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[bookmark: _Toc233132343]Introduction  
Organisational culture can be considered as a fundamental aspect of business that often impacts decision-making processes, performance of an organisation and leadership style. Organisational culture is considered to be the values, beliefs and attitudes that impact the behaviour of the organisation (Bdc, 2026). The positive organisational culture facilitates increased motivation, improved customer satisfaction and improved overall productivity of an organisation. Organisational culture also plays a crucial role in the highly competitive retail sector and determines operational effectiveness, and helps in sustaining consistent growth. Developing ideas on organisational culture helps in identifying organisational strengths and the areas that need further improvement. This particular report has been developed by focusing on John Lewis, which is one of the renowned organisations of the United Kingdom. This specific report has analysed the culture of the company and has applied theories that incorporate Hofstede’s Cultural Dimensions, Schein’s Model of Organisational Culture, and Handy’s Cultural Types for the determination of prevalent culture in the organisation. The implication of Schein’s Model of Organisational Culture is helpful in understanding the way the culture of John Lewis has contributed to the organisational success (Geraghty, 2023).
.


[bookmark: _Toc233132344]Organisational Background
John Lewis has been considered a leading British retailer which has developed an employee-centred organisation in 1929. The company is aimed at providing quality service to its customers and has considered 29000 employees as its partners (John Lewis, 2026). Herbert Prskinson, the textile factory of the company, where skilled partners have been employed to measure accessories and the curtain. The company is also producing high-quality products in its Herbert Parkinson mills. John Lewis operates in the retail and consumer service sector and has provided wide range of products in fashion, beauty, home and in the category of technology. Total assets of the company are £8.186 billion, and total stakeholder equity of the company is around £2.522 billion. The company has acquired a sales revenue of 3.64 billion pounds in 2025 (John Lewis, 2025). The company is also focused at community engagement, employee well-being and sustainability and has included all these aspects as part of their business strategy. Through consistent innovation and potential digital transformation that company has maintained a significant position in the UK retail sector (Mullins and Christy, 2016).


[bookmark: _Toc233131343][bookmark: _Toc233132345]Impact of organisational culture on organisational structure and decision-making of the company
[bookmark: _Toc233131344][bookmark: _Toc233132346]Organisational Culture at John Lewis
John Lewis Partnership encompasses a unique employee-owned culture that directly shapes its structure and participatory decision-making significantly. All 80,000 employees of the company have been considered as partners due to the company's partnership model, which shares profit and voting rights (Rozario, 2025). This creates a culture of collective ownership and proper accountability. Core values associated with the organisational culture are their integrity and honesty with consumers in business relationships. They consider effectiveness in contributing to communities, which are embedded in cultural tenets (Geraghty J. , 2025). These values influence both their operational practices and external reputation. The constitution mainly states that the ultimate aim of the culture is the happiness of all its members through worthwhile and satisfactory employment (John Lewis Partnership, 2025).
[bookmark: _Toc233131345][bookmark: _Toc233132347]Influence on Organisational Structure
The partnership initiative and high empowerment of the employees allow the organisation to have a significant flat structural nature. Unlike the hierarchical retailers, John Lewis operates with democratic councils and committees where employees elect representatives. This also reduced top-down control and encouraged distributed authority. Partners can challenge leadership decisions through the partnership council, embedding transparency and accountability. They encompass a dual-brand structure which encompasses the John Lewis and Waitrose, which reflects a federated model while coordinating under the partnership board, while allowing local autonomy (John Lewis Partnership, 2025).
[bookmark: _Toc233131346][bookmark: _Toc233132348]Influence on Decision‑Making Processes
Strategic decisions, such as sustainability commitments and diversity initiatives by the company, have allowed them to shape their partner input. This situation can slow the decision speed while enhancing the sense of legitimacy. Profit Distribution is also prominent here, where annual bonuses are decided collectively, reflecting cultural emphasis on fairness appropriately. Organisational culture of the company allows it to integrate drivers into decisions, like refusing to adopt aggressive upselling tactics instead of focusing on long-term trust (John Lewis Partnership, 2025). Positive organisational culture allows the business to make inclusive decisions for its employees and customers.
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Strengths
Employee-owned firms commonly report a significantly higher productivity compared to conventional firms due to stronger motivation and loyalty. Employee engagement is higher in John Lewis due to their cultural background. On the other hand, their partnership model has historically cushioned downturns by aligning staff with organisational survival. Innovation in inclusion is also present, where diversity and inclusion programmes have demonstrated the way culture informs progressive decision-making. Their initiatives, like Black History Month initiatives, gender equity policies and other inclusive approaches, allowed them to create a prominent presence as a employer (John Lewis Partnership, 2025).
Weakness
Slow Adaptation mainly a critical hurdle within the organisation, which comes from consensus governance, which can delay responses to fast-moving retail challenges like online competition from Amazon. Financial strains are also present among the organisational operations, which have led to cuts in jobs and bonuses while undermining the cultural promise to have shaped prosperity (Butler, 2025). Centralised trend is another critical hurdle where recent restructuring has concentrated the power in the executive team, which created concerns that cultural values of inclusivity might get compromised for efficiency.
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Figure: Organisational cultural Chart
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[bookmark: _Toc233132351]Understanding the organisational culture of John Lewis 
Organisational culture reflects the shared beliefs, values, assumptions and behaviour that determine the way employees will work and interact with each other within the organisation. The culture has a potential impact on the employee attitudes, standard of customer service, and effectiveness of communication among employees, which helps in determining organisational performance. The ethical consideration of John Lewis is strongly based on the values of employee ownership, and is aimed at providing satisfaction to its customer and that help is ensuring effective business practice. Partnership structure has helped the company in developing a unique cultural base, which has delivered uniqueness and provided a competitive edge.
[bookmark: _Toc233132352]Schein’s Model
Edgar Schein is considered one of the first researchers to discover psychological safety at the workplace (Geraghty T. , Edgar Schein’s Three Layers of Organisational Culture, 2023). Three levels of the organisational culture have been developed through this particular framework. The layer artefacts have evaluated overt, describable and visible aspects of the organisation. It incorporates things such as office design, logos and branding, dress code, policies and tools. Espoused values describe present aspirations in terms of the organisation that integrates mission goals and value statements. Underlying assumptions help in articulating the unspoken target of a company.
Artefacts
The artefacts of this particular company incorporate an open communication system, a partnership-based model, customer service and involvement of employees in the decision-making procedure. The customer service of the company is aimed at providing quick answers to the queries and is aimed at solving problems that have been confronted by the customers in terms of refunds and returns of products. The employee ownership model has also facilitated involvement of employees in the decision-making process and is based on the principle of shared benefits and responsibilities (Robinson, 2024).
Espoused values 
Officially promoted principles have been reflected through this particular level and has identified the presence of fairness, integrity, and customer satisfaction in organisational culture. The employee ownership model has increased accountability of the employees and has facilitate their participation is serious decision-making process for the achievement of organisational goals.
Underlying assumptions
Underlying assumptions have showcased the deep-rooted culture and beliefs of the organisation. Considering employees as part of the organisation has helped in developing a more productive and committed workforce. The uniformity of the company has helped in forming a cohesive organisational culture and has strengthened employee relationships.
[bookmark: _Toc233132353]Hofstede’s Cultural Dimensions Analysis
Implications of this particular model have helped in understanding the way cultural values shape organisational behaviour. Through six dimensions such as power distance, long-term orientation, uncertainty avoidance, and masculinity and femininity, indulgence and restaurants and long-term orientation, the theories have identified the core cultural tendency of an organisation (Nickerson, 2025). The power distance of the company is relatively low due to an employee-owned culture. However, the organisation managed to have a higher level of collectivist aspects and has adopted collaboration with employees for fulfilling organisational goals. The structures the retail process of the organisation has also supported quality control and seamless organisational operations. Long-term orientation of the company is also aimed at customer satisfaction, sustainable growth and employee wellness.
[bookmark: _Toc233132354]Handy’s Cultural Types 
According to this particular theory, there are four types of organisations such as power, task culture, role culture and person culture (Veigas, 2026). Clear job roles, expectation of performance, and organisational performance have supported the role culture of the organisation. The task culture of the company has reflected its group activities in solving the problems, and the approach of John Lewis has encouraged cross-functional collaboration. The person culture of the organisation has been reflected through considering employees as partners of the organisation. However, it has been found that task culture is more prominent in organisational culture, which has supported involvement of employees to increase organisational effectiveness.
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Digital Revolution and Customer Behaviour Changes
Innovation as a Customer-Focused Activity
The use of employee-based organisational culture enables John Lewis to anticipate changes in customer experience due to digital development and changing customer expectations. John Lewis encourages its employees to contribute ideas that will help improve customer satisfaction and operational performance. According to Schein's Organisational Culture Constructs, these common values and beliefs create a sense of responsibility and a commitment to continual growth through collaboration between Partners. Through the effective use of these cultural traits, John Lewis has successfully combined physical retail locations with digital platforms. Rather than seeing digitalisation as simply an investment in technology, John Lewis incorporates innovation as a part of its cultural values (Flaig, 2024). It can be seen in their services such as click and collect, customising online shopping and better customer experience. 
Employee Engagement in Organisational Change
The employee owners are committed to the success of the company on both an emotional and financial basis (Brower, 2024). Employees embraced the company's ownership culture and flexibility. As an example, it was easier for employees to respond to changing customer preferences and changes in technology. Also, employees will be encouraged to identify problems with operations and suggest changes through participative decision-making to reduce the resistance of employees to change. Consequently, John Lewis has an increased ability to adapt to an increasingly competitive and digital retail environment.
Managing Economic Pressure & Competition with Culture
Partnership and Resilient Culture
There are many pressures being put on the retail sector in the UK, including inflation, increasing operating costs and competition from Internet retailers (Gleeson, 2025). The company utilises its cooperative workplace culture as a mechanism for accomplishing this, to increase resilience to these external pressures. All employees from different departments follow the creation of teams to establish a cooperative cross-functional workspace to represent an example of Handy's 'Task Culture. Therefore, this type of teamwork enables faster decision-making regarding pricing strategies, inventory management and improvements to customer service.  It allows the business to respond to changes in the marketplace much more effectively.
Continuous Learning and Preparation for Transformation
Investment in employees is important to John Lewis, as it recognises the value of a learning-based approach in the fast-moving market environments (Horowitz, 2025). Continuous learning increases the digital literacy, customer service skills and ability to solve problems of all employees by providing them with the knowledge. It can also provide necessary skills for adapting to new technologies and changing operational processes. A learning-oriented culture encourages organisations' agility. Therefore, John Lewis is able to provide high-quality service throughout its retail operations while being able to respond effectively to new challenges posed by their competitors. 
Socially Responsible and Sustainable Integration into the Organisation's Culture
Culture of Environmental Adaptation and Support
Environmental sustainability has become an increasingly important external influence on retail businesses (Herlein, 2025). John Lewis seeks to integrate sustainability into the culture of their business by promoting ethical supply chain management, waste reduction, carbon emission reduction and responsible sourcing practices. It will influence the regular actions of their employees by creating a corporate responsibility culture and encouraging environmentally conscious decision-making.
Developing Stakeholder Relationships
John Lewis' culture promotes flexibility to provide open lines of communication with customers, suppliers, communities and employees. The organisation's emphasis on equity, trust and shared accountability is consistent with the principles of stakeholder theory. It provides employees with opportunities to participate in the communication between the front-line employee and management (Webster, 2025).  They contribute valuable information regarding their customers to assist the organisation in making strategic decisions. These collaborative relationships allow John Lewis to identify new trends and adapt their organisational strategy to address changing external market conditions while preserving customer loyalty and brand identity.
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Positive and negative effects of Organisational culture 
Collaborative Decision Making and Ownership by Employees
The John Lewis organisational culture primarily acts as an enabling force for appropriate organisational functioning.  It is Schein's model of organisational culture that outlines that the behaviour of employees and the success of organisations are largely determined by shared assumptions and shared values. As a result, the John Lewis Partnership actively encourages the participation of all of its partners in decision-making processes. It helps to improve service standards and increase partner allegiance to the goals of the organisation (Ferrazzi, 2024). As a result of the participative culture at John Lewis, enhanced communications between partners and management have enabled faster resolution of problems in the organisation's operations.
[bookmark: _y62dp8aa3x74]Organisational Culture as a Barrier
[bookmark: _fug2fs5kdhlh]Organisational culture can bring some obstacles to efficiency in an organisation. Consensus-dominated decision-making focuses on employee engagement, which can slow the timely execution of strategic decisions. This type of decision-making can delay the timely execution of cost reduction strategies, technology investments and restructuring initiatives. The strong commitment to employee health and safety can sometimes conflict with the business interest. It can lead to difficulty in management's ability to make decisions in a timely manner. Therefore, organisations that rely heavily on consensus-dominated governance may hinder their ability to adapt to competition in the UK retail sector.
Justified Assessment
Organisational Culture as the key Enabler 
The organisational culture at John Lewis predominantly acts as an enabler of effective organisational functioning. It provides long-term benefits of workplace participation, trust, creativity and a focus on providing quality products and services for customers. The Partnership model produces positive organisational resilience through fostering collaboration, continual learning and stakeholder engagement. All of these support longer-term organisational success and sustainable competitive advantage through improved employee participation. It also maintains operational effectiveness and the organisation's ability to respond to and adapt to changes in the external environment, despite having some structural limitations.
[bookmark: _Toc233132357]Evaluating The Role of Organisational Culture on Performance, And Making Theoretical Recommendations
Organisational Culture's Effect on Performance
Customer Satisfaction and Employee Engagement 
Organisational culture has provided a strong cultural focus for John Lewis.  John Lewis developed a commitment and support for other employees by sharing values and beliefs. It created a culture of employee participation in decision-making at all levels, which has created a sense of ownership and increased engagement. It has brought overall job satisfaction for employees in a better working environment (Gleeson, 2025). Engaged employees are more likely to provide outstanding customer service, which translates to higher customer loyalty and enhances the company's brand reputation as a reliable and high-quality company.
Encouraging Innovation and Organisational Flexibility
[bookmark: OLE_LINK1]Fostering organisational innovation is a part of the collaborative culture created through a focus on teamwork, continual learning, and development. Cross-functional teamwork exemplifies Handy's Task Culture and allows staff to be innovative in finding solutions to operational problems and changing market conditions. Many of the cultural characteristics are present in the development of John Lewis' omnichannel retail and the digital transformation efforts of the organisation. The commitment to stakeholder relationships and ethics supports consumer trust in and brand loyalty to the company and contributes to the long-term sustainability of the organisation. Nonetheless, the emphasis on consensus and communication in the culture can delay strategic decision-making in some cases. It can take place, particularly when there is a need for rapid organisational restructuring or responses to economic uncertainty. Therefore, some aspects of the culture may inhibit its ability to adapt to an increasingly competitive retail environment.
Evidence-Based and Theories Integrated Recommendations
Enhancing an Organisation's Culture through Kotter's Change Model
John Lewis may develop a greater ability to adapt by implementing strategies from Kotter's Eight-Step Change Model (Zomorodi et al., 2024) Management should focus on continuing to engage with employees to develop a greater sense of urgency regarding digital innovation and changing customer expectations during the transition. Improved communication, involvement of employees and recognition of early success will increase the rate of transformation and lessen the degree of resistance to future change. The overall result of this strategy will be to enhance John Lewis' ability to respond to the demands of the external environment while maintaining a strong collaborative culture.
Developing a Learning-Oriented Culture at John Lewis
According to Senge's theory of Learning Organisations, John Lewis should focus on enhancing cross-functional sharing of knowledge to promote employee development (Springmier et al., 2024).  Providing employees with opportunities to continue their education will develop employees' capacity to solve problems and improve the agility of the organisation. Organisations can respond strategically without compromising their Partnership model.  This change may increase an organisation's ability to respond strategically through more effective data-driven decision-making and the use of participatory governance. The enhancement of the culture based on employees can improve operational efficiency and contribute to long-term benefits to the organisation.



[bookmark: _Toc233132358]Conclusion
This report has examined the relationship between organisational culture and its influence on the decision-making process at John Lewis. Various theoretical frameworks were used to analyse how John Lewis has developed a uniquely employee-owned Partnership model. The report has also investigated how John Lewis adapts its culture in response to external influences, such as technology, fluctuating economic conditions and increased sustainability initiatives. The study identified that the Partnership's culture of participation and collaboration can create favourable conditions for innovation and stakeholder relationship development. It has been found that John Lewis' organisational culture primarily contributes to the continued success and effectiveness of the organisation. Finally, a theoretical recommendation for improving agility, creativity and long-term competitiveness has been suggested. 
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