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There are many theorists, all with their own answers about how best to manage a business. This paper will study the organisational functions of the John Lewis Partnership, how they manage them and the effects they have on their employees, management and business. 

To manage is to forecast and plan, to organise, to command, to coordinate and to control” (Fayol, 2005)


John Lewis Partnership is a private sector organisation, founded in 1864. In 1929 it took on its current format when John Spedan Lewis took the bold move to sign over his own personal ownership of the company. He made all his employees partners in the business giving them a yearly bonus as well as a say in the way the company was run. As with any private sector company, their aim is to make a profit, through the partners achieving their set objectives and sales. (John Lewis Partnership, 2017)

Organisational functions are the frameworks that a business needs, that allows it to meet its own objectives. This includes the day-to-day processes they need to follow so each department or the business as a whole can reach their goals. (Mullins, 2016) Within John Lewis Partnership structures, this would include their operations, human resources and finance departments. These functions and structures help them plan, coordinate and control the services and products that they provide.
There are four main approaches to organisation structure and management. They are the classical approach, which focuses on the hierarchy of management and the purpose, formal structure and principles of the organisation. This approach includes Taylors scientific theories and Fayols administration theories. The Human relations approach, studies the social factors that can affect a business as well as the behaviour of the people who work within it, this approach includes Mayo’s Behavioural Theory. The Systems approach consolidates both the classical and human relations approaches. This approach studies the significance of interaction between people and technology in business. It was developed by Ludwig Von Bertalanffy. The contingency approach describes how structure is dependent on certain circumstances or the environment around and states that there is no one single form of organisational designs. (Mullins, 2016) 

Frederick Winslow Taylor used his own experience as a shop floor worker and manager to study workers and their motivation. Taylor said that employees worked in fear of their jobs, if they worked too hard they could be made redundant, and so only give minimal effort.(Cole , 2005). Taylor broke down each job, big and small, he studied them both specifically and scientifically, and then he organised each job by selecting and training the workers he felt were best for each position. Finally, he studied and timed the employees and used the results to design what he believed to be the most efficient method for doing each task. This method worked well at increasing the company’s productivity and profits, however, it did put limits on the workers, by supressing their individuality and preventing them from being able to progress within the business. (Mullins, 2016) (Cole , 2005) (content team, , nov 2017)
Henri Fayol’s administration approach, also a classical theory, differs from Taylors. He believed you must study from the Hierarchy down to the workers. Taylor is known for inventing the term Management, he realised that management could be distinguished as a separate activity, which had its own set of objectives. (Buchanan & Huczynski, 2004). Fayol created a list of principles for managers to use; these still form a base for management today. They are; ‘Forecasting’, future issues in a business. ‘Planning’, to meet business demands, organising, giving different jobs to different departments. ‘Commanding’ provide motivation; ‘co-ordinate’, bring together the activities in order for them to reach each department’s goal. ‘Controlling’, monitor the progress of the activity. (Linstead, Fulop, & Lilley, 2004) (Mullins, 2016). Both Fayol and Taylor believed that there was only one organisational structure and that it benefited all businesses. Critics of these theories say that too much importance is placed on the formal structure and it overlooks the influence of communication and decision making.” (Mullins, 2016)  There is also no real interaction between people and it has a, “Militaristic approach which stresses discipline, command and order.” (March & Simon, 1993). Although, this classical theory seems outdated, it can still be seen today in some factory settings. (Cole , 2005)

When looking at the structure and organisation of John Lewis the traits of the Classic approach can be seen. The stores are divided into departments and each employee within them is given responsibilities to achieve, there is also a hierarchy in place to enforce control. If they were only following the classical theory, then they would be unable to instigate promotion within the company. 
George Elton Mayo, headed a team studying employees from the Hawthorn plant, in the United States between 1927-1932, known as the Hawthorne experiment. It studied two groups of workers and their efficiency and productivity and recorded the effects. After studying the conditions, they worked in he made changes to only one team, by improving their lighting. Next, he changed the, humidity, temperature, working hours and breaks and found productivity increased. (Buchanan & Huczynski, 2004). To complete this experiment, they again reduced the lighting, his team recorded little to no effect on workers’ productivity levels. Mayo concluded it was not the physical conditions that effected the workers but that someone showed concern about them and also discussed changes with them”. (Hindle, 2008). Mayo’s theory was first to be interested in the social aspect of industry, he stated workers functioned better in groups and were not motivated by money. Criticisms of his experiments are that the studies are really only applicable to everyday working life. (Enock & Beynon, 2006, 2017) The way in which Mayo’s team conducted the experiments, its methods, theory, and ethics failed to look deeply at the social aspect of the workers. It did not study their attitudes to the job and the management in charge. This meant the results were bias and not relevant to others. (Muldoon, 2017)      

Employees’ in John Lewis are given a voice in the Partnership Council, even the Chairman must put his ideas to this council, before any decisions regarding the company can be implemented. John Spedan Lewis believed that every partner had a constitutional right to be informed about their business and how it is doing, he said they should share the power and know that management will be held to account. (Lewis, 1957). Partners are listened to and asked for their opinions; this follows Mayo’s Human relations approach.
A modern approach to the Management structures is the Systems approach; this brings together the classical and human resources theories. In 1951, Ludwig Von Bertalanffy first used the term, systems theory; he brought together ideas from, philosophy of science, physics, biology and engineering to form the principles of the systems approach. (Mitchell, 2015) Bertalanffy said that business was a system that held many sub-systems within it, like that of a tree and all its branches. The sub-system can influence one or more of its parts, so management must view the business in its whole entity as well as each individual section. This approach also shows concern with the interaction between the workers, their equipment and technology used. The Contingency theory agrees with parts of the Systems approach, saying that there are many ways to structure an organisation; they describe how the size, technology, performance and environmental influences of the business determine how it should correctly be structured. (Mullins, 2016). It recognises many types of structures in different departments within a business and says management, could adjust this structure to better suit the situation or business climate. Criticisms of this approach say that management may be unable to identify the type of situation they are in and be unable to effect change. It also shows no consideration of stress levels, working conditions, or if a manager has the ability to change their leadership styles in order to suit employees or departmental changes. (Buchanan & Huczynski, 2004). It is possible to identify these approaches within the partnership through its many departments and their belief in the importance of each area working together. It is important to note that if these structures fail it can cause conflict. 

John Lewis’s organisational structure is unique and differs to others within this business, for example Debenhams, which is managed by a board and financed by shareholders. John Spedan Lewis himself talked about how he wished for his employees to “feel passionate, to care, to have a say,” (Lewis, 1957) but he also spoke about the importance of a Hierarchy, to insure the business succeeded. In 1957 during an interview with the BBC he stated, “There must be inequalities of ability, energy and scope and there must be correspondingly inequality in the sharing of gain and of knowledge and of power, but this inequality should be the least possible. It need not be nearly so great as in the modern business-world it is.” (Lewis, 1957). John Sedan Lewis defined the business through seven principles that are still used today; "Purpose, Power, Profit, Members, Customers, Business Relationships and The Community." (our principles, 2017). 

The perception and communication within an organisation is fundamental in the prevention of conflict. Perception is closely linked to our senses and how we see or interpret a situation, this can differ from person to person. It is easy to pre-judge people by first impressions, previous experience or even things we have heard; this is known as Attribution Therapy. (Mullins, 2016) Communication is an essential part of an organizational structure, poor communication between Management and its employees can cause conflict, especially during times of change. (Buchanan & Huczynski, 2004). One of the goals of the John Lewis Partnership council is the prevention of conflicts; they achieve this by allowing their managers the “freedom to manage”, (constitution, unknown)and train them to do this with the best interests of the partners always in mind. In 1926, the Partnership first published its constitution. This document detailed Spedan’s ideas and explained what power the Partnership council had. It has been updated over the years to include issues agreed by the council, including Sunday trading, store closures and pension scheme changes.’ (constitution, unknown)

Conflicts within a company or industry can be damaging and if left unmanaged can lead to work related stress and absence. The perception and causes of conflict within a business can be very different. It is often felt that inadequate training has been given, poor issuing of resources and feelings of being treated unfairly. (Mullins, 2016).  These can affect working relationships and performance will suffer if not sorted. ( Afzalur Rahim, 2001)  Alan Fox made four distinctions in relation to conflicts in the work place, the Unitarist; a positive view of the business sees a happy contented and committed work force working peacefully. The Pluralist; says conflicts can occur within individual groups because they would all have their own interests and views. The Interactionist; states conflict in the work place is positive as it allows workers to grow and increases their motivation. The Radical; say that within the capitalist economy it is inevitable that conflict will happen. A company will exploit the workers in order to make a profit and shows no real care for its employees. (Buchanan & Huczynski, 2004). Conflict leads to stress and stress leads to absence, all managers in the John Lewis partnership must undergo conflict and stress awareness training to be able to both detect and help treat conflicts before they grow. The Partnership stated in a ‘Health and Safety Executive’ article, that through its conflict and stress training they are aiming to prevent any work-related issues where possible and aim to lower the level of absence due to stress, anxiety and depression. The same article stated that, "John Lewis's staff absence levels are half of the average in the retail sector. Staff turnover is lower when employees feel they can influence the way their organisation works, and productivity can be up to 19% higher in organisations where staff feel they have a stake in success." (Health and safety Executive, 2010). John Spedan said that “conflict between management and workers was natural and that democratic processes would provide a forum for conflicts to be resolve and trade unions should exist”  (John Lewis Partnership, 2017) However, it is important to note that at this current time the company, fail to recognise and deal with trade unions (Medhurst, 2012). 

Motivation in the work place is essential for the contentment of all staff. Cole wrote that the meaning of motivation was, “the processes, both instinctive and rational” “that satisfy the basic drives, perceived needs and personal goals, which trigger human behaviour.” (Cole , 2005) It was Mayo’s Hawthorne experiment that first looked at employees as real people and looked closely at what motivated them. He said that employees must feel like they belong, have a status within a group, and feel that the management are listening to them. (Cole , 2005). In 1943 Abraham Maslow’s theory of Human Motivation, Maslow’s pyramid, was published. Maslow believed at the base of the pyramid was our basic or Physiological needs; this is our need to eat, to drink and to sleep. Safety needs, or the need to feel secure and safe from threats. Love needs, are our need for acceptance and the relationship we have with others in the group. Esteem needs, are the needs for recognition and respect. At the top of the pyramid is Self- actualisation needs, to feel fulfilment, to reach full potential. (Mullins, 2016). Maslow said that the higher levels of the pyramid held more importance if people were to progress, his theory is used widely in businesses today. Maslow also said that not everyone could become self- actualised and spoke of the importance of identifying it early, in order for social and educational advice to develop it. This theory has its critics, that believe it places too much emphasis on the progression of very few and leaves many at the base of the pyramid in positions that need less motivation (Linstead, Fulop, & Lilley, 2004) (Cole , 2005). Critics also say that the importance of the levels of the pyramid may be viewed differently, for example, self-esteem could be of lesser value than love. (Mullins, 2016). John Lewis have a continuing training plan for all partners and always look to promote from within, this even includes its management. The current managing Director has worked for the partnership for 14 years. (Wood, 2012). John Lewis constitution sets out their missions, which include maximizing the happiness of all employees, the partners are the main beneficiaries of the business so it is in their best interest to work hard. (Wood, 2012).

John Lewis Partnership offers incentives for all its employees. As well as the yearly bonus, they offer; free Podiatry, physiotherapy, therapy sessions, cheap theatre, cinema, and attraction tickets, holiday homes and a small fleet of boats. One of their biggest incentives is for partners who reach 25-year service, and are then given six-months full paid leave. The company believes that this is the reason they have one of the lowest absentee rates and employee turn around in the country. 

The Partnership believe that their strengths are their strategy of, Partners, Customers and profit. They are a democracy, who put the happiness of the partners first. They create a guaranteed job for life and encourage their staff to show enterprise and offer training schemes for development. (Unum.co,uk, 2014) Recent criticisms of the Partnership talk of trouble in the ranks. Cleaning staff for instance took strike action last year for the first in the company’s history, demanding acknowledgement as partners and improved pay. (Pattison, Ian;, 2012)   (Alex Wood, 2012)  
[bookmark: _GoBack]
In conclusion, the John Lewis Partnerships Organisational structure contains aspects of many theories and its structure is unlike most of its competitors. As a company, they aim to deal with conflicts when they happen, and the Partnership council allows all employees to deal with all business matters in a democratic manner.   
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