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Organisational culture is the shared beliefs, attitudes, and actions that impact employees’ performance and interaction inside an organisation. It influences decision-making, leadership thinking, and overall performance of an organisation. According to Schein and Schein (2017), organisational culture is a way of thinking that develops when organisations find ways to handle their internal and external issues. These assumptions affect how employees perform and respond to organisational situations.
Culture is a major source of competitive advantage in modern organisations since it promotes employee engagement, teamwork, and organisational success (Cameron and Quinn, 2011). According to Johnson et al. (2017), a strong culture also helps a company adapt to external changes like technological innovation and shifting market conditions.
The organisational culture of John Lewis Partnership, a major UK retailer that manages the Waitrose and John Lewis brands, is examined in this study. It focuses on how decision-making, governance, and overall performance are impacted by the company's employee-ownership model (Bradley and Taylor, 2023).
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The unique employee-ownership structure and commitment to democratic governance of the John Lewis Partnership greatly influence its organisational culture. Unlike typical shareholder-controlled companies, the corporation is jointly owned by its employees, who are referred to as "partners" (Bradley and Taylor, 2023) This distinctive ownership concept encourages employees to assume personal accountability for the performance and success of the company. As they participate in the company's financial advantages and decision-making processes, partners usually demonstrate higher levels of drive, dedication, and involvement in their work. According to Storey and Salaman, (2017), employee ownership inside the organisation fosters a strong sense of loyalty and accountability among staff, which favourably impacts organisational performance.
The principles of partnership are one of the most important values of the organisation.  Partnership supports managers and staff to work better in cooperation. They create a friendly environment where everyone feels valued and respected. Workers are encouraged to take part in making decisions in the organisation. Ways of managing the organisation, such as the Partnership Council, allow elected employee representatives to raise their voice about problems, examine organisational guidelines, and join important discussions. This makes a difference to empower worker inclusion. These cooperation strategies make a friendly work environment and construct trust between representatives and pioneers.
Another important aspect of the organisation's culture is its emphasis on justice, equality, and mutual respect. The company promotes an inclusive workplace where employees from various backgrounds and levels of hierarchy are encouraged to express their opinions. Organisations that promote equality and employee involvement usually witness gains in work satisfaction and organisational commitment (Hofstede et al., 2010). At John Lewis Partnership, open channels of communication and employee representation support the growth of a collaborative workplace that values teamwork above rigid hierarchical control.
Excellent customer service is also highly valued in the organisation's culture. Employees are empowered to make decisions that enhance the customer experience, allowing them to quickly and effectively resolve problems without excessive administrative approval. Employee empowerment has the potential to significantly improve customer satisfaction and service quality. Kotter (2012) claims that businesses that encourage individual liberty typically have higher levels of customer satisfaction and improved organisational performance. The company's reputation in the competitive retail sector is enhanced when employees are given the authority to take personal responsibility for delivering exceptional customer service.
Along with its core values, the organisation places a high priority on sustainability and ethical responsibility. The company has implemented several initiatives related to ethical sourcing, environmental conservation, and community involvement. These initiatives demonstrate the company's commitment to corporate social responsibility and satisfy the needs of modern consumers who desire ethical and sustainable business practices. Long-term corporate legitimacy and stakeholder confidence can be enhanced by a corporate culture that places a high priority on ethical standards (Whelan, 2016).
The company also makes investments in training and development of its employees. Workers can improve their skills and keep up with the fast-changing retail world by taking part in training programs and development activities. By investing in their employees, the company ensures that workers can keep up with what customers need and new technology.
John Lewis Partnership has a workplace culture that focuses on teamwork, fairness, employee empowerment, and ethical responsibility. The company's strong reputation, motivated employees, and lasting success are all significantly shaped by these cultural values, which differentiate it from many competitors in retail.
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In John Lewis Partnership, this unique setup significantly affects how people communicate with each other, make decisions, and operate the organisation. Employees are encouraged to join discussions about plans, rules, and changes at work because they are considered partners and have a stake in the company. As a result, the company culture emphasises collaboration, shared decision-making, being open, and sharing responsibility as a group. 
These cultural values affect how managers interact with employees and how decisions are made in the company. Also, a culture where everyone gets involved encourages teamwork and builds trust among workers, which can improve how engaged employees feel and helps the company perform better. According to Schein and Schein (2017), people communicate the way leaders act and organisations are set up are all strongly influenced by their culture (Schein, 2017).
The way the organisation is run shows its cultural values. One of the most unique parts of the structure is the Partnership Council, which represents employees throughout the organisation (Al-Abdallah et al., 2023). Through this council, partners can join discussions about the organisation's plans, workplace rules, and performance of management. The council can ask questions to top leaders and influence important choices that impact the organisation. These management practices show that the organisation is open and responsible. 
Deeply rooted cultural assumptions that control how relationships and authority are managed inside an organisation frequently have an impact on organisational design (Schein and Schein, 2017). Employee involvement is incorporated into the governance structure of the John Lewis Partnership because the fundamental idea is that employees should share accountability for the organisation's success.
The organisation often uses a participatory approach for making decisions. Before making big changes to how things work or plans, managers are encouraged to discuss with their staff. This way of working values teamwork, viewing people as important partners in the company’s success instead of just workers (Kwon and Kim, 2025). 
Participatory decision-making allows organisations to benefit from a range of perspectives while also instilling a sense of worth in personnel. Participatory leadership improves the quality of organisational decisions by incorporating a wider range of information and experience (Kwon and Kim, 2025). When employees provide suggestions and feedback, organisations are more likely to identify practical solutions to operational challenges.
Focusing on shared responsibility and ownership is an important aspect that culture influences how an organisation is structured. Employees care about the company's future and finances because they are also owners of it. This way of owning things encourages people to care about the results of their work. As a result, workers are more likely to come up with new ideas, notice problems, and support improvements in the organisation. Workplaces that encourage taking responsibility and being involved can increase employee commitment and make the organisation stronger (Assens-Serra et al., 2021).
Nonetheless, there might be some problems with how participatory government works. When different people are involved in making decisions, it can take more time to carry out important plans (Kwon and Kim, 2025), especially in quick-moving fields like retail. Organisations need to quickly adjust to changes in the market, new technology, and what customers like in a very competitive environment. Delays can occur when decisions need careful thought from different levels of the organisation. However, these potential problems are often less important than the benefits of trust, collaboration, and employee engagement. When employees take part in making decisions, they are more likely to support changes in the organisation and support its implementation.
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It is feasible to acquire a better knowledge of John Lewis Partnership's corporate culture by employing well-established theoretical frameworks from organisational studies. These theories contribute to an understanding of how cultural values influence organisational conduct, leadership, and performance.
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A well-known framework to evaluate organisational culture was developed by Edgar H. Schein, which states that culture works on three connected levels: basic beliefs, values, and underlying assumptions (Schein and Schein, 2017).
At the basic level, the way an organisation is set up and how it operates reflects its culture. In the John Lewis Partnership, there are things like employee ownership, democratic decision-making, and open communication that show how the organisation works. These visible elements show that the organisation cares about being involved and collaborating. Workers are urged to join in making company decisions, share their ideas, and express their thoughts.
Organisational values are the guiding principles that influence behaviour within the organisation make it the second level. John Lewis Partnership believes in fairness, respect, quality customer service, and ethical responsibility. These principles influence the rules of the organisation and how staff interact with each other and with customers. By emphasising these important ideas, the company fosters a collaborative and high-quality work environment.
The basic beliefs and hidden thoughts that influence how a company behaves are at the core of its culture. One of the main beliefs of John Lewis Partnership is that treating people more like partners rather than just employees makes customers satisfied and improves the overall performance of the organisation. The way the organisation is operated and organised is based on this belief.
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Geert Hofstede's model shows how cultural values affect the way organisations behave.  Hofstede (2001) identified several key traits, including power distance, individualism vs. collectivism, how people deal with uncertainty, and masculinity vs femininity. These factors help to understand how choices are made, who has power, and how teamwork is seen inside companies. Organisations with low power distance encourage employees to participate and support open communication between management and workers. The John Lewis Partnership has a way of working where employees can take part and make shared decisions. This shows a culture where there is no gap between management and workers; everyone is seen as partners instead of just employees (Hofstede, 2001).
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Gerry Johnson and Kevan Scholes' cultural web model explains corporate culture using six connected parts: stories, symbols, power structures, organisation structures, control systems, and rituals and routines (Johnson et al., 2017). These parts come together to create the main ideas of the organisation. Managers can use this model to see how regular activities support the company's culture. Traditions like sharing profits, employee ownership, and strong internal communication are key practices at John Lewis Partnership. They support the company's long-term values and teamwork culture.
· [bookmark: _Toc224007463][bookmark: _Toc224007498][bookmark: _Toc224007586][bookmark: _Toc224009301]Handy Culture Types
Power culture, role culture, task culture, and person culture are the four main types of organisational cultures that Charles Handy identifies. A task culture focuses on teamwork and working together to achieve company goals, while a role culture is organised around specific tasks and set procedures (Handy, 1999). Many large retail stores mix role culture and task culture together. While formal procedures help make the retail operations run smoothly, teamwork and shared responsibility among workers at John Lewis Partnership show elements of a task-focused culture.
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Terrence Deal and Allan Kennedy use two factors to classify corporate culture: how much risk involved in activities are and how quickly feedback is given. There are four types of work cultures described here:1) Work-hard/play-hard, where people work hard but also have fun; 2) Tough-guy machismo, which focuses on strong, competitive attitudes; 3) Process culture, which values rules and procedures; and 4) Bet-the-company culture, where big risks are taken for big rewards (Deal and Kenney, 1983). Retail companies often show a work-hard/play-hard culture, which means they really focus on being motivated, collaboration, and providing high-quality service to customers. John Lewis Partnership shows a strong focus on customers and involves its staff, which helps achieve high service levels and commitment to their goals.
In general, the John Lewis Partnership's workplace culture shows qualities that can be explained by different cultural frameworks. Charles Handy's idea of task culture and Geert Hofstede's concept of low power distance aligned with the John Lewis Partnership’s teamwork and employee-owned setup.
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Organisations need to change with the external business environment because they are not isolated. The way John Lewis Partnership works is very important for dealing with these challenges.
Due to the rapid growth of online shopping and new technology, the retail industry in the UK has seen a massive change in recent years. Increasingly, people prefer shopping online, using digital payment options, and having tailored experiences. John Lewis Partnership has made significant investment on projects to improve its digital technology, like better online shopping websites and connected supply-chain systems, to remain competitive.
The organisation supports employee involvement in technological change because it has a teamwork-focused culture that helps spark new ideas. Workers can take training courses to improve their skills with modern retail technology and help them learn digital skills. According to Lee and Yu (2004), companies that have a strong culture with engaged employees, flexibility, and a clear mission can better adjust to changes in their environment.  John Lewis Partnership shows these qualities by really focusing on learning within the company and involving employees.
Following rules and regulations from external sources is another important factor. Retail businesses must follow several rules about protecting customers, treating employees fairly, and being environmentally friendly. John Lewis Partnership has a strong sense of ethics that encourages people to act responsibly and ensure everyone follows the rules.  Trust from stakeholders and a good reputation for the organisation are improved by having an ethical culture within the organisation.
[bookmark: _Toc223845130][bookmark: _Toc223869524][bookmark: _Toc223874301][bookmark: _Toc224007466][bookmark: _Toc224007501][bookmark: _Toc224007589][bookmark: _Toc224009304]Organisational Culture as a Possible Concern
The John Lewis Partnership has several benefits in its organisational culture; some cultural traits might cause problems. A major problem is participatory decision-making that makes the process more complicated (Kwon and Kim, 2025). Since the organisation is owned by its employees, decision-making often involves feedback from management teams, employee representatives, and groups like the Partnership Council. 
This inclusive method improves democratic participation and clarity, but it might slow down the decision-making process. To stay competitive in fierce markets like UK retail, businesses often need to respond quickly to changes. The decision-making process can take a long time and be less flexible when more discussion is needed before making changes in the organisation.
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When trying to execute change, organisations often face several challenges. Some examples of these challenges are strong organisational traditions, fear of the unknown, reluctance from employees, and concerns about job safety. Employees at companies with strong traditions may prefer to work on familiar ways of doing things and might feel uneasy about new methods or changes (Cameron and Quinn, 2011). These problems can make it harder to make decisions and can slow down changes in the organisation.
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Resistance to change within an organisation can be another challenge. Workers who really believe in the organisation’s current values and ways of doing things might be cautious about new methods, technology changes, or organisational adjustments. People often resist change when they think new plans could disrupt their usual work processes or jeopardise their job security (Kotter, 2012). Workers might prefer traditional ways of working in companies with strong cultural values, such as John Lewis Partnership, which could make it difficult to change the organisation.
Also, focusing on teamwork and agreeing with each other can sometimes make it harder for managers to take charge and can lead to confusion about who is really in control of decisions. When many people are involved in decision-making, responsibility will likely be shared among many groups instead of being assigned to specific leaders. Sometimes, this situation can slow down plans or make it hard to respond to the market needs. John Lewis Partnership has generally done well in keeping its core values while also adapting to changes in the market, despite facing challenges. To stay competitive and maintain its values of teamwork, fairness, and employee involvement, the organisation regularly updates its rules and management methods.
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The success of John Lewis Partnership is prominently affected by its organisational culture. The idea of employee ownership helps create a deep sense of responsibility and commitment among workers. This is one of the main factors that drives this effect. Employees feel a stronger connection to the company's success and future when they are seen as "partners" in the organisation. When workers feel they are important to the organisation's success, having ownership can greatly increase their motivation, involvement, and productivity (Storey and Salaman, 2017).
Also, John Lewis Partnership's collaborative culture encourages the organisation to learn and bring new ideas.  Employees are more likely to suggest improvements in operational procedures and providing customers service strategies when they are encouraged to share their ideas and join in making decisions. Schein and Schein (2017) claims that organisations with strong participatory culture often have more trust, better communication, and improved problem-solving in groups. This collaborative environment allows an organisation to respond to changes in the market and new technology in retail.
Also, the company's image among stakeholders and consumers is improved by its strong ethical culture. More and more customers like businesses that use ethical sourcing, care for the environment, and provide fair treatment for their workers. John Lewis Partnership builds customer trust and strengthens its position in the UK retail market by promoting honesty, fairness, and social responsibility. John Lewis earned 3.8 stars out of 5 for their employee treatment according to Glassdoor's independent survey (2026). Companies with a strong value-based corporate culture often achieve better long-term sustainability and organisational performance (Cameron and Quinn, 2011).
In general, the way John Lewis Partnership operates is important for customer satisfaction, employee engagement, and ensuring the business performance in the long run. Employee ownership, teamwork, and shared decision-making help the company stay competitive in the changing retail market while keeping its unique identity.
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According to this report, John Lewis Partnership has a culture that really promotes teamwork, shared responsibility, and employee engagement. Many frameworks, including Edgar H. Schein's cultural model, Hofstede's cultural dimensions, Charles Handy's culture type, Deal and Kennedy's cultural types, and the cultural web by Johnson and Scholes were used to determine. These guidelines show how the company keeps employees involved while staying competitive in the retail industry.
Sometimes, certain cultural traits can make it hard to decide or adapt to changes, but overall, culture has a positive influence. A strong partnership culture helps keep customers satisfed, encourages new ideas, and increases employee involvement. In short, the way John Lewis Partnership works and connects with its employees has been very important for its success and will continue to be in the future.
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