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1.Introduction:
The organisational culture of the John Lewis Partnership (JLP) has been a major factor in its long-term success and distinguishes it from many other UK retailers.  Unlike traditional businesses, John Lewis operates under and employee-owned partnership model, where employees are referred to as Partners. This unique culture influences decision-making, employee engagement, customer service and organisational performance. Mullins and Christy (2016).
John Lewis Partnership (JLP) is one of the United Kingdom's most distinctive retail organisations due to its employee-owned business model. Established in 1929, the Partnership operates the John Lewis department stores and Waitrose supermarkets, employing over 70,000 Partners who collectively own the business.  Unlike conventional shareholder-owned organisations, John Lewis Partnership places significant emphasis on employee participation. 
The purpose of this report is critical evaluate how the organisational culture influences the organisational structure and decision-making process within John Lewis Partnership. The report applies established organisational culture theories, including Schei's Three Levels of Culture (2021), to identify the organisation's prevailing culture and evaluate the impact of organisational effectiveness.














2.Organisational Culture of John Lewis Partnership.
The organisational culture of John Lewis Partnership (JLP) is based on employee ownership, democratic perception, trust and shared responsibility. This business is most retailers; the company is owned by employees who are known as Partners. At John Lewis Partnership, business model has shared a culture that commitment, collaboration and long-term thinking rather than focusing only on short-term profits. 
Employee Ownership.
The defining characteristic of the organisational culture at John Lewis Partnership is employee ownership. This ownership model creates a strong sense of responsibility, commitment and accountability.  employees are to contribute ideas, participate in decision-making and focus on the long-term success of the organisation rather than short-term financial goals. Uses to Mullins and Christy (2016), organisations with a strong culture develop shared values that guid employee behaviour and increases commitment.
Democratic Culture.
John Lewis Partnership promotes a democratic culture through employee representation, including the Partnership Council, where Partners can express their view and influence organisational decision. This open communication encourages trust, transparency and cooperation between management and employees. Mullins and Christy (2016) explain that participation in decision-making strengthens organisational commitment and improves relationship between management and employees. 
Shared Values.
The organisational culture of JLP is based on integrity, fairness, respect, collaboration and excellent customer service. These values influence everyday behaviour and help employees work towards common organisational goals. John Lewis Partnership demonstrates emphasis on ethical behaviour, teamwork and customer focus.





3.Influence of Organisational Culture on structure and decision-making (John Lewis Partnership)
The organisational culture at John Lewis Partneship positively influences on both organisational structure and decision-making processes. Culture shapes how authority is distributed, how employee communicate and how decisions are made within organisation. A strong organisational culture can improve efficiency, employee engagement and organisational performance by structures and decision-making practices support the organisations values and objectives. 
Structure of Organisational Culture influence.
The structure is directly affecting the design of organisational. The organisational with collaborative and employee- focused culture. 
John Lewis Partnership influences the organisational structure by encouraging participation and shared responsibility. Partners are given opportunities to contributed ideas and influence organisational decisions trough representative councils and consultation mechanisms. This creates a structure that is less rigid than traditional hierarchical organisations and promotes great employee involvement. The organisation comminating a balance between control.
Influence of Culture on Decision-Making.
Organisational culture also influences how decisions are made and who participates in the decision-making process. In culture that value collaboration and trust, decision-making is often more consultative, allowing employees to contribute ideas and feedback before decision are finalised. This can improve decision quality by incorporating diverse perspectives and increasing employee commitment to organisational goals. 
John Lewis Partnership, the culture of participation and ownership encourages managers to involve employees in discussions relating to operational improvements and customer service initiatives. This democratic process approach supports innovation and strengthens employee engagement because individuals feel that that opinions are valued.
However, participative decision-making can sometimes slow the decision process, when consensus is required. During periods of rapid change or crisis, organisations may need to adopt a more centralised approach to ensure decision are implemented quickly and effectively. While a collaborative culture can improve decision quality, it may reduce decision-making speed compared with more autocratic organisational culture.

Critical Evaluation.
The relationship between culture, structure and decision-making is closely interconnected. The culture promotes trust, collaboration and employee involvement is like to support flatter organisational structures and participative decision-making processes. These characteristics can improve employee motivation, creativity and organisational commitment.
In the case of John Lewis Partnership, the employee-owned culture has positively influenced both organisational structure and decision-making by participation and shared responsibility. This balance can be challenging in a large organisation where operational efficiency requires formal procedures and clear lines of authority.
Overall, organisational culture plays a crucial role in shaping both structure and decision-making. Organisations that align their structure and decision- making processes with culture values are more likely to achieve employee engagement, operational effectiveness, and long-term success.
The culture has several positive influences on the organisation:
Employee Motivation – because employees share in company profits through bonuses, they are more motivated to work towards organisational goals. The sense of ownership encourages commitment and responsibility. This increases job satisfaction and commitment.
Customer Service – a strong culture of putting customers first encourages employees to provide high-quality service. Better service and customer experiences lead to increased customer loyalty and repeat business.
 Teamwork and Collaboration- John Lewis promotes respect, trust and open communication, encouraging employees to work together effectively. This improves the problem-solving and productivity.
 Decision- Making- the partnership democratic culture allows employees to share ideas and influence decisions.  This can lead to better- informed decisions and process may sometimes take longer.
Employee Retention- positive working environment, employee benefit and opportunities to participate in the business encourage staff to stay with the organisation, reducing recruitment and training costs. 
 Business Performance- motivated workforce and strong customer service contribute to higher productivity, improved sales and log-term business success.
 Reputation- John Lewis Partnership, has developed reputation and ethical employer is important for the businesses. The attractiveness of talented employees and customers who value responsible business. 

 4. Identifying Cultural Types:  Models and Framework.
Organisational culture and framework help explain how different cultures influence employee behaviour, leadership, decision-making and business performance. To understanding how culture affects organisations, several theoretical models have been developed. This section applies the theory of Charles Handy, Edgar Schein, Robert E. Quinn and Kim S. Cameron to evaluate the organisational culture of the John Lewis Partnership.
Handy Cultural Types:
Handy (1993). According to Chales Handys, organisations can be characterised by major cultural types: Power Culture, Role Culture, Task Culture and Person Culture. All type influences, how authority is exercised how decisions are made and how employees interact within the organisation.
Task Culture is based on teamwork and collaboration. Employees are organised into teams to solve problems and achieve organisational objectives, making this culture suitable for organisations that value.
 Role Culture focuses on clearly defined responsibilities, policies and procedures. It is commonly found in large organisations were consistency and control are essential.
Power Culture is characterised by centralised authority where decision-making is concentrated among a small number of senior leaders. This culture enables rapid decision-making but may reduce employee participation.
Person Culture, individuals at the centre of the organisation, with organisational goals supporting the professional needs of employees. This culture is commonly found in professional partnerships.
Schein's Organisational Culture Model.
Schein and Schein (2021) artefacts, espoused values and basic assumptions. At John Lewis, artefacts include employee ownership, representative councils and referring to employees as Partners. Espoused values include trust, fairness, customer service and sustainability. The underlying assumptions are that employee ownership increases commitment and organisational performance. Although the model does not fully explain subcultures, it remains useful for understanding John Lewiss organisational culture.
Scheins framework demonstrates that organisational culture extends beyond visible behaviours and includes deeply embedded beliefs that influence everyday behaviour decision-making. The models make particularly useful for understanding why the employee-owned structure of John Lewis has been impacted on employee commitment and organisational performance. The John Lewis Partnership is represented by artefacts, including its customer-focused stores, employee ownership structure and collaborative working environment.
The Partnership promotes values such as trust, employee ownership and exceptional customer service. These values are communicated to corporate policies, leadership behaviours and organisational objectives. The deepest level of culture consists of basic underlying assumptions and sharped that employee who have ownership in the business are more motivated to deliver outstanding customer service and contribute to long-term organisational success. 
Competing Values Framework.
The competing value of framework is developed by Robert Quinn and Kim Cameron identifies four organisational culture types: Clan Culture, Adhocracy Culture, Market Culture and Hierarchy Culture. 
Clan Culture focuses on teamwork, collaboration and employee development. 
Adhocracy Culture encourages competitiveness, productivity and achieving measurable results.
Market Culture emphasises competitiveness, productivity and achieving measurable results.
Hierarchy Culture values formal structures, rules and operational efficiency.
John Lewis Partnership is most closely associated with Clan Culture, promotes employee participation, collaboration and long-term commitment through employee ownership model. At the same time, aspects of Hierarchy Culture exist because formal governance structures and operational controls are necessary to manage a large organisation effectively.
Critical Evaluation. 
The framework provides a different method for identifying organisational culture. Handy’s model is useful because it clearly categories different cultural types, however, many organisations display characteristics of several culture, limiting ability to explain complex organisations fully.
Schein's model provides greater depth by explaining how visible organisational practices are shaped by underlying values and assumptions. John Lewis Partnership, where employee ownership influences everyday behaviour and organisational identify.
The Competing Values Framework offers a balanced approach to by recognising that organisation can combine different cultural characteristics. This makes relevant for analysing modern organisation operating in dynamic business environments.
 Organisational Culture Model is most comprehensive understanding because it examines both the visible and invisible elements that influence organisational behaviour. John Lewis Partnership combining Schein's model with Handy’s Culture Types and a well-rounded analysis that meets the critical evaluation.

 5.Culture and External Environment.
John Lewis Partnership uses its unique employee-owned culture to adapt to changes in its external environment.  Because employees are Partners and co-owners of the business, they are encouraged to share ideas, participate in decision-making and focus on delivering excellent customer service. This enables the company to respond more effectively to competition, changing customer expectations and economic challenges.
According to Mullins and Christy (2016), organisational culture refers to the shared values, beliefs and behaviours that influence how people work with an organisation. John Lewis Partnership is one of the UK largest employee-owned retail business, operating the John Lewis and Waitrose brands. 
The company also responds to regulations and social expectations by promoting diversity, equality, sustainability and ethical business practices. These cultural values strengthen employee commitment and enhance the company's reputation with customers. The culture is based on employee ownership, trust, collaboration and customer service excellence.  The company's guiding principle is to create a successful business that benefits both the customers and Partners than maximizing profits for external shareholders.  According to Denison (1990), organisational effectiveness is supported by four cultural traits:  involvement, adaptability, consistency and mission.
 Using Denison's Traits Theory, John Lewis Partnership demonstrate:
· Mission- a clear purpose centred on excellent customer service and long-term sustainability.
· Adaptability- responding to changes in the retail market through digital transformation and innovation.
· Involvement- Partners are actively involved in decision-making because they are employee-owners.
· Consistency- shared values of trust, fairness and teamwork create a strong and stable organisational culture.

Key Characteristics of the Culture:
Employee Ownership - known as Partners because they share ownership of business. As Parters participate in decision-making representative councils and governance structures. Financial, including bonuses is when performance allows, are shared among employees.
Democratic Leadership- Partners can voice opinions and influence business decisions. Leadership emphasizes transparency and accountability also open communication and employee involvement. 
Customer- Centred Values- excellent customer service is a core culture value; staff are encouraged with build long-term customer relationships also quality service rather than aggressive selling.
Ethical Business Practices- the partnership promotes responsible sourcing and community engagement. Ethical business and behaviour strengthen customer trust and brand reputation.
Collaboration and Teamwork- department work together to achieve organisational goals. Knowledge of sharing and support encouraged across store and business units. 

John Lewis Partnership responds to the external factors identified in the PESTLE analysis, including competition, employment legislation, technological change and suitability expectations, through its employee-owned culture, democratic leadership and ethical business practices. These cultural characteristics help the organisation remain adaptable while maintaining consistent organisational values. This supports the views of Mullins and Christy (2016), who argue that organisational culture influences organisational performance and adaptation to change and Denison (1990), whose model highlights the importance of involvement, adaptability, consistency and mission.








Political:
· UK employment laws influence staff welfare and workplace practices.
· Policies and import regulations affect product sourcing.
· Government sustainability initiative encourages environmentally responsible operations.
Economic:
· Inflation increased operation costs and reduced consumers purchasing power.
· Interest rates affect investment decisions.
· Cost- of- living pressures encourage consumers to seek greater value of money.
· Economic uncertainty directly influences retail sale and profit.
Social:
· Customers increasing prefer sustainable and ethically produced products.
· Online shopping continues to grow. 
· Demographic changes create demand for convenience, premium food, personalized services.
Technological:
· Growth of e-commerce requires continued digital investment.
· Artificial intelligence and data analytics improve innovatory management and customer experience.
· Supply chain efficiency while reducing operational costs. 
 Legal:
· Employment legislation is essential because of the Partnership's employee- focused model.
· Consumer protection and data privacy laws affect retail operations. 
· Health and safety regulations protect employees and customers.
 Environmental:
· Pressure to reduce carbon emissions and packing waste.
· Sustainable sourcing is increasingly important.
· Consumers expect businesses to demonstrate environmental responsibility. 
 

 Impact of the External Environment on Culture. 
The external environment shapes the culture of John Lewis Partnership: 
· Economic pressures encourage efficiency while maintaining employee engagement. 
· Technological developments require Partners to develop new digital skills.
· Environmental expectations, the company ethical and sustainability values.
· Changing customer behaviour, the culture of innovation and customer focus.
· Competitive pressure from online retailers encourages continuous improvement and service excellence. 
 Strengths of the Culture:
· High employee motivation trough ownership.
· Strong customer loyalty
· Ethical reputation.
· Effective teamwork and collaboration.
· Long-term business perspective rather than short-term shareholder pressure.
   Challenges:
· Maintaining employee engagement during difficult financial periods.
· Balancing investment with Partner rewards.
· Responding quickly to rapidly changing retail trends.
· Competing with digital-first retailers.
· Managing costs while preserving high service standards.















6. Organisational Culture as a Barrier in John Lewis Partnership.
Mullins and Christy (2016) explain that although a strong organisational culture can improve employee commitment and organisational performance, may also become a barrier to change.  The John Lewis Partnership is widely recognised for its positive employee-owned culture, some aspect of the organisational culture can create barriers to business performance and change. This barrier may reduce organisational flexibility, delay decision-making and make it more difficult for the Partnership, remain completive in the rapidly changing retail market.
Resistance to change. 
Mullins and Christy (2016) explain that to strong organisational culture can create and long-established ways of working can make it difficult to introduce new technologies, business processes or organisational recruiting. Employees may prefer established practices, slowing innovation and adaptation.
Slow Decision-Maing.
Employee participation improves motivation and commitment but can also slow decision-making. In John Lewis Partnership, consultation with Partners and representative to changing market conditions.
High Employee Expectations.
Mullins and Christy (2016) argue that employee involvement and motivation increase expectations regarding a job security, participation and rewards. At John Lewis Partnership, reduce bonuses and organisational changes may be negatively affecting employee morale.
Balancing Employee and Business Interests.
At John Lewis Partnership, decisions such a cost reductions or store closure be conflict with the employee expectations, creating internal resistance.  Mullis and Chrity (2016), that managers must balance employee needs with organisational objective.
Difficulty Competing with Fast- Moving Retailers.
Porter (1985) explain that organisations need competitive advantage and rapid responses to market changes. The organisational structures and cultures can affect organisational flexibility. Therefore, John Lewis Partnership collaborative culture may reduce ability to respond as quickly as competitors.



Cost of Maintaining the Partnership Model.
This can become a challenge during periods of economic uncertainty. Mullins and Christy (2016) explain the investing in employees through training, benefits and participation can improve commitment but also increases organisational costs.
Risk of Complacency.
Schein (2017), a strong organisational culture can become deeply embedded over time. In John Lewis Partnership, may increase the risk of complacency and created stability, also discourage innovation and reduce employees adopt new ways of working. 
7.Impact of Culture on Organisational Performance.
At John Lewis Partnership (JLP) is the most significant of impacts culture is high employee engagement. Because employee are co-owners of the business, they are encouraged to participate in decision-making and contribute ideas for improving organisational performance. To Storey and Salaman (2017), employee ownership strengthens employee's commitment to organisational goals and creates a greater sense of accountability for busyness outcome.
Customer Service Quality JLP culture also has a positive effect. The company's values encourage Partners to take personal responsibility for customer satisfaction rather than simply completing assigned tasks. This customer- focused culture has helped John Lewis Partnersip maintain a strong reputation for service quality and customer loyalty, creating a competitive advantage in the UK.
Improved Organisational Commitment and Lower Employee Turnover. Employee who feels value and involved are more likely to remain with the organisation, reducing recruitment and training costs while preserving organisational knowledge. The Partnership model reinforces a sense of belonging, which contributes to higher motivation and long-term organisational stability.
JLP culture also supporting long-term organisational performance by prioritising sustainable growth and over short-term shareholder returns. The business is owned by its employees rather than external shareholders, management can invest in employee development, innovation and customer experience. This approach has helped the organisation remain resilient despite increasing competition and changing retail conditions. 
Research by Storey and Salaman (2017) concludes that the employee-owned culture at John Lewis strengthens responsible business practices, employee commitment and organisational performance. They demonstrate that organisational culture is not only a source of employee satisfaction but also an important strategic asset that contributes to the business success.

8.Conclusion:  
This report has demonstrated that organisational culture plays a fundamental role in shaping organisational structure, decision- making and overall organisational performance within the John Lewis Partnership. Using Mullins and Christys (2016) perspective, it has been shown that culture influences employee behaviour, management practices and organisational effectiveness. The application of Schein's Three levels of Culture, Hamdys Culture Types and Hofstede's Culture Dimensions identified John Lewis Partnerships as an organisation characterised by collaboration, employee ownership and long- term commitment. 
John Lewis Partnership has developed a strong organisational culture centred on employee ownership, democratic participation and shared values. Applying the theory presented by Mullins and Christy (2016) shows that JLP culture encourages employee commitment, corporation and organisational effectiveness, making it one of the company's key strengths.
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