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Introduction: 
This report aims to analyse the organisational function of John Lewis Partnership. This report will cover a variety of different areas in relation to organisational function including organisational context, approaches to organisation and management, work and satisfaction and finally perception and communication.

John Lewis partnership is an organisation which consists of two brands, John Lewis & Partners and Waitrose & Partners. Between the two brands the organisation is the leading employee owned organisation in the UK. John Lewis Partnership has a total of 81,500 partners combined with its 50 John Lewis stores which supplies a wide range of products from clothes, technology and more. Whereas there are a total of 344 Waitrose stores which focuses in the market of grocery products.  (John Lewis Partnership, 2019)

Organisational context:
The basic description of organisational behaviour according to Mullins and Mclean is described as “The study of human behaviour. It involves the understanding, prediction and control of behaviour of people within an organisational setting.” (Mullins & Mclean, 2019, p. 4) This description highlights the importance of businesses studying its organisational behaviour so it can lead to the success of organisations such as John Lewis Partnership. For example, in order to have a successful business, John Lewis Partnership will need to have a dense understanding on the different attitudes of its workers and how that has an impact on the performance of the business. 

A method to how John Lewis Partnership could approach the study of organisational behaviour is to have to have efficient performance of its workers is to consider Hellriegel’s analysis of the organisational iceberg. The organisational iceberg is made up of two aspects, overt which is the features of an organisation you can see such as the use of technology and covert which are the features such as conflict which is a problem an organisation cannot see.
 John Lewis Partnership should work to ensure that it has procedures in place to mitigate against the problems caused by covert, for example, John Lewis should produce targets for its employees to meet to safeguard business performance so managers can ensure that its workers are equipped with the correct competencies and skills. If workers are lacking skills they need to complete their roles then John Lewis Partnership could have a plan to retrain staff to ensure their work meets the criteria of targets set.
John Lewis Partnership has a structure within its organisational structure which ensures that its workers are rewarded through being partners of the business. This means they earn a percentage of the rewards of the business such as its profits. This shows that John Lewis Partnership uses overt in its consideration of organisational structure as its structure is having employees as partners means they are motivating their workers so they will have more rewards for the harder they work. (Hellriegel, Slocum, & Woodman, 1998, p. 6) 

While studying organisational behaviour, organisations alike John Lewis Partnership could relate their organisational structure to a metaphor which could then describe how organisations are viewed and how this could impact the behaviour of employees. For example, according to Morgan’s 8 metaphors that could describe an organisation, John Lewis Partnership could metaphorically be viewed as an organism. this is so because John Lewis Partnership has a chain of two branches, John Lewis and Waitrose which then expands into more categories with Waitrose having staff who are trained with groceries while John Lewis have staff trained in a wide range of products from clothing, technology, homeware, children’s toys and more. John Lewis partnership can therefore be seen as an organisation which similar to an organism constantly grows where it opens new stores, hiring new staff and overall growing the business.  
In contrast however, John Lewis Partnership could not be seen as a change fluxe as the organisation has one main priority which is to grow and improve business performance so a high number of percentage can be earned which will reward every aspect of the business including its partners who are its workers.  (Morgan, 2006, pp. 338, 339)

Approaches to organisation and management:

It is important for organisations such as John Lewis Partnership to understand its approaches to management and how the company manages its employees. A method to doing this is to scrutinise John Lewis Partnership employees according to classical management theorists who each have their own beliefs on the best management styles for managers to adopt with their organisation and employees to be able to have the best business performance. 

The first theorist that will be scrutinised is the work of Henri Fayol. Fayol had a theory that management should consist of five elements; to forecast and plan, organise, command, coordinate and control. Forecasting and planning is important as Fayol believed in having continuity to be flexible ahead for different scenarios that could affect business such as recession which could slow down trade meaning for John Lewis less products sold could put lower profits leading to its partners being unhappy and therefore could threaten to strike. To be organised as described by Fayol second point means that businesses should work to “building up its structure, material, and human, of the undertaking.” (Pugh, 2007, p. 99 ) This quote is extremely relatable to John Lewis as to become a huge departmental store business It has had to create a structure of management, have materials to sell in its different departments and also have human resources to run the business activity such as deal with sales, stock and more.
 Fayol’s third point of command which highlights the important of communicating with staff to ensure that everyone knows their roles and is working to the standard expected of them. John Lewis will have a chain of command meaning that the management will hand down information through the hierarchy to ensure effective communication. 
The fourth point of coordination links closely to command as Fayol believes in the importance to coordinate meaning having all business activities working together closely to reach the overall goal of the business quicker. For example, John Lewis segregates its teams into departments such as clothing, technology and more but they are working closely together to achieve the same goal for the business which is to achieve sales.
 Fayol’s final element is control which links to the his other four points as managers must ensure they have control of a business to smooth and efficient operation. This is why for John Lewis they have different departments that deal with the operations of the business such as human resources who deal with employees, financial which manages account, IT and marketing.
 Having these crucial sections of the business working together will ensure the business can properly forecast, command, coordinate and control. This theory is therefore in close liaison with John Lewis Partnership. (Pugh, 2007, pp. 98, 99, 100)

Another theorist Max Weber based around the 19th and early 20th century believed in bureaucracy. Weber believed that managers should run their business similar to a political leader, that leader should enforce rules and regulations for employees to adopt in the workplace to have high standards to not consider anything about a person’s personal life in the workplace. Weber believed in no social activity in the workplace which would mean that nobody can interact to work together sharing ideas and working towards the same goal alike. (Shafritz, 2015, pp. 78, 79, 80, )
Weber’s theory of bureaucracy is altogether contrast to John Lewis Partnership as according to the company’s values a significant word that is used frequency is “we”, this word shows inclusivity  which shows that John Lewis Partnership work together as a team and staff are not controlled to not work together, share ideas and be bound to strict regulations ruled by somebody’s official position within the company. Another reason why John Lewis Partnership is contrast to Weber’s theory is due to the value of the company of saying “We’re quirky, proud and at our best we are free to be ourselves.” This shows that the company is encouraging its staff to share its bold ideas. It also show that it is proud of its staff which brings in management adopting being personal towards its staff as its complimenting its team for the role they have in growing the business. (John Lewis Partnership, 2019)

Frederick Taylor is the third classical theorist, his theory surrounds scientific management. Scientific management is the belief of four fundamental points; standard method for company leadership, employees selected on their skills and abilities, planned work and wage increases to motivate workers. The idea of this theory is to have a system which ensures that the right people are employed for the job to ensure businesses to get maximum efficiency out of their staff and to motivate them to stay in the role performing their best work. Similarities can be found to the activity of John Lewis as they motivate their staff through letting them have bonuses on the ownership of the business which means they have their own goal to work as hard as they can to get the most share out of the company’s profits. The company also considers its staff on skills and abilities which then considers where best placed that person is in the business. (Terry, 2011)

Work and Motivation:
Abraham Maslow’s theory of human motivation consists of…  (Maslow, 2012)
 
Douglas McGregor is the inventor of the two contrasting theories, theory X and theory Y. Theory X is the principle that employees only work because they want to have security in their lives and therefore have no ambitions and also care to have no responsibility. This leads to the idea that as workers have no ambitions, they will need to be closely monitored in the work they do so tasks will get completed. This theory also believes in punishment when workers do not reach appropriate standards that is required. Theory X is not consistent with the way John Lewis partnership work with their employees, John Lewis encourages ambition through giving ownership to their employees, this could mean that by giving staff ownership they will be no need for them to be closely monitored as they will have determination to do well and there would be no need for punishment from managers as employees would suffer business failure as they would be personally affected by work not being up to standard.
  
Theory Y believes that employees do have ambition which means they want to work to achieve responsibility which means doing well in their work as they will feel a sense of reward. This means that theory Y believes workers will be self-motivated to complete tasks for a business with a small amount of monitoring needed. It is thought that theory Y is more relatable to John Lewis as it is proven that its workers are rewarded through ownership which also means the company are giving its workers their own motivation to do work as hard as they can to reap the rewards, this leads to there not being a high requirement for dense amount of monitoring by management. (Chartered Management Institute, 2015)

Perception and Communication: 
As described by business coach Donna Stone, perception is essential in business as it is how consumers will perceive it based on its internal and external factors. A practical example of this is if an organisation has no website then this could be seen as the owner not being serious about business and also unprofessional. This would be negative perception but consumers having regular updated products from a company would be a positive perception as the business is seen to be keeping up with the latest trends. If an issue arises internally within a business such as a manager arrested for a crime, then this could result in consumers avoiding the business because of the negative perception. (Stone, 2017)

Communication is how an organisation and its managers use effective communication internally and externally to achieve the best performance. For example, internally a business could build a positive team of staff who interact well sharing its ideas and working together to complete daily challenges, communication within the organisation in teamwork will also help prevent conflict which if leaked externally could be have a negative perception on the business. Examples of external communication could be brand building such as effective advertising which would cause positive perception as it encourages consumers to be interested in purchasing new products from a company.  (Leonard, 2019)

John Lewis Partnership is known famously for its Christmas adverts. In 2018, the company’s eight million pound advert featured Sir Elton John a famous musician who got the UK communicating about his music on the advert, this was John Lewis’s hope to increase sales over the Christmas period, this advert brought a positive perception for the organisation as it’s well known for its Christmas adverts which puts customers in the festive spirits to purchase new gifts. However, contrast to the advert, John Lewis had negative perception as staff annual bonuses decreased to its lowest point in 64 years. This news could decrease motivation within the business causing conflict as managers may not be properly communicating new targets to improve business performance to stop making a loss on profits.  (Wood, 2018)

Conclusion: 
This report sought to study the organisational function of John Lewis partnership and how the management at the organisation approaches these. It has been found that the study of organisational context involves how John Lewis partnership uses organisational behaviour to assess how its employees are best placed within the business with their different skill set, it also relates to a metaphor which could best relate to John Lewis which is as an organism as the business is grew and evolved into what it is today. 
Scrutinising the approaches to organisation and management involved comparing three classical theorist and relating them to John Lewis, It was found that Fayol’s theory closely reassembled John Lewis as all Fayol’s five points linked thoroughly to how John Lewis managements runs the business and its employees. 
 Considering work motivation and satisfaction involved analysing Maslow and McGregor’s theory on the needs of employees in relation to motivation and satisfaction, it was considered that employees at John Lewis need a basic physiological needs in order to contribute a positive impact to the business. It was also found that Theory Y resembled John Lewis closely as it involves letting employees become ambitious which is what the company has done giving ownership to its employees. 
Finally Perception and communication examined the importance of internal and external opinions will positively and negatively impact John Lewis. It was also found that communication is vital to create effective teamwork within an organisation and it also helps avoids conflict. 
To conclude, John Lewis Partnership take very similar steps to many theorist mentioned in this report. This have led to John Lewis having a national brand in the UK selling a wide variety of products and this success can be linked to how employees have contributed to grow the business. 
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