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[bookmark: _Toc233328040]Chapter 1: Introduction
[bookmark: _Toc233328041]1.1 Introduction
The modern business world is marked by ongoing uncertainty, dynamic improvement in technology, and growing competitive tension. In the quest to be sustainable, efficient and competitive, organisations must change rapidly. This has led to common organisational change programs like readjustment, cost reduction, digitalisation, human design, and realignment. Though the changes in such cases are usually well planned to help the organisations work better, they still have some side effects among the workers, especially in regard to their engagement, motivation, trust and job satisfaction.
The role of employees has become a key force in determining the success of the organisations, particularly service-based industries like retail, where the behaviour of the employees directly determines the customer experience and brand perception. The style of leadership is a key determinant in the way employees react towards organisational change. The existence of good leadership can help employees in the process of transition, decrease the resistance and stay at high levels of engagement, but poor leadership may bring about ambiguity, dissatisfaction, and low productivity.
The dissertation is centred on the connection between organisational change, leadership style, employee engagement, and business performance in the UK retail sector. This paper particularly focuses on a proven employee-owned company, John Lewis Partnership, which operates department and supermarket stores in the United Kingdom. The organisation is distinctive in its type of partnerships with employees being referred to as partners, who share both the responsibility and gains of the ownership. Engagement of the employees is of special concern in such a structure since the performance of an organisation directly relates to the motivation and involvement of the employees.
The research questions of the study are to know the role played by the leadership strategies in times of organisational change in terms of employee engagement and the portimacy of the likes of employee engagement in general business performance. It also analyses the question of whether leadership style can be a stabilising factor or a disruptive factor in the change processes.
[bookmark: _Toc233328042]1.2 Background
Retail in the UK has had a drastic change in the last ten years, attributed to the change in consumer behaviour, technological disruptions and economic instability. The online retailing boom has diminished the need for conventional or brick-and-mortar stores, and therefore, many retailers are forced to change their business models to hybrid or totally digital modes. Meanwhile, inflation levels have made a comeback, and improved labour expenses and supply chain disruptions have subjected organisations to more financial strain (Cai et al., 2023).
In this context of challenge, traditional department stores have experienced specific challenges. Most of them have been forced to shut down physical stores, cut down the number of employees and reorganise their activities to survive. These are not merely financial or operational changes, but also significantly organisational, given that they have an impact on leadership structure, roles of employees, and organisational culture (Ovezmyradov, 2026).
John Lewis Partnership is a unique example in such an industry. Being an employee-owned organisation, it is run on a partnership model with employees being co-owners of the business. Historically, this model has achieved a high rate of employee engagement, loyalty and organisational commitment. Nevertheless, in recent years, the organisation underwent significant shifts in finances and strategies, which resulted in restructuring, a shift in leadership, cost-cutting operations, or an emphasis on digital transformation (Galushko and Riabchyk, 2024).
Though this is required to survive and be competitive in the long term, these changes have brought about internal challenges. Employees might not know about the job security, altered working conditions, and decreased trust in management choices. Uncertainty in employee-owned organisations like John Lewis may be particularly affecting engagement since employees are more emotionally and professionally invested in organisational performance (Boyle et al., 2022).
Leadership is crucial. A leader's role involves communicating change, resistance and morale in uncertain times on behalf of the members. The leadership style that is used can greatly influence the way the employees interpret and react to organisational change- be it transformational, transactional or participative leadership. Today, good leadership can build trust and make sure that the implementation of strategic changes does not hit a wall, but poor leadership can lead to a lack of engagement, a drop in productivity and poor organisational performance (Verhoef et al., 2023).
Thus, the role of organisational change in the complex retail setting, leadership style and employee engagement in determining the outcome of business performance is critical to investigate.
[bookmark: _Toc233328043]1.3 Research Aim
The aim of this research is to examine the impact of organisational change and leadership style on employee engagement and overall business performance at John Lewis.
[bookmark: _Toc233328044]1.4 Research Objectives
· To analyse the nature and extent of organisational change initiatives implemented at John Lewis in recent years.
· To evaluate how different leadership styles influence employee engagement during periods of organisational change.
· To assess the relationship between employee engagement and business performance outcomes within John Lewis. 
[bookmark: _Toc233328045]1.5 Research Questions
· What is the nature and extent of organisational change initiatives implemented at John Lewis in recent years?
· How do different leadership styles influence employee engagement during periods of organisational change at John Lewis?
· What is the relationship between employee engagement and business performance outcomes within John Lewis? 
[bookmark: _Toc233328046]1.6 Chapter Summary
This chapter has presented the dissertation by defining the important concepts, background and objective of the research. It has brought to light the growing significance of organisational change in the contemporary world of retailing and the pressures that organisations are struggling with under the banner of economic and technological influences. The discussion has clearly highlighted the fact that employee engagement is a vital element that has an impact on organisational performance, especially in service-based industries like retail.
The background section has provided the context of the UK retail sector and has elaborated on the particular location of John Lewis Partnership with regard to this context. It has also brought out the special employee ownership (considered as a unique aspect in the organisation) and how the latest strategic developments have posed both opportunities and challenges to the leadership and employee engagement.
The chapter has also given the research aim, objectives and questions that are going to give the scope and direction of the dissertation. These aspects are an excellent base for the next chapters, which will critically examine the literature documenting on the topic, describe the research methodology and discuss results in relation to change in organisations, leadership style and involvement of the employees, and performance of the organisation.
 


[bookmark: _Toc233328047]Chapter 2: Literature Review
[bookmark: _Toc233328048]2.1 Chapter Introduction
The author provides a review of the literature that is already in existence on the topics of organisational change, leadership style, employee engagement and business performance. This review is aimed at creating a robust theoretical base of knowledge on which these concepts are interrelated and how all have an overall effect on the outcome of organisations. In the contemporary business world, especially in the retailing industry, organisations are under endless pressure to adjust to competition in the market, technology and the evolving consumer demands. These are pressures which ensure that organisational change is here to stay in business operations and not a thing of the past.
There are four areas that are being addressed in this chapter. It discusses changes in organisations, first of all, their types, their drivers, and the challenges. Second, it discusses leadership styles and how they impact employee behaviour in change. Third, it deals with employee engagement and the connection with organisational performance. Lastly, it gives the theoretical framework of the study based on three important theories, which provide support to the analysis of the study. This discussion is put in the context of John Lewis Partnership, an employee-owned organisation that is undergoing ongoing transformation processes due to pressures in the industry.
[bookmark: _Toc233328049]2.2 Organisational Change
Organisational change can be defined as the process by which organisations variously change their internal structure, strategies, processes, technologies or culture due to either external or internal pressures. Change in the contemporary business environment has ceased to be an occasional phenomenon; rather, it has become a constant force, brought about by globalisation, digitalisation, competition and economic uncertainties.
According to Ali et al. (2023), rganisational change has been divided into a number of types. Structural change is characterised by changes in the hierarchy, reporting and job roles. Strategic change can be defined as the long-term decision-making process that involves the venture into new markets, the change of business model, or the redefinition of the organisational direction. Technological change encompasses the use of digital tools, automation, artificial intelligence, and new operating systems. The aspect of cultural change is aimed at changing the values, norms and behaviour of employees within the organisation. In most real-life examples, such a change intersects and exists concurrently.
Organisational change is especially brutal in the UK retail sector, as the competition from online retailers, inflation pressures, and evolution have changed customer behaviour. The physical store traffic in traditional department stores has been on the wane, and their operational costs have been increasing. Consequently, most organisations have adopted restructuring programmes, cost-cutting measures, and digital transformation initiatives.
Alsadaan et al. (2023) mentioned that, John Lewis Partnership has experienced considerable organisational change, such as store operations rearrangement, workforce changes and paid more attention to digital retailing spaces. Although the stated changes are meant to make the organisation survive and be competitive in the long term, they confuse the employees about whether they are going to be given their jobs, whether there will be reallocation of their work and where the organisation is heading.
One of the challenges with organisational change is the resistance of employees. The resistance may be achieved through the fear of losing the job, distrust towards the leaders, lack of effective communication or the fear of the unknown. Well-thought-out organisational changes can fail even when the employees do not accept the changes or the reasons why the changes have been planned to take place. This emphasises the relevance of managing structural change as well as human and psychological aspects of change.
The use of communication is a key to effective organisational change. Open and steady communication will enable the employees to appreciate the reasons why change is needed, and also make them aware of the repercussions it may have on them. Alsharari and Aljohani (2024) stated that, bad communication may cause rumours, fear and disengagement, which may have a negative impact on productivity and performance.
The other critical facet is organised culture. Culture affects the way that employees perceive and react to change. Cultural alignment is even more significant in organisations where employees are highly identified, in other words, in employee-owned organisations. Inconsistency: When change is seen to be not conforming to organisational values, it is likely to drive up resistance.
[bookmark: _Toc233328050]2.3 Leadership Style
Leadership style is about how the leaders lead, motivate and influence employees. It is highly important in influencing the reaction that employees show towards organisational change, as well as the success of change implementation.
Arisman (2022) argued that, one of the most common leadership styles that is made known in change environments is transformational leadership. It is oriented on vision, motivation, intellectual stimulation and individual consideration to inspire employees. Transformational leaders foster innovation, generate trust and foster a sense of purpose. This is the most effective among other leadership styles where the organisation is going through change, since it assists in removing uncertainties and enhances the motivation of the employees.
The transactional leadership, on the other hand, relies on organisation of tasks, well-defined roles, performance reviews and reward programs. It is concerned with being efficient and compliant, but not with engaging the emotional. Although transactional leadership is good in the management of routine operations and the delivery of short-term goals, it does not work well when there are emotional and psychological responses when addressing other forms of organisational change.
Leadership is of great significance in organisations where the model of organisation is the partnership, as is the case with John Lewis Partnership. The employees are thought of as co-owners, thus there are heightened demands of being transparent, involved, and just. Decision-making in leadership is thus composed of more influence on employee trust and engagement than the conventional corporate organisation.
Dadari Forsebrand and Glas (2023) suggested that, numerous organisations have a combined leadership style. In times of stability, transactional leadership might not be necessary. Nevertheless, in times of change, transformational leadership is more essential in keeping morale high as well as directing the employees through the turbulent times. Leadership effectiveness is thus situational and very much related to organisational environments.
Communication of leadership is also a vital aspect. Leaders with an effective communication process, considering employee concerns and including employees in decision-making will be more successful in keeping employees engaged in change processes. Conversely, authoritarian style or ambiguous leadership style may contribute to the increase in resistance and the loss of organisational commitment.
[bookmark: _Toc233328051]2.4 Employee Engagement and Business Performance
Woodward (2024) observed that, the engagement of employees can be defined as the degree of emotional, cognitive and behavioural commitments employees put in a certain organisation. Employees who are engaged feel more motivated, productive and ready to help with the routine duties of their job. Engagement encompasses aspects like job satisfaction, organisational commitment and psychological engagement in work.
Service industries, like retail, are especially sensitive to employee engagement, where the behaviour of the employees directly determines the customer experience. Engagement is all the more important in organisations such as John Lewis Partnership, where there is an employee ownership structure. Hajiali et al. (2022) reported that, workers and employees are partners as well, making them more responsible and involved.
Employee engagement may vary greatly in the course of organisational change. Changes in leadership, restructuring and uncertainty are some of the situations that decrease the level of engagement. Lack of connection to organisational goals, whether caused by a lack of understanding of the purpose of changing or not being involved in decision making, makes employees feel so because they may not grasp the reason why the change was implemented. Nonetheless, leadership, effective communication, and engagement in the change process would allow keeping or even increasing engagement.
Kwarteng et al. (2024) found that, Employee engagement is very closely intertwined with business performance. When employees are highly engaged, it is linked to high productivity, high customer service, low turnover and high financial performance. Retail setting is where engaged employees have a direct impact on customer satisfaction, thus affecting brand loyalty and sales.
There is not always a direct relation between engagement and performance. Other external forces that affect the organisational performance are market conditions, inflation and competition, supply chain disruptions, among others. Due to this, an engaging characteristic is more likely to be perceived as an internal motivator of performance that can adapt to external environmental circumstances.
Leadership is a mediator of engagement and performance. Sound leadership can bring the behaviour of employees to reflect the organisational goals or objectives, and thus engagement should translate to the organisation in terms of performance. Lewis (2025) highlighted that, even the levels of engagement will not necessarily be translated into positive organisational performance without good leadership.
[bookmark: _Toc233328052]2.5 Theoretical Framework
This paper is based on three major theories that provide explanations for the association between organisational change, leadership style, employee engagement and business performance.
Lewin’s Change Management Theory
[image: Lewin's Model of Change | Art of change making]
Figure 1: Lewin’s Change Management Theory
Source: (Leadership Centre, 2022)
The Change Management Theory by Lewin describes organisational change as comprising three phases, which include unfreezing, changing and refreezing. The unfreezing stage entails the preparation of the organisation to change, which implies that the resistance is minimised and the creation of awareness of the need to change. Megawaty et al. (2022) indicated that, the changing stage is the one that involves the introduction of new processes, structures or behaviours. The refreezing point is when the stabilisation of the organisation following change is done to make the organisation sustainable in the long run.
Applying this theory in the context of John Lewis Partnership, the explanation of the need to pay careful attention to the preparation and communication to restructure and change is provided. In contemporary business situations, change is commonly an ongoing process; hence, the end stage of refreezing is not as stable as initially intended.
Transformational Leadership Theory
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Figure 2: Transformational Leadership Theory
Source: (Tyler, 2024)
Transformational Leadership Theory is concerned with the leaders who are inspirational and motivational in encouraging the employees to behave above expectations. It is grounded on four major elements, namely idealised, inspirational, intellectual stimulation and individual consideration.
O'Connor (2025) noted that, this theory is very applicable to organisational change in that it can be used to elucidate how leaders can be used to influence attitudes and behaviour among employees when there is uncertainty. Transformational leaders enable employees to adjust to change through the development of vision, fostering trust and engaging employees. Transformational leadership is also crucial in organisations like John Lewis Partnership because in this type of organisation, the workers have employee ownership, and work cannot be successful without participation and trust between employees and management.
Social Exchange Theory (SET)
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Figure 3: Social Exchange Theory (SET)
Source: (Pham et al., 2023)
The Social Exchange Theory is used to understand the behaviour in the workplace as a mutual relationship between the employees and the organisation. Employees will react by being more committed and engrossed when they feel that the leadership is fair, supportive and recognising. Upon believing that they are undermined or not being supported, they become less active and turn off.
Storrie (2023) emphasised that, the employees assess the leadership decisions based on fairness and benefit. When change is seen as good and open, then engagement will be maintained. Resistance is enhanced when change is seen as unjust or detrimental.
This theory is especially applicable in employee-owned organisations such as John Lewis Partnership, as employees anticipate mutual trust and share the benefits since the partnership model is practised.
[bookmark: _Toc233328053]2.6 Research Gap
Despite the existence of a vast amount of literature on the topic of organisational change, leadership styles, and employee engagement on their own, the research concentrating on how these three aspects of employee-owned retail organisations interplay with each other has yet to be conducted. Major parts of the available literature have concentrated on old forms of corporations where the ownership and participation of employees are not linked to the processes of decision-making. Because of this, there has been a lack of interest in organisations that are characterised by workers having joint ownership and where engagement is integrated in the organisational model.
Suali et al. (2024) demonstrated that, the study adopts a narrow research direction as no specific studies have been conducted on the role played by various leadership styles in employee engagement at a time when the organisation is undergoing significant change. The connection between the leadership behaviours and the support or prevention of employee engagement in organisations during the restructuring, digital transformation and strategic realignments is not fully understood. Such a gap is important as employees' involvement in these organisations is directly related to performance outcomes, but they might not react in the same manner as in a traditional retail organisation. Suprayitno (2024) revealed that, there is a need to conduct additional research to know how engagement can be sustained, undermined or reinvented in organisational change when it comes to employee-owned areas.
[bookmark: _Toc233328054]2.7 Chapter Summary
The chapter conducted a solid literature review of various organisational change, leadership style, employee engagement and business performance literature. It laid down the fact that change in organisations is an ongoing process that is instigated by external and internal forces. It further brought to the fore that change leadership style is significant in influencing employee reactions to change and also the degree of engagement.
The chapter also clarified that the involvement of employees is a crucial force of organisational performance, and this applies more in the service-based industries like retail. Nonetheless, the nature of the engagement and performance relationship depends on the inside and the outside of the market conditions, as well as the leadership practices.
Lastly, the theoretical framework presented three theories, such as the Change Management Theory and Transformational Leadership Theory, as well as the Social Exchange Theory, and they all relate to how change can and is managed, how leadership drives employees, and how relationships with employees lead to engagement. Another evident gap in the research on this topic pertaining to employee-owned organisations, like John Lewis Partnership, was even specified in the chapter, which explains the necessity of the proposed study.


[bookmark: _Toc233328055]CHAPTER 3: METHODOLOGY
[bookmark: _Toc233328056]3.1 Chapter Introduction
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Figure 4: Systematic Literature Review (SLR)
Source: (Perpustakaan Tun Abdul Razak, 2022)
The chapter describes the process of investigating the relationship between organisational change and leadership style, employee engagement, and business performance in John Lewis Partnership. The research follows a secondary qualitative study design, which is backed by a Systematic Literature Review (SLR). The method is chosen because the researcher will be able to critically analyse and discuss the already existing academic literature, organisational reports and industry evidence, without involving the subjects in the processes of gathering primary data.
This methodology aims at making the research systematic, transparent, and reproducible. As it is a complex organisational behaviour issue, the role of leadership and the dynamics between leaders and employees, a qualitative approach is appropriate as compared to a quantitative one. It allows more profound meaning, pattern, and organisational practice interpretation instead of quantification.
This chapter describes the research design, systematic literature review, search strategy, search keywords, databases, inclusion and exclusion criteria, search findings, ethics and chapter overview.
[bookmark: _Toc233328057]3.2 Research Design 
The research design used in this study is a secondary qualitative research design. The secondary qualitative research is a research method that uses already available data and does not require the researcher to gather new primary data, as secondary data (via surveys, interviews, and experiments). The data sources are academic journals, books, organisational reports, industry publications, and publicly available documents (Khan et al., 2022).
The above kind of approach would be suitable in the present study since organisational change and leadership behaviour can only be understood when old knowledge and real-life evidence are interpreted. It also enables the researcher to dig a little deeper to explore different perspectives in various studies and enhance the depth and reliability of the analysis.
The use of secondary qualitative information in John Lewis Partnership, in particular, is especially handy as the organisation periodically updates documents with annual reports, transformation updates, and leadership decisions on strategy, reflecting the organisation-wide change processes (Vivek et al., 2023).
[bookmark: _Toc233328058]3.3 Systematic Literature Review (SLR)
A Systematic Literature Review (SLR) is a systematic and transparent process of discovering, choosing and evaluating existing studies applicable to a particular topic. In contrast to conventional narrative reviews, an SLR has a well-defined process that can minimise bias and enhance reliability.
The current work consisted of the literature found in the field of organisational change, leadership styles, employee engagement, and business performance, collected and analysed with the help of the SLR process (Pyo et al., 2023). The purpose of the review was to find patterns and the relationships between these variables in various studies.
The SLR process followed key steps:
· Identification of research topic and key concepts 
· Development of search strategy 
· Database searching using keywords 
· Screening of literature based on criteria 
· Selection of relevant studies 
· Thematic analysis of findings 
This structured approach ensures that the research is evidence-based and consistent, allowing for a comprehensive understanding of how leadership and organisational change influence employee engagement (Humble and Mozelius, 2022).
[bookmark: _Toc233328059]3.4 Search Strategy
The search strategy was designed to ensure that relevant, high-quality literature was identified efficiently and systematically. The search process focused on four main concepts: organisational change, leadership style, employee engagement, and business performance.
To refine the search, Boolean operators such as AND, OR, and NOT were used. For example:
· “Organisational change AND employee engagement” 
· “Leadership style AND business performance” 
· “Transformational leadership AND organisational change” 
These combinations helped narrow down results to studies directly relevant to the research topic.
The search strategy also prioritised recent publications to ensure that the findings reflect current business practices and modern organisational challenges, particularly in the retail sector.
Additionally, grey literature such as organisational reports and industry publications from John Lewis Partnership was included to provide real-world insights (Hendren et al., 2023).
[bookmark: _Toc233328060]3.5 Search Terms and Keywords
The following search terms and keywords were used throughout the literature search process:
· Organisational change 
· Change management 
· Leadership styles 
· Transformational leadership 
· Transactional leadership 
· Employee engagement 
· Employee motivation 
· Business performance 
· Organisational behaviour 
· Retail industry transformation 
· Digital transformation in retail 
· Workforce restructuring 
· Employee-owned organisations 
· Organisational culture and change 
· Leadership communication 
· Employee productivity 
These keywords were used in different combinations to ensure a broad yet focused search outcome. The aim was to capture both theoretical and practical studies relevant to organisational change and leadership in retail environments (Bhangu et al., 2023).
[bookmark: _Toc233328061]3.6 Databases Used
To ensure academic reliability and credibility, multiple databases and sources were used to collect literature. These included:
· Google Scholar 
· Scopus 
· ScienceDirect 
· Emerald Insight 
· JSTOR 
· ResearchGate 
· Business Source Complete 
· SpringerLink 
In addition to academic databases, organisational reports and official publications from John Lewis Partnership were also reviewed. These provided valuable insights into leadership communication, organisational restructuring, and employee engagement strategies (Merriam, 2022).
Industry reports from consultancy firms and retail sector analyses were also included to strengthen contextual understanding.
[bookmark: _Toc233328062]3.7 Inclusion and Exclusion Criteria
To ensure the quality and relevance of the selected literature, clear inclusion and exclusion criteria were applied.
[bookmark: _Toc233328063]3.7.1 Inclusion Criteria
Studies were included if they met the following conditions:
· Focused on organisational change, leadership, employee engagement, or performance 
· Related to retail, service, or organisational behaviour contexts 
· Published in English language 
· Peer-reviewed journal articles or credible academic books 
· Organisational reports and industry publications 
· Published within the last 10–15 years (with key foundational theories included) 
· Relevant to employee behaviour during organisational change 
· Studies related to employee-owned or participative organisational models 
[bookmark: _Toc233328064]3.7.2 Exclusion Criteria
Studies were excluded if they:
· Were unrelated to organisational behaviour or management 
· Lacked academic or professional credibility 
· Were opinion-based without theoretical or empirical support 
· Were written in non-English languages 
· Focused on unrelated industries (e.g., technical or engineering fields without organisational context) 
· Were duplicated across databases 
· Were outdated and not relevant to modern organisational practices 
This filtering process ensured that only high-quality and relevant literature was included in the final analysis (Cheong et al., 2023).
[bookmark: _Toc233328065]3.8 Search Results and Data Selection
The initial search process produced a large number of studies across different databases. After removing duplicates and applying inclusion and exclusion criteria, a refined set of relevant studies was selected for analysis.
The final selected literature covered:
· The impact of organisational change on employee behaviour 
· Leadership influence on employee engagement 
· Relationship between employee engagement and business performance 
· Change management practices in retail organisations 
· Employee response to restructuring and digital transformation 
· Organisational culture and employee-owned business models 
The chosen sources repeatedly emphasised the fact that the leadership style is also important to determine employee engagement in the course of organisational change. It further demonstrated how employee engagement is closely associated with performance results, particularly in service industries like the retail industry (Mogoale et al., 2025).
This was also affirmed by the organisational reports of John Lewis Partnership, which indicated that communication, trust, and openness in leadership are essential at the time of restructuring and transformation.
[bookmark: _Toc233328066]3.9 Ethical Considerations
As the proposed research is fully secondary qualitative data-based research, the ethical risks of collecting the data are minimal. There were no human participants, and all primary data was not gathered; therefore, there are no concerns regarding consent, confidentiality and protection of personal data (Kayani, 2025).
Nonetheless, the consideration of ethics was followed to the letter. The research was able to avoid plagiarism and assess academic integrity because all the sources were referenced appropriately. The credibility and accuracy were preserved by using only credible academic and organisational sources.
Xenophobia was also avoided by paying attention to ensure the interpretation of findings is objective and unbiased. In the study, there is no misrepresentation of organisational practices and conclusions are not made based on personal opinion but evidence (Varsha et al., 2024).
Moreover, precaution was observed when analysing the information about John Lewis Partnership so that it would be interpreted neutrally and without bias.
[bookmark: _Toc233328067]3.10 Chapter Summary
This chapter has detailed the methodology in this dissertation. It justified the implementation of a secondary qualitative research design with a Systematic Literature Review (SLR). The chapter outlined the research strategy, keywords, databases and criteria that were employed to locate and identify the relevant literature.
The methodology is designed to provide a systematic and clear methodology in analysing the existing literature on organisational change, leadership style, employee engagement and business performance. It also guarantees that the work is based on academic and industry-credible sources.
Lastly, the chapter also brought ethical factors to the fore and ensured that the research is upheld academically throughout the procedure. This methodological approach gives a solid basis to the subsequent chapter in the dissertation, where findings and thematic analysis will be provided and discussed with respect to organisational change and leadership practices in John Lewis Partnership.


[bookmark: _Toc233328068]Chapter 4: Findings and Analysis
[bookmark: _Toc233328069]4.1 Introduction
This chapter provides a critical analysis of the findings of the study, depicting the influence of organisational change and leadership style on employee engagement and business performance in John Lewis Partnership. This derives the findings based on secondary qualitative data, which is found in a systematic literature review, comprising academic studies, industry reports and organisational publications.
The aim of this chapter is not merely to report what the literature reveals, but rather to explain how and why such findings are important in view of the research objectives. The analysis is directed towards tracking the trends among the organisational change initiatives, leadership practices, employee behavioural reception and performance results in the businesses.
The chapter is divided into three large parts of thematic findings, plus a critical analysis. The sections develop sequentially to describe how change, leadership, engagement and performance of a retail setting are interrelated.
[bookmark: _Toc233328070]4.2 Findings
[bookmark: _Toc233328071]4.2.1 Organisational Change and Transformation Dynamics
	Theme
	Description
	Key Evidence Pattern
	Employee Impact

	Structural Restructuring
	Store closures and internal reorganisation
	Frequent cost-driven restructuring in retail sector
	Job insecurity and uncertainty

	Digital Transformation
	Expansion of online platforms and automation
	Strong shift towards digital retail models
	Skill gaps and adaptation pressure

	Cost Efficiency Measures
	Workforce reduction and operational optimisation
	Focus on profitability and efficiency (Ofem et al., 2022).
	Increased workload and stress

	Cultural Transition
	Shift from traditional partnership values
	Movement towards performance-based culture
	Reduced emotional attachment


The results suggest that organisational change in John Lewis Partnership is global, ongoing and is largely instigated by the competition factors in the external environment. Retail in the UK has continued to grow more challenging, with operational costs on the increase, competition with digital media and consumer behaviour changing. These forces have subjected the organisation to reorganisation and change strategies in an attempt to ensure sustainability in the long run. One of the significant trends is restructuring of the structure (Marzi et al., 2025). This involves closing of stores, restructuring of business units and reinvigoration of the workforce. Although these measures enhance financial efficiency, they also create employee insecurity as far as job security and job roles to come are concerned.
Another theme is the digital transformation. There is greater movement towards online trading and computerisation within the organisation. This enhances competitiveness, but the employees have to learn new digital skills, which is at times not adequately transitioned. Also noticeable is the cost efficiency measures. These include cutting costs of the labour force, raising productivity levels and tightening the operations. Such measures, though necessitated by financial reasons, could adversely influence their morale (Sauer and Seuring, 2023). Lastly, cultural transition is present. The old working mould of partnership, where the employees were great ownership, is slowly changing to a more performance-oriented model. This puts a strain on historic values and the contemporary business needs.
[bookmark: _Toc233328072]4.2.2 Leadership Style and Employee Engagement
	Theme
	Leadership Behaviour
	Employee Response
	Engagement Outcome

	Transformational Leadership
	Vision, motivation, support
	Trust and emotional commitment
	High engagement

	Transactional Leadership
	Targets and performance monitoring
	Compliance behaviour
	Moderate engagement

	Communication Quality
	Transparent vs unclear communication
	Confidence vs uncertainty
	Engagement fluctuation

	Employee Participation
	Inclusion in decision-making
	Ownership mindset
	Reduced resistance



The results are very much supportive of the conclusion that the leadership style is a key determinant of employee engagement in change in organisations. Transformational leadership has always been linked to increased levels of engagement, especially in terms of organizations which were entailed in uncertainty and restructuring. Leaders who are also visionary, supportive with emotion and articulate with direction about organisational direction respond positively when communicating with the employees (Cabrera and Cabrera, 2023). This brings down the level of uncertainty and boosts trust which will be needed in times of change.
Transactional leadership is not that effective in terms of sustaining engagement, even though it would help in maintaining operational control. It supersedes change efforts by imposing targets and rewards, but the needs of employees emotionally and psychologically are not adequately tackled. Talking becomes an important aspect. Clear communication results in more trust and involvement, whereas less and slower communication results in confusion and disengagement. This becomes even more crucial in big retail organisations, where communication among the employees is mainly dependent on the management (Boyd, 2024). Involvement of employees in decision-making also is important. In organisations where the ownership of the organisation is possessed by the employees, like in the case of John Lewis, employees have the expectation to be involved in the decision-making process of the organisation. The absence of participation makes them less engaged, and inclusion enhances psychological ownership and commitment.
[bookmark: _Toc233328073]4.2.3 Employee Engagement and Business Performance Relationship
	Theme
	Indicator
	Evidence Pattern
	Business Outcome

	Productivity
	Employee efficiency
	Engaged employees perform better
	Higher output

	Customer Experience
	Service quality
	Positive engagement improves interaction
	Customer satisfaction

	Retention
	Employee turnover
	Engagement reduces turnover
	Workforce stability

	Financial Impact
	Profitability trends
	Indirect improvement via service quality
	Long-term performance growth


The results suggest that the overall business performance is positively yet indirectly linked to employee engagement. Instead, engagement does not have a direct impact on organisational success, but instead, it leads to several intermediate results which eventually improve business performance (Nurlina, 2022). The results of this are enhanced productivity, better quality of customer service and higher rates of employee retention. All of these contribute to the effectiveness of an organisation and its sustainability in the long run.
One of the most impactful domains in which employee engagement impacts customer experience is customer experience, especially in the retail sector. Highly engaged employees are more likely to show commitment, enthusiasm and professionalism in dealing with customers. Within the environment of the John Lewis Partnership, engaged employees are likely to deliver high-quality service, address customer needs effectively and generate positive shopping experiences (Ali et al., 2023). This leads to an increase in the levels of customer satisfaction, and this can enhance customer loyalty and the reputation of the organisation. Contented consumers will also purchase again and refer other people to the brand, leading to the development of the business.
Productivity is also greatly affected by employee engagement. When employees are made to feel appreciated, encouraged and supported by their organisation, they tend to be more committed to the job and ready to give their best efforts. This latter commitment is usually accompanied by enhanced efficiency, work quality and operational performance. This results in organisations enjoying increased productivity and improved utilisation of resources (Abbas, 2026).
The other significant consequence of employee engagement is the retention of employees. Decreased rates in staff turnover are achieved by high rates of employee engagement, which decreases the chances of employees leaving the organisation. This is because fewer people moving out will result in increased long-term stability of an organisation and help reduce the huge expenditures relating to recruitment, selection and training of new staff. Conversely, employees who become disengaged are likely to find jobs in other workplaces, and the discontinuity in the workforce will surely disrupt operations (Swan, 2023).
It is noteworthy, though, that employee engagement does not solely predict financial performance. Other external forces like inflation, market competition, economic factors and shifting customer demand are also influential variables in the framing of organisational outcomes. Thus, employee engagement is a highly important facilitator of business success, but it cannot be perceived as a sure way to financial success. Rather, it is an element of strategy that favours performance by enhancing crucial organisational results (Sekartaji and Indrayanti, 2025).
[bookmark: _Toc233328074]4.3 Analysis 
Organisational Change as a Double-Edged Process
The discussion reveals that the process of organisational change in John Lewis Partnership is a two-sided process, which has both strategic and major internal issues. On the one hand, it is organisational change that is necessary to survive in the cut-throat retail market in the UK. Digital disruption, rising costs as an inflation pressure, shifts in consumer behaviour and the death of the traditional high-street retailing are impacting the organisation in the long-term. Reactions to this, such as restructuring, digitalisation, cost-maximisation and rebalancing of operations, are needed to ensure competitiveness and long-term sustainability (Ali et al., 2024).
Strategically, these transformations help to achieve a greater financial stability, adapt better to the modern retail trends, and become more digital. They enable the organisation to stay afloat in a world where online purchasing behaviour is becoming more and more consumer-driven based on online platforms, convenience, and price consideration. The lack of such transformation would put the organisation at risk of deterioration and a decreased ability to stay relevant in the market.
It can also be seen that there is a great internal contradiction to the analysis. Although organisational change enhances the competitiveness of an organisation, it also causes internal instability, especially among employees (Ahmed et al., 2022). One common theme to be found throughout the literature is that employees are not only experiencing change as a structural or functional change, but also experiencing change in the form of a psychological disturbance. This entails a sense of insecurity, diminished job security, feeling the strain of more work, and worry about a long-term career sustainability.
This twofold influence brings one major point to the fore: organisational change is not only a technical or even operational process but a really human and emotional process. When dealing with change, employees perceive it in terms of personal impact, organisational identity and perceived fairness. This emotional element is further enhanced in the case of John Lewis in the sense that it is an employee-owned organisation with the employees (partners) having long been identified with organisational performance and values (Batat, 2022).
So, the success of organisational change cannot be measured as only financial or operational results. It should also be evaluated as regards its effect on the psychology of employees, the level of engagement and the trust of the organisation. The analysis indicates that organisations not able to manage this emotional aspect have a high risk of negating the performance gains they are hoping to bring about by the change.
Leadership as the Central Mediating Mechanism
One important analytical finding of the results is that the role of leadership is the mediating factor between the change in the organisation and the extent of employee engagement. Leadership defines the process of communicating, interpreting and living change to the employees. In that regard, leadership cannot be just an administrative role but rather a behavioural and psychological impact on organisational performance (Mohanty and Kulkarni, 2023).
Transformational leadership style is mentioned as the most efficient leadership style in change management in organisations. It operates by developing a feeling of common vision, intent and drive in the employees. The transformational leaders enhance unknowns by basing their leadership on inspiration, communication and emotional support, thus making the employees respond to change positively. It results into increased trust, commitment and involvement (Throgmorton, 2023).
Conversely, transactional leadership is more geared towards the tasks accomplishment, performance check and reward system. Although this is a good method of keeping the operations in check and ensuring temporary productivity, it is not very effective in handling the emotional and psychological issues related to organisational change. The followers can follow the directives in transactional leadership, but following cannot be directed towards actual involvement and devotion (Kimonyo, 2024).
This analysis indicates that excessive use of transactional leadership in times of change may result in disengagement, especially when the employees feel sidelined in decision-making or lack knowledge of the direction taken by the organisation. On the contrary, transformational leadership assists in the process of bridging the gap between organisational goals and expectations of employees.
Leadership is particularly more important in the particular case of John Lewis since the organisation adopts employee ownership. The workers would demand to be transparent, included, and treated fairly in decision-making. Consequently, employees trust the leadership more depending on the failures in leadership than in the traditional hierarchical organisations. Lack or poor leadership communication increases the chances that employees will perceive organisational change as unjust or threatening, hence lowering the levels of engagement (Roy et al., 2022).
Leadership can therefore be said to be the most important tool through which organisations change would either succeed or fail in so far as employee engagement is concerned.
Employee Engagement as a Performance Multiplier Rather Than a Direct Driver
The analysis also explains that it is not that employee engagement itself creates financial performance, but acts as a performance multiplier. This implies that engagement will boost the processes inherent in the organisation, like productivity, quality of services and retention of workforce, which ultimately lead to business performance (Fauzi, 2025).
Motivated employees are more likely to exhibit greater motivation, commitment and discretionary effort. This is of great importance in a retail setting where employee behaviour has a direct impact on customer experience. This statement can be applied in the case of John Lewis, where the high levels of engagement help to achieve better customer service quality, better customer relations and brand loyalty. All these enhance competitiveness positioning in the retail market.
Operation efficiency is highly influenced by the engagement, as well. Engaged employees have a greater likelihood of ownership of tasks and cooperate well with peers, ensuring high standards of performance. This eliminates inefficiencies in operations, and enhances the general productivity (Boyd, 2024).
The other important effect of engagement is that of staff retention. High involvement will decrease the turnover rates this is very crucial in retail organisations where there is a high cost of training and pressure to recruit. Stability of organisations and retention of knowledge is also a result of less turnover.
There is one great limitation of the analysis, too. The simple involvement of employees cannot resist the external pressure of the environment, such as inflation, competition, or a change in consumer demand. This implies that engagement needs to work in collaboration with successful strategic planning and the ability to lead and coordinate to achieve sustainable business performance results (Ahmed et al., 2022). 
Engagement, therefore, should not be taken as a solution-enabling factor but rather as a standalone solution to the performance issues.
Interaction Between Organisational Change, Leadership, and Engagement
The biggest analytical result is that organisational change, the organisational leadership style and the engagement of the employees are not independent variables, but rather they are intertwined greatly in a dynamic system of organisational behaviour.
Change is the driver of organisational change that serves as the catalyst that disrupts structures, processes and roles of staff. Such upheaval creates uncertainties and psychosomatic feelings in the minds of the employees. The leadership then becomes the interpreting system as it will influence how the employees interpret and react to this change. Leadership can decrease employee uncertainty or contribute to the enhancement through communication, vision and management style (Nurlina, 2022).
Contact with employees signifies the behavioural result of this interaction. When change is effectively managed by the leadership, the level of engagement does not decrease or improve. However, in case there is poor leadership, there will be less engagement, which translates to low productivity and poor performance of the organisation.
This dependence indicates the existence of a chain of dependency. The demands of leadership are affected by the organisational change, the type of leadership affects the perception among the employees, and the performance is affected by their engagement. The success of a chain of links also has an impact on the success of an organisation.
This interaction is especially sensitive regarding John Lewis, as it is an employee-owned company. Employees are not spectators of organisational decisions but are those who have expectations of being involved in organisational decisions and are not passive recipients of decisions (Ali et al., 2023). Consequently, any upheaval in the communication of leadership or change management approach has increased impacts on the levels of engagement.
Generally, the discussion has shown that alignment of the change strategy and effectiveness of the leadership and engagement of the employees is essential to successful organisational performance in a changing retail environment.
[bookmark: _Toc233328075]4.4 Chapter Summary
This chapter introduced and analytically examined the results regarding the organisational change, the type of leadership and indirectly through the employees, and business performance within John Lewis Partnership.
The results indicate that change in an organisation is far-reaching, and it is mainly implemented by the external forces of the market. The type of leadership that is adopted is a significant aspect in terms of employee reaction; transformational leadership is best in keeping the employees engaged in change. In its turn, employee engagement is indirectly strongly related to the business performance in terms of productivity, customer service and retention.
It is also revealed that these three variables are closely interrelated in the analysis. Change in organisations brings disruption, which is interpreted and handled by the leadership, and behavioural and performance outcomes are determined by employee engagement.
In general, the chapter puts in place the fact that effective organisational performance in change not only requires a strategic restructuring but also effective leadership and long-term employee engagement.


[bookmark: _Toc233328076]CHAPTER 5: Recommendations, Conclusion and Limitations of the Research
[bookmark: _Toc233328077]5.1 Chapter Introduction
The author introduces the concluding part of the dissertation, where they integrate the major findings of the organisational change, leadership style, employee engagement, as well as business performance under John Lewis Partnership. This chapter has three aims: firstly, to offer some practical tips on enhancing organisational performance; secondly, to conclude the research summarised by a clear statement; and thirdly, to critically address some of the limitations of the research.
The findings that organisational change has negative and positive effects on staff, leadership style is core to defining engagement, and that employee engagement is core to driving business performance underlie the development of the recommendations. The conclusion restates the main idea of the dissertation, and limitations outline the methodological and contextual limitations that influence the analysis of results.
[bookmark: _Toc233328078]5.2 Recommendations
Strengthening Transformational Leadership Practices
The results indicate transformational leadership as the most practical form of leadership during the organisational change to keep the employees engaged. As such, it is advisable that John Lewis Partnership also enhance transformational leadership practices throughout the ranks.
Communication of a clear vision should be emphasised by leaders in the process of change, so that the employees recognise and realise the (positive) purpose and benefits of change, restructuring and digital transformation. Managers should be trained on leadership programmes that enhance emotional intelligence, the ability to communicate and the ability to manage change (Cao and Le, 2024).
This is especially crucial since a lack of cohesion in leadership styles across the departments may cause confusion and a lack of trust. A standardised way of leadership would guarantee that the employees get uniform communication and guidance in the face of organisational changes.
Improving Communication During Organisational Change
Among the important challenges revealed in the findings is the uncertainty among employees at the time of change in the organisation. This indecisiveness is largely fuelled by a lack of adequate or poor communication.
The organisation should have a systematic communication plan for all change initiatives. It must also involve routine communications, openness in communication of change outcomes and a chance to allow employees to ask questions or give feedback (Hooi and Chan, 2023).
Regular meetings, which may be held at town halls, in-house digital platforms, and briefings by managers, can take the place of ensuring that communication across organisations at all levels is similar. Effective communication will enhance trust, help to overcome fears and help the change initiatives to be implemented more easily.
Improving Communication During Organisational Change
Since John Lewis Partnership is employee-owned, employee involvement is an essential aspect of engagement.
It is advised that the employees should be more engaged in decision-making processes, and mainly during big changes in the organisation. This may involve consulting, forums and participation in planning the restructuring efforts (Sahid et al., 2023).
The employees will be more accepting of change when they feel that they are involved and can be engaged. Involvement also enhances more psychological ownership, which is a fundamental basis of the organisation's identity.
Developing Structured Change Management Systems
The results have suggested organisational change to be seen as longer-lasting, periodic and even destructive. The solution to this is to have a more organised approach to change management taken by the organisation.
This model must outline clear changes of stages, roles and responsibilities and anticipated outcomes. Formulating a step-by-step strategy would minimise the uncertainty and design a change in a well-organised and predictable way (Ntseke et al., 2022).
It would also aid in meeting the operational changes with the employee expectations, lessening the resistance and yielding better performance results.
Strengthening Employee Engagement Strategies
The involvement of employees has been noted to be a major performance contributor. There is, therefore, a suggestion that the engagement strategies need to be formally incorporated into the organisational performance systems.
This may involve frequent surveys on engagement, recognition schemes, and well-being plans. Managers must also be sensitised to recognise the signs of being disengaged at a fairly young age and rectify the situation (Santoso et al., 2022).
The organisation is able to boost its levels of engagement by keeping track of the engagement levels. The organisation can ensure that the employees are motivated even during times of uncertainty and reorganisation.
[bookmark: _Toc233328079]5.3 Conclusion
This dissertation aimed at analysing how organisational change and the style of leadership affect employee engagement and performance of a business in the John Lewis Partnership. The study was informed by qualitative data (secondary) and a systematic literature review design.
The results validate that organisational change is both ongoing and desirable in the new world retail environment. Nevertheless, although change enhances financial streamlining and competitiveness, it leads to uncertainty for employees and psychological strain. This brings out the two-sidedness of the organisational change, with the advantage on the organisational level of change may pose a challenge at the employee level.
The research also discovered that leadership style is critical to influence employee responses to change. Leadership Transformational leadership plays the part of ensuring one stays engaged because it emphasises vision, communication and emotional support. Transactional leadership, on the other hand, proves to be more efficient in ensuring operational control but is inept in keeping the employees motivated in change.
Employee engagement was identified to have a significant relationship with business performance, albeit indirectly. Involvement leads to increased productivity, better customer care and decreased employee turnover, which leads to increased organisational performance. Nonetheless, other external forces, like performance in the market and the economy, also affect the performance outcomes.
In general, the research finds that effective change management, effective leadership, and long-term employee engagement are three crucial elements that should go hand in hand to achieve successful organisational performance during times of change. The lack of this alignment can result in organisational change, which will cause disengagement and low performance.
[bookmark: _Toc233328080]5.4 Limitations of the Research
Although it offers meaningful information, this study presents a number of limitations which must be noted.
Use of Secondary Data Only
The study is built on the secondary qualitative data completely. Although it enables one to have a general picture of the available literature and overall organisational reports, it does not provide a chance to have the actual, employee-level data. Direct and first-hand information about the survey, such as interviews or surveys, would have given more precise information on the survey by the employees in the John Lewis Partnership (Diko and Saxena, 2023).
Lack of Quantitative Analysis
No quantitative data and statistical testing are provided in the study. This fact makes the relationships among variables, including the leadership style, engagement, and performance, not measurable numerically. A mixed-method approach would have solidified the validity of findings, as it would have entailed the use of both qualitative and quantitative data.
Limited Organisational Scope
The case of John Lewis is a single case study on which the research is based. This enables one to do a detailed analysis, but restricts generalisability. The results can not necessarily be generalised to other retail organisations having different ownership or culture (Hooi and Chan, 2023).
Reliance on Published Information
The secondary sources of data, like reports and the literature, can be biased or fail to capture all the prevailing situations in an organisation. The organisational reports can be positive or strategic and, therefore, restrain the transparency of fundamental thinking.
Time and Scope Constraints
There are time and scope constraints in the academic literature since the study is limited to three important variables, i.e., organisational change, leadership style and employee engagement. Other factors which might have been relevant, like organisational culture, adoption of technology and external economic forces, were not delved into extensively (Sahid et al., 2023).
[bookmark: _Toc233328081]5.5 Final Summary
Viable recommendations have been given, and a conclusion, as well as the main limitations of the research, have been developed. The suggestions aim to enhance leadership, communication, participation and engagement systems among employees within John Lewis Partnership.
It concludes that leadership, employee engagement and/or organised change management in interactions is what makes an organisation successful in change. The limitations also recognise the methodological, data source and scope limitations.
On the whole, the dissertation shows that the organisational change is the key to survival in the context of the retail industry, but its effectiveness is closely connected with the effectiveness of the lean leadership to engage its employees during the change process.
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