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Executive Summary

The report is showing how the John Lewis & Partners is delivering on its own values by applying Mayo’s theory and how can the situation within the company can be improved by using Herzberg, with a brief understanding of the importance of personal values at the workplace. 




















Table of Contents

1.	Introduction	3
2.	Findings	4
3.	Conclusions	7
4.	References	7




















1. [bookmark: _Toc89982891]Introduction
John Lewis & Partners is an UK-based retailer that offer a multitude of products for various departments such as Home, Clothing and Beauty, as well as services such as financial and the retailer is mostly used by other known brands to sell their own product within the store (Crunchbase, 2021). The company operated in more than 40 countries and the number of employees is over 100,000.  However, the employees are considered ‘partners’ following the fact that each employee owns share within the company, making John Lewis & Partnership to be an employee-owned business (John Lewis, 2021). In addition to this, the partnership prides itself with 5 values (John Lewis, 2021). The ‘Do Right’ value is referring to the company’s integrity and judgement. The ‘All or Nothing’ value means that the company is fully dedicated to the services and products that it is offering. The ‘Give More than You Take’ value represents the company’s extra actions so that the company’s customer can have extra benefits. ‘Be Yourself, Always’ value is representative for the company’s originality and the fact that the company is proud of what it is. Lastly, the ‘We not Me’ value means that teamwork is one of the most important aspect of the company. 
This report is meant to show how John Lewis can improve. The report will start by applying the Mayo’s theory to John Lewis to show the importance of having engaged employees and to see if, by having engaged employees, John Lewis is able to deliver products and services that are representative for the company’s values. Moving forward, after the importance of having motivated employees will be determined by implementing Mayo’s theory using the RED model, Herzberg theory will be applied to show how John Lewis can increase the employee’s engagement and motivation to achieve major goals. 
Finally, after the discussion around the implementation of Mayo’s and Herzberg, the individual values will be examined to see if they are matching the John Lewis & Partners’ values. This is important to check because based on 15five’s engagement trends (2021), it looks like the employees who do not share the same core values as their employers are more likely to suffer from mental illnesses and burnout, and they are constantly searching for other job opportunities. From this, it can be deducted that sharing the same values as the company that they are working for you can have multiple benefits for the employees, including their wellbeing and happiness, as well as stability. On the other side, sharing the same values with the employees is beneficial for the companies as well as they will have a higher productivity, low rate of absenteeism and sickness and a stable environment (Emplify, 2021).


2. [bookmark: _Toc89982892]Findings
John Lewis & Partners is a company that has a deep care for its own employees, or ‘partners’ as the company likes to refer to them, and this can be deducted from the fact that the company is employee-owned and from the organisation’ values, which include the importance of teamwork and the importance of individual personality. For this reason, the two theories that will be implemented on the company are engagement and motivation theories, Mayo’s theory will be analysed to check if the employee’s engagement has benefits over the company, its identity and in the way the company conducts itself through its values, while Herzberg will look at how to improve the engagement and motivation to create additional benefits for both employees and organisation. 
Elton Mayo’s theory is based on the Hawthorne studies where he was able to make deductions based on human behaviour in front of different factors (Lumen, 2021). The deductions that Mayo made were revolutionary for the rest of the classical theories, as most of them perceived the employee as a machine, while Mayo was the first to acknowledge that an employee is more engaged when the employer is paying attention to its needs and when its efforts are recognised and appreciated (Robinson, 2021).  While Korajczyk argued in 1961 that Mayo redefined the way the employers are looking at their employees, there are critics, such as Carey, who argued in 1967 the fact that the studies were not objective and that the employees were only given the idea that they are cared for, making the studies to be unreliable. 
Elton Mayo’s theory will be applied to John Lewis & Partners by using the Red thinking model, which refers to one’s ability to assess all the information given in three categories: Recognise Assumptions, Evaluate Arguments and Draw Conclusions and it is used as a framework to be able to clearly determine is the initial assumption is valid, using all the arguments available (Pearson Education, 2013). 
The Red model starts by recognising the assumption, and in this case, the assumption is that by following Mayo’s theory, John Lewis & Partners will be able to increase the engagement and the motivation of its employees, and it will be more likely for the company to deliver its products and service according to its values. 
The second part of the Red model implied the examination of the arguments, both in favour and in contradiction to the assumption. John Lewis & Partners became an employee-owned retailer mainly because the brand wanted to be different in front of its competitors, and because the company wanted to be seen as transparent and with integrity (O’Higgins, 2018), and by applying the Mayo’’s theory, the company offered each employee shares, making the staff to be, at the same time, the owner of the company. However, even if the company wanted to ‘do right’ and respect their first value by giving each employee a seat at the table, some specialists think that the fact that the company wanted to ‘do right’ is not enough reason to back the decision to be a employee-owned company, and there are other real reason behind it. Green (2019) argues that John Lewis Partners’ decision to become employee-owned has nothing to do to employee engagement, but more with being a private company with private company privileges without being actually listed as one, which allows the company to have more liberty in money spending and decision making. Wood (2012) has the same opinion in regard to John Lewis & Partners’ decision to be employee-owned, arguing that this form of business allows the company to keep all the revenue inside and share it between employees as a form of annual bonus. And while in some employees’ this is a great opportunity to earn extra, other employees are debating the fact that managers and CEO receive a bigger bonus (McCulloch, 2021), which creates conflict at the workplace and can be a demotivator factor. The ‘All or Nothing’ value of the company is impacted by Mayo’s theory by having employees that will be 100% for the company and will find solutions to the existent problems. Here, it is without doubt that John Lewis and Partners’ was once one of the most loved high street retailer in the United Kingdom, but lately the consumers are starting to lose interest in the company, despite its constant efforts to come with new products or services on the market (Mance, 2021). At the same time, the company’s struggle can be seen in every decision, and it is clear that the company is constantly losing customers in front of the company’s competitors, and this is the reason why they launched a price-match campaign, to attract more customers (Clark, 2020). The ‘Give More Thank You Take’ value is mostly represented by the company’s initiative to be sustainable and be part of creating a sustainable environment. The partnership recently launched an one million pound initiative to overcome any sustainable challenges present in the retailer’s business (Goncalves, 2021). The new agreement comes with three commitments. The first one is that the company to produce zero carbon emissions my 2035, the second is to reduce the waste food by 50% by 2030 and the third commitment is to stop using fossil fuel by 2030 (Fish, 2021). Since it is an employee-owned company, by implementing Mayo’s theory, the engaged employees will be able to use the money from the initiative to be able to achieve all three goals. ‘Be Yourself, Always’ is representative for the company that followed this business model since the beginning and the company managed to overcome every challenge and still continue to be the biggest employee-owned company in the country (Cathcart, 2009). Lastly, the ‘We, not Me’ value can be recognised in every aspect of how the business is ran, and it is the most representative value for the Mayo’s theory. By referring to the employees as partners, the company highlights the fact that there is no seniority, and everyone is working as a team (Democratic Audit UK, 2013). The employees are also saying that the environment is really firednyl and that they feel like they are working as partners (Bright Network, 2021). However, at the time of this report, the news are not favourable to the representation of this value, as the conflict within the company is constantly rising due to bigger bonuses given to the managers (Withers, 2021), who makes the rest of the partners feel like the equality at the workplace is not real, and the fact that, despite having annual bonusses, the company fired 1000 partners (Ford Rojas, 2021), which created an unstable feeling for every partner and conflicts. 
The final requirement of the Red model is to draw conclusions. All the arguments presented showed that Mayo’s theory can be very successful and useful to the John Lewis & Partners, but, as the theory was criticised that the employee engagement can be only an illusion, in the same way the arguments highlighted the fact that the workplace environment is not as friendly as it is presented, and there are currently multiple conflicts between partners that do not make them feel motivated or engaged with the company, especially after more than 1000 partners were let go. 
So, while the Mayo’s theory is beneficial for the company, the partnership must find ways to keep its employees engaged, motivated and happy, and here is where the Herzberg theory comes in help.  
The Herzberg theory is also known as the Two-Way Factors theory and is represented by the motivation factors, who are usually the ones that makes every employee to work harder and that are coming from the actual job, and the hygiene factors, which are not present at the actual job but they are external factors that, if they are missing, can cause an employee to not work too hard or to be too engaged with the company (Expert Management Program, 2021). 
In the John Lewis and Partner case, the Herzberg theory can be easily applied in the following areas: salary, administrative policies and working conditions (Syptak et al., 1999). While Mayo’s theory consider that the salary is not a motivator, in John Lewis & Partners’ case, the wages are very important because the company it is employee-based and needs to treat every partner equal, and the income is, at the moment, a source of conflict and by applying Herzberg theory to the case, a clear income system can be implemented where the income will be a motivator factor for everyone. By implement Herzberg theory to administrative policies, the company will become fair to the employees, and will keep them in the loop at every decision and that will motivate them even more. Lastly, the working conditions are important as the employees need to have all the necessary to be comfortable at the workplace. 
The last topic that this report will cover is represented by the individual values that are beneficial for the company and for the person who has these values. As presented at the beginning of the report, there are multiple benefits for having related values, for both employee and employer. In this situation, however, after following Barret’s model who is useful to examine each value in a significant way (Barret, 2006), it was discovered that the individual values are not totally found within the John Lewis and Partners’ values. The individual values are represented by comfort, independence and family, meaning that the individual prefers the comfort over any challenge, prefers to work individually and not within a team and the family is one of the most important things. In opposition to the John Lewis and Partners’ values, who are fixed on the idea of teamwork, the individual will not be able to properly adapt in such an environment. 
3. [bookmark: _Toc89982893]Conclusions
The report showed that John Lewis and Partners is praising the teamwork and has a huge interest over the employees’ wellbeing and is making constant effort to include them in every part of the business and to make them feel values as partners. The idea behind the report was to show how a classical theory can be applied to a nowadays example, and if it can be improved by a modern theory. In this scenario, the classical theory applied to John Lewis and Partners was Mayo’s theory, which considers that the employees’ engagement and motivation is beneficial for both the company and employees and that these factors are not dependant on the salary. On the same idea, Herzberg theory can be applied to determine how can the employees be more engaged and motivated. 
By using the Red model when applying Mayo’s theories, it could be seen a parallel between the values that John Lewis and Partners want to promote and what they are actually promoting, the analysis showing that the conflict within the company is related to the earnings, even though the employee engagement is beneficial in general, especially in the future sustainability goals. Herzberg, on the other side, showed that the conflicts need to be addressed and solved for the employees to be able to be engaged and motivated. 
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