing brand value.
From the PESTLE analysis of John Lewis, it is clear that several external factors shape the strategies for the organization. Implementation of strategies according to set requirements in different areas would lead to expansion and growth of profit and business of John Lewis. John Lewis though underpinning the impact of each decision on the environment should implement strategies bearing long-term success goal in mind. Before going any action, compliance of laws, ethical standards, regulations, environmental factors should be considered to the desired objective. The organization should analyze the pros and cons of each decision to produce the best one. 
[bookmark: _Toc532162690]Critical evaluation of culture and ethical behavior present in an organization and evaluation of own culture:
Arvinen-Muondo, et. al (2013) argues that culture and ethical behavior are two key concepts businesses develop a foundation for long-term success. On the other hand, culture represents shared values. On the other hand, ethical behavior is such accepted approach by the individuals and society which respects honesty, integrity, fairness, equality, dignity thus improved benefit to all the stakeholders involved impacted by any decision of the organization (Brookfield, 2013). A good culture helps demonstrate ethical behavior in organizations. Sources of good culture impacts largely on the ethical behavior in the organizations (James, 2015). This section aids to analyze the culture and ethical behavior present in John Lewis and how it impacts on the performance of the organization and sustainability issues in the long run (James, 2015). Any business organization typically dealing with ethical behavior never gets worried about any legal barriers. John Lewis maintains strong ethical behavior while demonstrating any sort of decisions supported by its CSR activities, thinking on the wellbeing of the employees who are the partners, innovation leading to the development of the society etc. There are several characteristics of culture such as it is diverse, innovative, shared vision etc. Let's explore the culture and ethical behavior at John Lewis
The organization has been remarked successful as it exercises ethical value-driven culture in the workforce, strategies to outperform the rivals etc. Cultural orientation at the organization differs it from the other organizations.
Brookfield,  (2013) argues that little evidence exists between marketing and ethical behaviors such as trust, commitment, reciprocity, gratitude, and goodwill, ethical behavior seems like a natural link. There are four broad elements to be considered while building ethical relationships such as Trust, Wellbeing of stakeholders, Justice in the decision and problem-solving activities and freedom of activities in organizations. Achievement of those link a good customers relationship with the objective of organizations. 
John Lewis pride in its ethics in existence and Corporate Social Responsibility is at the core of the organization. Embracing each as the partner has emerged from the CSR in the organization. John Lewis enjoys this benefit extraordinarily (Dodgson, 2016). Because there are no employees rather all are parties thus motivating to work for their won. Due to the presence of this culture, four core dimensions such as trust, freedom, justice, and wellbeing of the stakeholders are easily ensured. Thus, the culture of the organization remains healthy and thus ensuring the baseline for ethical foundation and ethical decision-making process with the organization.
Justification of the presence of four ethical dimensions at John Lewis:
According to Dodgson, (2016), in different activity areas, four dimensions exist. Firstly, Justice is ensured through enrolling a very diverse group of people in the organization and giving autonomy to operate as a partner. Engaging and educating a large group of people bears the symptom of the culture of justice. Secondly, the truth is ensured by sharing profits and the way used to share profits. At John Lewis Partnership profits are shared in the form of dividends whereas in other companies it is shared either through wages or incentives (Dodgson, 2016). Honesty, integrity, and fairness of decisions are reflected in the decision-making process in each sensitive area. Freedom and wellbeing are ensured through the shared possession of ownership as well as participation in the decision-making process. The process of the running of the organization is totally dependent on the participative culture at the organization (Dodgson, 2016). The organization believes that ensuring democracy and reflection of the ideas of the partners would lead to better performance. On the other hand, employee recognition is ensured in this process as they are taken as part of the organization.
The analysis suggests that the presence of ethics and ethical behavior demonstrated by strong culture due to structure, ways of managing etc. makes the organization more meaningful and successful in this competitive age. Lack of ethics would prove the organization running without integrity, coherence, and authenticity. Also, the traditional management system except for partnership recognition would lead to failure because it would not motivate as currently. Thus, it recommended continuing with the current approach of culture and ethical behavior present in the organization too long turn profitability and growth. 
However, as part of the exploration of the new market by the organization in several countries of the world, it is important to ensure the current ethical and cultural approach. Failure to maintain those in any new segment would lead to the destruction of high brand and image value of the organization. Ethics lies not only in the decision marking process, rather the ways involved while maintaining every part of the business such as sourcing materials, gathering, assessing and preparing those in the international or local market. In this process, John Lewis Partnership should consider all the relevant parties, stakeholders, as part of partnership though they appear in a different way. This would increase the scope of serving higher ethical behavior in the organization.
[bookmark: _Toc532162691]Conclusion:
John Lewis along with Waitrose has earned lots of reputation and success just because the firm presented itself in such a way that appeals everyone to the organization. The structure is designed in such a way to deliver a healthy and effective strategy. Presence of strong ethics does not violate the norms of honesty, integrity, and fairness. From the different external environmental forces, it has been revealed that the organization is so far successful regarding the management of those issues. Furthermore, the organization is careful regarding any future uncertainty and implement strategies to handle those successfully. John Lewis still has appealed to serve many potential areas which would enhance the growth and profitability of the organization. Because everyone tries in a combined way to uphold the prestige due to partnership culture, every decision brings a difference.
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