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1. Introduction

The following report has as goal a presentation on the effective problem solving situations. As an example for this circumstances this report presents an analysis on the decline of John Lewis and the stores the company owned. First there will be introduced the organisation and its activities, continuing with a display of the nature of the problem that John Lewis faced. Moreover there will be applied the marketing instruments PESTLE and SWOT in order to identify all the external and internal factors that impacted on the proper performance of the business and what damages did they bring. The report will be supported by examples and conducted by academic research for a better understanding of the topics.



2. What is the nature, scope and impact of the problem faced by John Lewis

Considered the biggest co-operative in England, John Lewis & Partners operates through John Lewis Partnership, an organisation owned by employees. The organisation has numerous high-end stores, dedicated to clothing, gifts, gardening, furniture, electricals etc. all over UK and some also in Ireland and further în Australia. The founder of the company was John Lewis, and his son, Spedan Lewis, created John Lewis & Parteners in 1929, with a number of 42 stores in current times. John Lewis Partnership operates not only the John Lewis stores, but also the chain of supermarkets Waitrose & Partners, different retail services and also financial and banking services related to the organisation. (jownlewispartership.co.uk 2021).
Considered extremely successful in former times, fact outlined by high-revenues and the big number of stores opened, the decline of John Lewis has as main cause the COVID-19 pandemic and its implications. (Albright, Kendra 2008).
The problem at John Lewis was not only the lockdown and the fact that customers were not able to visit the stores and make purchases. COVID-19 affected the population an multiple levels, and many people lost their jobs and were financially affected by the pandemic. Even the revenues of wealthy people were diminueshed and the financial crisis is present even nowdays. The stores at John Lewis were considered high-end, not only because of the quality of the products, but also because of the prices that reflected this quality. (Duncan, R.B., 1972)
With the financial impact that the pandemic had on population, customers dediced to reduce the costs of their purchases and to re-orientate to other stores with lower prices. Therefore John Lewis suffered from both sides: the lockdown that kept the customers away and then the decision of customers to choose other more affordable stores. Jeffs, C. 2008)
This problems had a huge negative impact on the proper performance of the organisation. As the losses were incredible big ( 517 million/year), the cooperative was forced to close  most of its shops without any plan in re-opening them. Even if Waitrose, operated by John Lewis Partnership was not that affected by the pandemic, being focused on groceries and similar products sales, still it was not enough to support the whole organisation. (Claire Schofield 13 September 2018).
As a solution for this problem, both John Lewis and Waitrose re-orientated they commerce on the online environment, trying to recover from the crucial financial damages that they have been under, with johnlewis.com reporting an increase in sales of 73% and Waitrose.com is taking 250.000 orders/week. (jownlewispartership.co.uk 2021).
 

3. SWOT Analysis

SWOT analysis represents an important marketing tool that helps an organisation to identify what are its strenghts, weaknesses, opportunities and threats. (Nixon, Judy 2010)
In this particular case, the analysis on John Lewis Partnership will outline what were the strong points that helped the company achieve its success and also will present what drove it to its decline. (Investopedia .com March 29, 2021).

Strenghts:

- the company has some of the most elegant and luxury retail stores
- john Lewis offers its customers the opportunity to purchase products from a different fashion houses, and from their own personal brand
- there is also the posibility to make online purchases and the company offers international shipping
- the company offered workplaces to more than 30.000 persons
- the company operates under a famous policy: „ Never Knowingly Undersold”
- the brand activates în UK and Ireland and Australia aswel
- revenues that are over 3md $/ year
- customers can choose from a wide range of products like clothing, beauty products, furniture, gardening, electricals etc.

Weaknesses:

- the brand that not have a strong international fame in comparison to other brands that operate on the international market (Armstrong, Gary 2012)
- the prices that both John Lewis and Waitrose supermarkets have for their products are significative bigger thatn in other simmilar locations, fact that makes the clients reorientate towards other stores

Opportunities:

- the company adresses to a certain target and more clients from the young generation tend to increase the awareness of the brand
- an advertisment based on the improvement and wellbeing of the lifestyle due to purchases made from the brand
- the brand has the opportunity to be closer to its customers by promoting their products în more flagship stores

Threats:

- financial crisis due to the COVID-19 pandemic
- competition that has significantly lower prices
- strict laws, especially regarding the competition
- the status of the company itself, because being a cooperative owned by its employees the risk might appear from the selling of the shares.

As presented in the SWOT analysis, one crucial threat for John Lewis Partnership is the financial crisis due to the COVID-19 pandemic. (theguardian.com September 13, 2018).
This problem was unfortunately related also to the fact that the brand operates higher prices than its competititon. The brand had to take the decision to close most of its stores and to focus on the online selling in these conditions. The issues were firstly the lockdowns and the fact that customers were not visiting the stores anymore. Even when this thing was possible again, the number of clients was reduced because people were avoiding places where they could be in contact with others and get the virus in this manner. Second, the crisis affected not only the stores but also many people lost their jobs or got their payments reduced so they could not afford anymore high-end products. (theguardian.com March 14, 2021).
Therefore the purchases at John Lewis decreased significantly because it was a well known fact that their prices are higher that in other stores. Even if the brand had quality products and services, that reflected their prices, in such economical crisis people decided that they would rather purchase affordable goods, fact that brought John Lewis one step closer to decline. The company reorientated to online selling, both John Lewis and Waitrose supermarkets aswell, and even if the revenues are not as big aș they used to be, for the moment it proves to be a smart solution. (retailgazette.co.uk March 11, 2021).


4. PESTLE Analysis

Related to the business macro environment, the PESTLE analysis is an instrument that focuses on the external factors that have impact on the development of a company. If a company identifies în time this factors there exists a great opportunity in either avoinding them or în maximizing their damages. PESTLE is an acronym that comes from Political, Economical, Social, Technological, Legal and Environmental factors that interfere in the proper performance of a company. For John Lewis the PESTLE analysis enhances what were the issues that conducted to the decline of the company. (blog.oxfordcollegeofmarketing.com June 30, 2016).

Political factors:

- John Lewis has its headquarters in UK therefore their operations on the European market are facilitated by this fact and they do not have restrictions or limitations of any kind
- for the other countries where John Lewis operates the company must submit to their government policies and regulations (tax policies, trade policies etc).

 
Economical Factors:

- the financial crisis that affected not only UK but also the rest of the world
- the fact that leads to an improvement of the economical status of the company is the target that John Lewis desires to achieve and this is related to reducing the prices of the products but still maintaining their quality.

Social factors:

- as John Lewis sell hign-end designer products, the company must be aware that the trends are always changing, so aș the tastes and the demands of their customers, therefore the stores must always provide according to the new requirements of their target market. The goal of the company to reduce the prices but to maintain the quality is favorable to their customers.

Technological factors:

- technology had both a positive and negative impact on John Lewis. Because of the constant development of the retail industry and the demandings of the customers, the company adopted similar to its competition, online sellings. Especially in the current situation with the COVID-19 pandemic where most of the activities were reorientated towards the online environment, this was a postive factor for the company. The problem in these circumstances was the decrease in employment, as the online operations require significantly less employees and are based on computers.

Legal factors:

- the consumer rights as well as labour laws are under strict supervision at John Lewis, and also the fact that they promote consumer friendly products creates an advantage for the company.

Environmental factors:

- the company is in constant research for reducing its carbon footprint and to me more efficient în consuming energy, promoting sustainability and green projects. (jownlewispartnership.co.uk 2021).

As noted in the SWOT analysis aswell, the biggest issue for the cooperative John Lewis Partners is the COVID-19 pandemic that leaded to a gigantic financial crisis and within this, the decline of the company. Unfortunately, even will its objectives of reducing the prices, John Lewis could not recover from the financial strike and was forced to close most of its stores. As mentioned before, the direction of the company is pointed now towards the online selling where they try to recover fron the huge losses they are facing. (retailgazette.co.uk March 11, 2021).


5. Conclusion

This report was focused on presenting the decline of John Lewis Partnership. In order to support this presentation there was made a SWOT  and PESTLE analysis, that had as goal the identification of all the factors that lead to the current situation of the brand. First there were outlined the strenghts, the weaknesses, the opportunities and threats that the company faced. If in the beginning all the predictions were favorable for the proper performance of the brand, it proved that exactly the factor that made John Lewis exclusive – high-end products and prices- had a significant contribution to its decline. Moreover, PESTLE analysis emphasized the fact that the price policy together with the financial crisis have affected the cusiness in such manner as they were forced to close many of the stores they owned and had to focus on online selling. Academic research came în support of the presentation, and theories and examples had the goal of a better understanding of the topic.   
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