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[bookmark: _Toc237200005][bookmark: _Toc237200188]Introduction 
The John Lewis Partnership is the UK’s largest employee-owned business. They started as an experiment in industrial democracy by their owned Founder, John Spedan Lewis, who believed there was a better way of doing business. John Lewis Partnership (2025 a) Because of this they we’re more than employee, they we’re owners. That’s they called Partners.
From exceptional food to beautifully designed products for every part of life, we’re reimagining retail while staying true to what matters most.
They John Lewis Partnership is a different kind of business. Owned by partners, driven by strategy, and built on trust. At John Lewis, you can discover an experience designed around you, whether shopping in-store, online or on their app.  You’ll find curated collection in home, fashion, beauty, and technology, all backed by their commitment to quality, service and their ‘Never Knowingly Undersold promise.
[bookmark: _Toc237200006][bookmark: _Toc237200189]  Overview of John Lewis Partnership 
John Lewis Partnership is leading employee-owned retail company in the United Kingdom. Founded in 1864 by John Spedan Lewis, the company operates under two major brands: John Lewis and Waitrose. Unlike traditional business, which are owned by shareholders, John Lewis Partnership is owned by its employees, also known as Partners Market Screener (2024). This unique ownership structure is intended to ensure that employees share both the responsibilities and rewards that come with organizational success.
The organization’s mission is to create value for customers while also prioritising employee well-being and social responsibility. John Lewis’ employee ownership mode aims to promote trust, fairness, and long-term sustainability. The Partnership Council and other representative bodies give employees the opportunity to participate in decision -making processes, fostering a culture of participation and engagement.
John Lewis’s core value of respect, integrity, teamwork, and customer service are closely associated with the company’s organizational culture. These principles have an impact on stakeholders’ relation, employees conduct, and managerial procedures, Employee motivation and organizational performance can be greatly impacted by organizational culture, claim Mullins and Christy (2016). Since workers at John Lewis directly profit from the company’s success, employee ownership fosters a sense of responsibility and dedication. 
Despite its strong reputation, John Lewis operates in a fiercely competitive retail environment marked 3by shifting consumer preferences, technological advancements, and economic uncertainty. As a result, understanding how organizational culture influences strategic decision-making and adaptability is critical for assessing the organization’s long-term effectiveness.
[bookmark: _Toc237200007][bookmark: _Toc237200190]How the organizational culture helps shape the company’s structure and decision-making.
The structure and decision-making procedures of an organization are greatly influenced by its organizational culture. The distinctive employee-owned business model at John Lewis Partnership has fostered a culture of trust, cooperation, justice, and shared accountability. Organizational culture, according to Schein and Schein (2021), is made up of artifact, espoused values, and fundamental underlying presumptions that affect employee behaviour and organizational decision-making. This model offers a helpful framework for comprehending how organizational structure, management techniques, and culture interact at John Lewis Partnership.
The organization’s artifacts include the visible employee ownership model, democratic governance, and collaborative working environment. These visible practices demonstrate the company’s values of integrity, fairness, teamwork, and customer service. At the most fundamental level, John Lewis believes that employees who are trusted and involved in organizational decisions are more likely to perform well and contribute to long-term organizational success (Schein and Schein, 2021). These assumptions have contributed to a positive workplace culture that promotes innovation, employee well-being, and excellent customer service.
Though there are many advantages to this participatory culture, there are drawbacks as well. Employee participation in decision-making can impede the process, especially when significant strategic choices necessitate consultation at various organizational levels. Slower decision-making may lessen organizational agility in the fiercely competitive retail industry of today, where rivals can react quicky to changes in the market. Furthermore, it can be difficult to make strategy decisions when weighing the interests of employee partners again business goals, particularly in times of organizational restructuring or economic uncertainty.
Despite these drawbacks, John Lewis has proven resilient by modifying its organizational structure and decision-making proc like inflation, shifting costumer behaviour, and digital transformation. While upholding its partnership values, the company has made investments in technology, online retailing, and operational effectiveness. This implies that a robust organizational culture can both support organizational change and offer stability.
In general, the structure and decision-making procedures of John Lewis Partnership are greatly impacted by organizational culture. Schein’s model shows how leadership, employee engagement, and organizational performance are shaped by visible practices, organizational values, and deeply held beliefs. Organizational culture is a valuable strategic asset because it fosters employee commitment, trust, and long-term business sustainability, even though it may occasionally slow down decision-making.
[bookmark: _Toc237200008][bookmark: _Toc237200191]Relevant framework models.
Analysed the John Lewis Partnership’s organisational culture and identify the prevailing culture using Edgar Schein’s Three Levels of Organizational Culture.
A helpful framework for determining and evaluating John Lewis Partnership’s organizational culture is Edgar Schein’s three levels of organizational culture. The three interrelated levels of organizational culture are artifacts, espoused values, and fundamental underlying assumptions, according to Schein and Schein (2021). These levels ais in the explanation of how organizational performance, leadership, and employee behaviour are impacted by culture. When Schein’s model is applied to John Lewis Partnership becomes clear that the company has a strong employee-cantered and collaborative culture that promotes long-term business success.

                                            Guides employee behaviour, supports ethical decision-making, improves employee motivation and strengthens organisational commitment.


Encourages commitment, supports participative leadership, improves organisational performance and helps maintain a positive organisational culture.


Creates transparency, encourage employee participation, strengthens teamwork and enhances customer experience.


[bookmark: _Toc237200009][bookmark: _Toc237200192]Figure 1: Edgar Schein’s Three Levels of Organisational Culture (adapted to John Lewis Partnership)
Edgar Schein’s three levels of organizational culture serve as an effective framework for identifying and analysing the John Lewis Parnership’s organisational culture. Organizational culture is made up of three interconnected levels: Artifacts, espoused values, and fundamental underlying assumptions. These levels provide insight into how culture influence employee behaviour, leadership, and organizational performance. Applying Schein’s model to John Lewis Partnership reveal a strong collaboration and employee-centred culture that promotes long-term business success.
Artefacts are visible aspects of organizational culture that can be seen by employees and external stakeholders. Artefacts at John Lewis include the employee ownership structure, democratic governance system, and use of the term “Partners” to describe employees. The organizational also has a Partnership Council, which allows employees to participate in discussions about organizational issues. These visible practices demonstrate the company’s commitment to employee engagement and shared responsibility. The customer service focus within John Lewis stores is another significant artefact. Employees are encouraged to provide high-quality service and maintain strong relationships with customers. This contributes to the organization’s reputation for customer satisfaction and trust.
Hofstede’s Cultural Dimensions interest.
Power distance is the Hofstede dimension that most intrigues me. It clarifies how various culture’s view hierarchy and authority in organizations John Lewis Partnership (2025). Employee acceptance of unequal power distribution and heavy reliance on managers for decision-making are common in organizations with high power distance. Low power distance cultures, on the other hand, promote open communication and employee involvement. This is significant to me as an MBA student because managers can better lead multicultural team and increase employee engagement by having a better understanding of power distance. Salaman, G. and Story, J (2016)
To better understand organizational behaviour, Hofstede (2011) Developed several cultures several cultures dimensions. These dimensions can be used to comprehend the culture catachrestic of John Lewis.
Organizational Culture to Adapt to External Environmental Influence
Organizations work in a level-evolving external environment that is impacted by social, political, technological, economic, and environmental factors. Organizations must adjust to these changes while upholding their fundamental principles to stay competitive. John Lewis Partnership effectively responds to external environmental influences by utilizing its organizational culture. Schein and Schein (2021) assert than an organization’s response to external challenges is influenced by its culture, which is reflected in its artifacts, espoused values, and fundamental underlying assumptions.
Technology advancement is one important outside factor influencing the John Lewis Partnership. Customer expectations have changed due to the explosive growth of digital retailing and online shopping. John Lewis has responded by making investments in digital platforms e-commerce, and enhanced online customer support. Despite adopting new technologies, the business has continued to uphold its culture of offering excellent customer service and fostering enduring relationship with its clients. This shows how an organization’s culture can foster innovation while upholding its fundamental principles. 
Economic conditions have also influenced the organization. Rising inflation, higher operating costs, and changes in customer spending have put financial pressure on many retailers. John Lewis has responded by increasing operational efficiency, investing in its supply chain, and controlling costs. Its collaborative culture and employee involvement have enabled Partners to contribute ideas for increasing productivity and maintaining serves quality in the face of challenging economic conditions.
Expectations related to the environment and society have grown in significance. Customers now demand ethical and sustainable business practices. By lowering carbon emissions, utilizing more environmentally friendly packaging, and encouraging ethical sourcing, John Lewis has integrated sustainability into its corporate culture. These programs uphold the company’s stated principle of moral business conduct and social responsibility, enhancing its standing and fostering client confidence.
Furthermore, the employee-owned structure allows John Lewis to respond more effectively to change. Partners are encouraged to participate in decision-making and suggest improvements, fostering an environment of continuous learning and innovation. According to Schein’s model, these behaviours are based on the fundamental assumption that employees who are trusted and involved in organizational decisions will contribute positively to organization success. However, adjusting to external environmental influence is not without difficulties. John Lewis’ participate culture can sometimes slow decision-making because consultation with employees takes time. In the highly competitive retail industry, organizations are frequently required to respond quickly to market changes. Nonetheless, involving employees in change initiatives can boost acceptance, reduce resistance, and increase long-term organizational commitment. Robbins, and Judge (2010).
Overall, the John Lewis Partnership effectively leverages its organizational culture to respond to technological, economic, social, and environmental changes. The organization has maintained its resilience in a competitive retail market by combining innovation with employee involvement, ethical values, and a focus on customers. Schein’s model demonstrates how a strong organizational culture fosters organizational adaptability while also promoting long-term performance.
[bookmark: _Toc237200010][bookmark: _Toc237200193]Organizational culture and effective functioning.
Depending on how it affects employee behaviour, leadership, and organizational performance, organizational culture can either help or impede effective organizational functioning. Organizational culture at John Lewis Partnership mainly serves as an enabler because it fosters customer satisfaction, teamwork, and employee engagements, but it can also put up obstacle especially when quick strategic choices are needed. A helpful framework for comprehending how culture affects organizational effectiveness is provided by Edgar Schein’s three levels of organizational culture. (Schein and Schein, 2021).
The employee-owned business model of the John Lewis Partnership fosters a culture of justice, trust and shared accountability. Through the Partnership Council and other channels of commutation, employee, referred to as Partners, are encouraged to take part in decision-making. Because employees feel appreciated and involve in the success of the company, this participatory culture increases employee motivation. Motivation workers are more likely to support company goals, offer excellent customer service, and contribute creative ideas. As a result, the culture enhances teamwork, productivity, and customer satisfaction, all of which improve organizational functioning. 
The organization’s culture also promotes ongoing learning and adaptation. John Lewis invests in employee training, Buchana and Huczynski (2024) development, and sustainability initiatives, allowing it to adapt to changing customer expectations and technological development. Schein’s model      states that visible practices (artifacts) reflect deeper organizational values such as integrity, collaboration, and long-term commitment. These culture characteristics enable the organizational to remain resilience in a competitive retail environment.
Organizational culture can be a barrier despite these benefits. Before making significant decisions. John Lewis’s participative decision-making process frequently calls for consultation with employee representatives. Although this promotes justice and openness, it might postpone decision-making when quick action is needed. Competitors may react faster to shifting consumer trends, technological advancements, or financial difficulties in a retails market that moves quicky. Additionally, maintaining an employee-owned structure necessitates a large investment in employee engagement and commination, which may raise operating expenses.
However, these drawbacks are not greater than the organization’s culture’s overall advantages. Long-term organizational performance is strengthened, and staff turnover is decreased because of increased levels of commitment, trust and loyalty brough about by employee involvement. While upholding its fundamental partnership values, the company has proven its capacity to adjust to major external challenges, such as digital transformation, heightened online competition, and shifting consumer behaviour.
In summary, John Lewis Partnership’s organizational culture primarily facilitates rather than obstructs efficient organization operation. The culture improves employee engagement, innovation, customer satisfaction, and long-term sustainability, even though participatory decision-making may occasionally slow organizational responses. Consequently, the data indicates that John Lewis’s organizational culture offers a substantial competitive advantage by fostering efficient organizational performance and long-term commercial success.
Organisational structure and culture both interests and function to achieve the organisational objectives.
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         Source: Adapted from Mullins and Christy (2024)
The John Lewis Partnership has a collaborative, employee-cantered, and values-driven culture, as shown by the application of Schein’s Three Levels of Organization’s Culture. The Partnership Council and employee ownership are two examples of the organization visible practices (artifacts) that uphold the values of cooperation, justice, and trust. These are backed by more fundamental presumption that respected workers who participate in decision-making make better contribution to the success of the company. John Lewis has been able to maintain a positive corporate reputation, provide excellent customer service, and cultivate strong employee commitment thanks to this culture. However, because it can take time to consult with employee representatives, the participative culture may occasionally slow down strategic decision-making. However, these drawbacks are outweighed by the advantages of long-term sustainability, innovation, and employee engagement. John Lewis (2023).

Organizations work in an ever-evolving external environment that is impacted by social, political, technological, economic and environmental factors. Organizations must adjust to these changes while uploading their fundamental principles to stay competitive. John Lewis Partnership effectively responds to external environmental influences by utilizing its organization culture. assert that an organization’s response to external challenges is influenced by its culture, which is reflected in its artifacts, espoused values, and fundamental underlying assumptions.
Technology advancement is one important outside factor influencing the John Lewis Partnership. Customer expectation has changed due to the explosive growth of digital retailing and online shopping. John Lewis has responded by making investments in digital platforms, e-commerce, and enhanced online customer support. Despite adopting new technologies, the business has continued to uphold its culture of offering excellent customer service and fostering enduring relationships with its clients. This shows how an organization’s culture can foster innovation while upholding its fundamental principles.
Economic conditions have also influenced the organization. Rising inflation, higher operating costs, and changes in consumer spending have put financial pressure on many retailers. John Lewis has responded by increasing operational efficiency, investing in its supply chain, and controlling costs. Its collaborative culture and unemployment have enabled Partners to contribute ideas for increasing productivity and maintaining service quality in the face of challenging economic conditions. John Lewis (2025)

Evaluation the Impact of Organizational Culture on Organizational Performance and Propose Theory- Informed, Evidence-Base Recommendation.
Task Culture 
One of John Lewis’s most obvious cultural traits is task culture. Workers are urged to collaborate in to order to accomplish company objectives and provide top-notch customer service. Team are frequently given the authority to solve issues and offer suggestions for enhancements. This strategy encourages creativity and adaptability with the company.
John Lewis can adapt to changing market conditions and customer needs because of task culture. Because they directly profit from business success, through the employee ownership structure, employees feel accountable for organizational outcomes.
Person Culture
Person culture is also visible at John Lewis, where employees are treated as valuable stakeholders rather than just resources. Employee ownership models give partner as say in organizational decisions and encourage participation in governance processes.
This emphasis on employee well-being leads to high levels of engagement and commitment. According to research, organizations with engaged employees tend to have higher productivity and customer satisfaction rates.
Role Culture
Role culture also exists, even though John Lewis exhibits aspects of task and person culture. To maintain operational consistency, John Lewis, a sizable retail company, needs clearly defined roles, policies and procedures. Efficiency is maintained across stores and business units with the aid of formal reporting structures and job descriptions.
John Lewis can strike a balance between operational control and employee participation though the use of task, person, and role cultures. However, when quick decisions and needed, an over-reliance on consultation may sometimes diminish organizational agility.


[bookmark: _Toc237200011][bookmark: _Toc237200194]  Revenue trend over recent year
The Director of John Lewis plc (the Company and together with its subsidiaries ‘the group’) present the audited consolidated financial statements of the Group and of the Company for the 52-week period ended 25 January 2025.


Figure 2: Financial statements of the John Lewis.
The financial year is the 52 weeks ended 25 January (prior year:52 weeks ended 27 January 2024).
Key performance indicators
Financial performance (2025, 2024) revenue 11,113-10781. Profit before tax 98-59 profit before tax partnership Bunos and exceptional items 127-45 liquidity 1,497-1,708 borrowing (426) )721) 

Beyond the structure for sharing power amongst Partnership Council, the Partnership Board and the Chairman established by the Constitution, there are father formal ways in which democratic vitality is encouraged: through conversations with Councillors and Forum representatives; open journalism through the Gazette; through the work of the Democratic Vitality Team. (J LP plc-ARA 2024/25-JohnLewis Partnership-http://www.johnlewispartnership.co.uk)
The Chairman -The Chairman must ensure that the Partnership develops its distinctive character and its democratic vitality, while driving commercial performance. As such, they three   distinct roles:
· They are Chair of the Trust Company, responsible with the other Trustees for carrying into effect, with or without modification, the Deeds of Settlement, upholding the Constitution, and promoting in every possible way the wellbeing of the Partnership;
· They are, by virtue of their appointment as Chair of the Trust Company, Chair of the Partnership Board;
· The Chairman is the senior executive in the Partnership, ultimately responsible for its commercial performance. They are supported in this by Executive Team.  Market Screener (2024) 
Organisational Structure and Culture
Organisational structure and culture both intersect and function to achieve the organisational objectives.  John Lewis Partnership (2024)
Conclusion
Organizational culture has had a positive impact on the performance of John Lewis Partnership. Despite the challenges of participative decision-making, the organization’s culture promotes employee engagement, innovation, customer satisfaction, and long-term sustainability by continuing to adapt its culture while upholding its partnership values, John Lewis can improve its organizational performance in an increasingly competitive retail environment.
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