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[bookmark: _Toc86407866]Introduction

The aim of this report is to look at the John Lewis Partnership and identify a key issue faced by the Partnership. By using analytic tools such as SWOT and PESTLE, the report will explore the impact the Covid pandemic has had on the business but also consider factors prior to 2020 and ascertain the impact these factors had on the Partnership and determine if the decline would have continued even without the Covid pandemic.
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[bookmark: _Toc86407868]Background of organisation

History of John Lewis
In 1864, John Lewis opened a small Draper’s shop on Oxford Street. The business successfully grew and today it is a leading omni-channel retailer in the UK selling everything from clothing, jewellery, giftware, cosmetics, houseware/furniture, audio-visual, computing, food to Home Insurance, Foreign Currency, and their own credit card ‘the Partnership Card’. London (John Lewis Partnership. About Us., n.d.).
In the last 10 years the number of John Lewis stores grew and then increased to 50 locations. (John Lewis store count UK Statista. 06 Jul. 2021).
Part of the John Lewis Partnership is British supermarket retailer Waitrose, who own 338 supermarkets across the United Kingdom as of 2020 (Blazquez, A. 2021). 
Unfortunately, as of 2021, the John Lewis Partnership reports a £517 million annual loss, after the pandemic battered its department stores (Jahshan E. 2021).
This loss will inevitably result in store closures and redeployment and redundancies in staff. Could this massive loss have been avoided? 
Avoided? No but reduced? Maybe….
A major loss for the Partnership has been due to the ‘never knowingly undersold’ pledge. Lower prices from other High Street retailers have forced John Lewis to cut prices to match those of competitors, which have then embarked on the highest level of discounting in over 10 years (Butler, S and Wood, 2020). Historically the John Lewis stores have purposely been situated on prestigious sites on the High Street or outlets in high-end stores. The décor and ambiance of the store has always intended to attract a more affluent, upmarket customer base. Once the Partnership announced the ‘high street price match guarantee’ pledge, they in effect put themselves in direct competition with the lower end high street retailers who had less overheads than they had. This then had a direct effect on their profit margin since the inception of the price pledge.
Evidently, the Covid pandemic has massively affected the John Lewis Partnership, but I think it would be misguided to apportion its entire downfall to it. Brexit certainly didn’t help the retailer, when in 2017, the then Chairman Sir Charlie Mayfield warned that profits had halved over Brexit uncertainty, amid rising prices and weaker consumer demand. (Butler, S and Monaghan, A 2017). To date, following the Covid pandemic, the daily life and buying patterns of the High Street Consumer have changed dramatically and this has impacted not only the profit margin of John Lewis Partnership but also has completely altered the way in how the stores need to operate in the future (V, Meghna 2021). Thus, presenting another issue to the already struggling Partnership.
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[bookmark: _Toc86407869]Impacts of the main problem

With the Chair of the John Lewis Partnership, Dame Sharon White describing the last year as ‘the most challenging in the Partnership’s history’ (Hardcastle, K. 2021) and the history being over 157 years, it would be astute to accept that surviving through the Covid19 pandemic has significantly damaged the success of the Partnership and highlighted the already existing challenges they faced prior to 2020.  The main problem seems to be recouping the losses from recent years but also the need to evolve into what today’s consumer market wants.
[bookmark: _Toc86407870]Nature
A £517 million loss is a huge deficit for any organisation, but for a Partnership such as John Lewis who are reliant on the consumer market it calls for major restructure and massive changes in how they deliver their services. 
[bookmark: _Toc86407871]Scope
Covid hit the Partnership hard but they were already in decline before then. The pandemic has hastened the necessity for them to evolve 
“We’ve seen five years of change in the past five months, and Waitrose and John Lewis have responded with great agility” (Dame White. 2021)
With online sales growing, the need for the High Street store is diminishing, these store closures will affect the areas they are in and the people who work in the stores.  The economy of the areas that are losing the stores will suffer, the staffing redundancies alone will affect many local residents, including floor staff, security/CCTV operators, cleaners and waste disposal firms. Nearby local food places will lose lunch time custom, transport services such as buses and taxis may be affected also, Insurance companies and the landlords of the buildings will lose income. Even neighbouring stores may feel the impact as customers may not go to the area once the John Lewis store is closed down. Also, the John Lewis Partnership has always supported community projects, if the store is gone then the projects will lose the funding. 

[bookmark: _Toc86407872]Impact
Customers will no longer have the option of being able to browse in a store, try clothes on, or see their purchase before they buy. Online shopping is becoming the norm, but a lot of people still like to see what they are buying before they buy, especially when purchasing larger more expensive items. These consumers will have to travel to the next nearest store, or perhaps may just begin to shop elsewhere. 
The impact of the closure of stores will have financial implications on the whole area, the local economy will suffer as there will be higher unemployment and less disposable income. Shops will lose custom, entertainment venues such as cinemas and restaurants will also feel the slump in the economy. 
Will the buildings they vacate remain vacant? That’s poses a future problem for the area. The High Street is slowly declining, if a store as reputable as John Lewis cannot sustain in the area, can another less known company? 
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The consumer market is the force behind how John Lewis moves forward now, and the Partnership seem determined to access every avenue of the market they can. However, the direction of the consumer market relies heavily on the Economy. The uncertainty around Brexit and the future has already caused major concerns and affected many businesses.  Combine that with the lockdown during the Covid pandemic, the restrictions, and the changing shopping habits of the public, we are still very much in unchartered waters. It seems precarious for the John Lewis Partnership to take its directive from a fragile, unstable consumer economy when the consumer is itself unsure of what their own financial predicament will be. Regardless though, recognising the need to change and working hard to cater to the ‘New High Street’ shopping experience is the only way they can possibly survive.
It appears the Partnership is working on and establishing as many avenues as possible it can to survive.  From massive, expensive refurbishments to existing stores to the complete closure of other stores. Although refurbishment is essential in order for the Partnership to evolve and meet the needs of the present-day consumer, it is a risk to spend the amount that they are planning to spend with no guarantee of custom. The strength in this though, is their reputation, they are a reputable store, with a long history and a solid customer base. Introducing the new ‘Anyday’ brand offers a more affordable purchase for the consumer, this will attract a new customer but also appeal to existing customers who are loyal to the store but are not as financially comfortable as in previous years. 
The Covid pandemic increased their online revenue, supporting a substantial part of their profit margin. ‘Johnlewis.com’s sales skyrocketed by 73 per cent, now accounting for three quarters of John Lewis’ total sales’ (Jahshan, E. 2021).  The Partnership is embracing their online success and have purchased extra storage space to accommodate more orders and product. They have also increased the salaries of their delivery drivers, ensuring they remain loyal to the company. This will serve to enhance future profit margins as more and more consumers now prefer to shop online. The inception of the ‘virtual appointment’ is genius, it offers the online shopper a more personalised experience. 
They have also began merging John Lewis products into Waitrose stores, having discovered only 30% of customers currently ‘shop with both brands’, this is a clever tactic, costing the Partnership no extra capital but opening up a whole new platform to sell product. 
There are also discussions regarding John Lewis becoming property owners, building 10,000 new homes to rent over the next 10 years, and offering the tenant the opportunity to have the homes furnished by John Lewis. 
Another new enterprise the business is venturing into is furniture to rent (Calnan, M. 2021). This is an innovative approach that should entice previous customers back but also ensure new customers have the chance to ‘try before they buy’. When you take into consideration the quality of their furniture and the previous reviews of their customers, then this will hopefully ensure the purchaser will continue to use the service or buy their products.
The store closures are inevitable but if the John Lewis Partnership continues to thrive online then a number of the redundant staff could be utilised in the new areas. They could be trained to provide the ‘Virtual Appointment system’. Already being familiar with the store and its products and experienced in customer service to the John Lewis standard. Reducing the number of redundancies but also removing the necessity to train new staff.                                                                              PAGE 5                                                              
The closure of stores will significantly reduce overheads, rent, utilities, staff costs, insurance – will all be saved immediately but poses the risk of losing loyal customers in the areas who may shop elsewhere. The introduction of John Lewis goods in Waitrose could combat this issue. 
The ‘Anyday’ range appeals to a completely new consumer market but could alienate the ‘high-end’ purchaser.  
Recent publications surrounding the enormous loss may possibly affect the consumers perception of the business and cause loss of business.  Nevertheless the John Lewis Partnership has a reputable, long established reputation and is renowned for its quality products.
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To summarise, the Covid pandemic massively impacted on the success of the John Lewis Partnership but it is important to recognise that a decline in sales had already began to happen prior to March 2020. The need for the business to evolve had emerged several years ago, Covid in a perverse way has helped to drive the way forward. For instance, the High Street Price pledge promise hasn’t helped the business at all, it has put them in direct competition with low end retailers and lost them a lot of money. With their online sales the pledge isn’t given and considering that during the pandemic their online sales rose by 73 per cent, they are already beginning to recoup some of their losses.
Although the Partnership may operate at a deficit for a few more years, the scope for future success has been planted and there are exciting times ahead for the John Lewis Partnership.
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	Opportunities
· Online presence is growing rapidly
· The introduction of the ‘Anyday’ brand offers a more affordable selection of goods to the average consumer
· Adapting to the ‘New High Street’ offering revamped stores and virtual online appointments
·  Purchase of warehouse space allows expansion of online business 
· Recognising the need to change and working hard to cater to the ‘New High Street’ shopping experience 
· Store closures offer scope and the opportunity to become more innovative and cater to ‘todays’ consumer 

	Threats
· Partnership can cause uncertainty and leaves the company vulnerable (Hardcastle, K. 2021)
· Present Economy – people cannot afford the prices
· Waitrose – consumers, especially following Brexit may start to shop in supermarkets to save money
· Publicity on how the Partnership is struggling may affect future investment
· Store closures impact selling opportunities, staff, and consumer confidence 


	Strengths
· Reputable well-known store
· Known for high end quality goods
· Operates as a Partnership, everyone has a share 
· Does not offer the ‘Never Knowingly Undersold’ scheme on online purchases
· Waitrose has grown in recent years, especially during the Pandemic 
· Paying higher salary to delivery drivers ensure loyalty and continual progress 
· Stopping staff bonus helps boost profit margin



	Weaknesses
· Introducing the ‘Anyday’ brand could lose many of their ‘upmarket customer base’
· Loss of staff bonus may mean less interest in applying for vacancies or loyal long-term staff leaving 
· Retrospectively increasing delivery drivers’ salaries may prove to be risky if demand falls 
· Spending millions on changes and renovations when no guarantee on success
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	Element
	Factor
	Business Impact

	Political
	Brexit






Current Government 
	Uncertainty in how trade and commerce will continue 
Temporarily suspended all international trade and deliveries (Munbodh, E. Jan 2021)
The economy is struggling, impacting consumer spending 
Business is dependent on Government Regulations 

	Economical

	Threat of going into a Recession following the Covid pandemic 

	Rising Taxes and Inflation
Lack of disposable income
Consumer concern with spending 


	Social
	The High Street has changed dramatically since the onset of Covid. Purchasing habits have altered 


	Inevitably will lose some stores. Focus needs to be on what’s working, currently online sales are profitable. 

	Technological
	Covid and the onset of the Fourth Industrial Revolution has forced all industries to invest in mobile technology and artificial intelligence in order to continue to survive (The 10 skills you need to thrive in the Fourth Industrial Revolution 2016)
	Online sales have increased, the system needs to be able to cope with the demand and the change to consumer buying 
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	Legal
	Laws relating to Consumer Privacy laws, discrimination law, Equality, Health and Safety and Employee statutory rights laws must be meticulously followed and updated as needed 
	Health and Safety regulations have changed since Covid, with new restrictions in place

Employee sick leave and statutory rights have also altered 

John Lewis Partnership need to protect its stores, staff and reputation 

	Environmental

	Store closures will affect current conditions, the location of existing store can have an impact on the Partnership environmental figures

	Focusing on waste Management, reducing carbon Footprint, recycling and pollution will help the Partnership gain sustainability for the future 
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