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Analysis of Tesco’s Organisational Culture
Organisational culture shapes how staff act, how decisions are made, and how well a business performs. As one of the UK’s biggest retailers, Tesco has a clear, distinct culture. We can break this down using three well-known models: Schein’s Three Levels, Hofstede’s Cultural Dimensions, and Handy’s Cultural Typologies.
Schein’s Three Levels of Culture
Edgar Schein says culture works on three layers: what we can see, what the company says it believes in, and the deep, unspoken ideas that guide everything.
First are the artifacts  the visible things everyone notices. For Tesco, this means its well-known blue and red logo, the famous slogan “Every Little Helps”, staff uniforms, and the Clubcard scheme. These create a strong, recognisable brand that customers and staff know instantly.
Next come the espoused values  the official beliefs and rules Tesco stands for. It says things like “No one tries harder for customers” and “Treat people how we like to be treated”. These are meant to guide how employees behave, build trust with shoppers, and make the workplace fair and positive. They show Tesco puts customers and respect first.
At the deepest level are basic underlying assumptions  the unwritten beliefs that people take for granted. At Tesco, everyone knows long-term success depends on running things smoothly, keeping customers loyal, and controlling costs. Staff understand that cutting waste, working efficiently, and using customer data well are key to making money in a tough market. These quiet beliefs shape every choice, often more than the official values do.
Hofstede’s Cultural Dimensions
This model looks at how national and workplace culture shapes how a business runs, and it fits Tesco well.
· Power distance: There is a clear hierarchy, but not too much distance between levels. Tesco has cut down management layers, and staff can speak openly to leaders. This helps people work together and have a say in decisions.
· Individualism: Like most British businesses, Tesco values individual effort. People are judged on their own performance, appraisals, and chances to get promoted. Even so, teamwork is still vital in stores, logistics, and customer service to get the job done.
· Masculinity: Tesco is very results-focused. It cares about performance, hitting targets, and measurable success – like sales growth, market share, and efficiency. Staff are pushed to deliver results and help the business stay ahead of competitors.
· Uncertainty avoidance: Because selling food has risks and rules, Tesco sticks to strict systems, safety standards, and set ways of working. This reduces mistakes, keeps things consistent, and lowers risk across all its stores.
Handy’s Cultural Typologies
Charles Handy described four types of culture and Tesco’s has changed a lot over time.
In the past, Tesco was a Role Culture business. Everything ran on strict rules,clear job roles, and fixed reporting lines. Decisions came from the top, and everyone had a set job to do. This worked well when the market was steady and less competitive.
Now, things have changed, especially with rivals like Aldi and Lidl growing fast.Today,Tesco acts more like a Task Culture. It focuses on solving problems, being flexible, and working in teams. It brings people from different parts of the business together to fix issues like improving delivery, updating digital services, or making shopping better. Here, people are listened to because of what they know,not just their job title.This way,Tesco can adapt quickly to what customers want and stay competitive.

Organisational Culture and Its Influence on Tesco: A Critical Analysis
Executive Summary
Organisational culture is widely recognised as the fundamental framework that defines how a business operates, behaves, and achieves its performance goals. As Mullins and Christy (2016) explain, it essentially represents “how things are done around here”, encompassing the shared values, beliefs and behaviours that shape daily working life for everyone within the organisation.This invisible but powerful system impacts nearly every aspect of the business, including decision making processes, organisational structure, employee motivation, job satisfaction, and overall business results. For large, global organisations like Tesco, culture is even more critical, as it serves as the glue that holds the company together and helps manage diverse teams and different markets across various regions. 


1. Introduction
Organisational culture is a central concept in management and organisational behaviour, often described as the collective mindset that distinguishes one group from another. According to Mullins and Christy (2016), it consists of the shared values, beliefs, and basic assumptions that guide how people behave, think, and interact at work. Culture is powerful because it is not just written in policy handbooks; it is lived experience that shapes every action, from how employees communicate with each other to how leaders make strategic choices. It directly influences leadership styles, motivation levels, and ultimately, whether an organisation succeeds or fails in the long term. In the modern retail sector, having a strong and appropriate culture is even more vital due to the highly competitive landscape and constant market changes. Retailers must continuously adapt to new technologies, evolving consumer needs, economic shifts and aggressive competition to survive. 
.

2. Influence of Tesco's Organisational Culture on Structure and Decision-Making
2.1 Tesco's Organisational Structure and Cultural Influence
Tesco operates through a clear hierarchical organisational structure that ensures consistency, accountability, and efficiency across its stores and business operations. This formal structure defines reporting relationships, responsibilities, and decision-making authority, helping Tesco maintain high standards throughout its UK and international operations. However, as Mullins and Christy (2016) explain, organisational culture influences how structure functions in practice. Tesco's values of customer focus, teamwork, respect, and accountability make the structure more flexible and responsive. 
2.2 Tesco's Decision-Making Processes
Decision-making at Tesco is strongly influenced by its customer-focused organisational culture. Most strategic and operational decisions are designed to improve customer satisfaction while supporting long-term business performance. Tesco relies extensively on data-driven decision making, particularly through its Clubcard loyalty programme, which provides valuable insights into customer purchasing behaviour. These insights help determine pricing strategies, product selection, promotional campaigns, and store layouts. This approach reflects Tesco's culture of continuous improvement, efficiency, and evidence-based management, ensuring that decisions create value for customers while controlling costs. However, excessive reliance on data may sometimes delay rapid responses or overlook emerging consumer trends that are difficult to measure. 
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3. Analysis of Tesco's Organisational Culture Using Theoretical Frameworks
3.1 Tesco's Organisational Culture Using Schein's Model
Edgar Schein's model explains organisational culture through three interconnected levels: artefacts, espoused values, and underlying assumptions. This framework helps analyse what is visible within an organisation, what it officially values, and the deeply held beliefs that shape everyday behaviour. At Tesco, artefacts include its consistent store layouts, recognisable branding, employee uniforms, digital technologies, and self-service checkouts. These visible elements reflect Tesco's commitment to efficiency, innovation, and delivering a positive customer experience. Tesco's espoused values include serving customers well, respecting colleagues, acting with integrity, working together, and continuously improving business performance. These values are embedded in company strategy, leadership practices, employee training, and performance management systems. The underlying assumptions at Tesco are that satisfied customers drive long-term profitability, engaged employees provide better service, and operational efficiency supported by technology and data is essential for sustainable success. The strong alignment between these three cultural levels creates a stable, consistent, and customer-focused organisational culture across Tesco's operations.
4. Tesco's Organisational Culture and Adaptation to the External Environment
4.1 Tesco's Technological Adaptation
Tesco has successfully adopted digital technologies through an organisational culture that values innovation, continuous improvement, and customer satisfaction. The company has invested in online grocery shopping, self-service checkouts, automated distribution systems, and data analytics supported by its Clubcard loyalty programme to better understand customer behaviour. Technology also improves supply chain efficiency by reducing waste, managing stock levels, and speeding up deliveries. Because Tesco's culture encourages learning and innovation, employees are more willing to embrace technological change and identify improved ways of working. This culture has supported a successful digital transformation, helping Tesco remain competitive, efficient, and responsive to changing customer expectations in a rapidly evolving retail market.
4.2 Tesco's Response to Competitive Pressure
Tesco has adapted its organisational culture to respond effectively to intense competition from discount retailers such as Aldi and Lidl. Increasing pressure on prices and market share encouraged Tesco to strengthen its focus on efficiency, customer value, and operational excellence. The company reduced unnecessary costs, introduced competitive pricing strategies, and expanded its own-brand product ranges while maintaining quality standards. Tesco's culture of teamwork, accountability, and continuous improvement enabled employees to support these changes successfully. By encouraging collaboration and customer-focused decision-making, the organisation has remained competitive while continuing to deliver value, quality, and reliable service across its stores.
4.3 Tesco's Response to Social and Consumer Trends
Tesco continuously adapts its organisational culture to meet changing customer expectations regarding sustainability, health, and ethical business practices. The company has reduced plastic packaging, expanded healthier and plant-based product ranges, and strengthened responsible sourcing policies throughout its supply chain. These initiatives reflect Tesco's cultural commitment to acting responsibly while creating long-term value for customers and society. By listening to customer feedback and responding to changing consumer preferences, Tesco strengthens customer trust, enhances its corporate reputation, and maintains long-term loyalty. This close alignment between organisational culture and evolving social trends enables Tesco to remain relevant within an increasingly competitive retail environment.
4.4 Tesco's Response to Economic and Political Factors
Tesco's organisational culture helps the company respond effectively to economic uncertainty, inflation, supply chain disruption, and changing political conditions. The business uses flexible pricing strategies, efficient cost management, and diversified sourcing to minimise operational risks while maintaining product availability. Tesco's culture encourages resilience, teamwork, and practical problem-solving, enabling employees to respond quickly to changing market conditions and regulatory requirements. Managers and staff work collaboratively to maintain business continuity and deliver consistent customer service during challenging periods. This adaptable organisational culture supports Tesco's long-term stability, strengthens its competitive position, and enables the company to remain reliable despite external economic and political pressures.
5. Critical Evaluation: Tesco's Organisational Culture as a Barrier or Enabler
5.1 Tesco's Organisational Culture as an Enabler
Overall, Tesco's organisational culture acts as a powerful enabler that supports business success and long-term effectiveness. One of its greatest strengths is its strong customer focus, with decisions made to improve customer satisfaction, service quality, and loyalty. The culture also promotes operational efficiency by encouraging employees to work in productive and cost-effective ways, helping Tesco control costs while improving profitability. In addition, Tesco places significant emphasis on employee engagement through training, development, recognition, and support. When employees feel valued, they are more motivated to deliver excellent customer service. Furthermore, Tesco's culture encourages innovation, continuous improvement, and data-driven decision-making, enabling the company to respond effectively to changing customer needs and market conditions.
5.2 Tesco's Organisational Culture as a Barrier
Despite its many strengths, Tesco's organisational culture can also create barriers that limit organisational flexibility. One challenge is bureaucracy, as Tesco's large size and established organisational structure involve multiple management levels, formal procedures, and approval processes. These factors can slow decision-making and reduce the organisation's ability to respond quickly to unexpected changes. Another limitation is the potential over-reliance on data when making business decisions. Although data provides valuable insights, excessive dependence on numerical analysis may overlook employee experience, customer intuition, or emerging market trends that are difficult to measure. While these barriers do not prevent Tesco from achieving success, they highlight areas where greater flexibility and adaptability could further strengthen organisational performance.
5.3 Overall Assessment of Tesco's Organisational Culture
Overall, Tesco’s organisational culture functions far more as an enabler than as a barrier to organisational success. Its core values of customer focus, teamwork, innovation, accountability, and continuous improvement have played a major role in maintaining the company's competitive position over many years. These cultural strengths enable Tesco to adapt to market changes, respond effectively to competition, and achieve sustainable financial performance even during challenging economic conditions. Although bureaucracy and resistance to rapid change remain potential weaknesses, they are common challenges for large multinational organisations. To remain successful in the future, Tesco should continue developing a more agile and flexible culture while maintaining its core values. By continuously adapting its organisational culture to meet changing customer expectations and business environments, Tesco can strengthen its long-term competitiveness and sustain future growth.
6. Impact of Tesco's Organisational Culture on Performance and Recommendations
6.1 Tesco's Organisational Culture, Employee Performance and Motivation
Tesco's organisational culture has a significant positive impact on employee performance and motivation. The company believes that motivated employees provide better customer service, so it invests heavily in employee development, recognition, and wellbeing. Tesco operates reward and recognition programmes that acknowledge outstanding performance through bonuses, awards, and career opportunities. It also places strong emphasis on training and professional development, enabling employees to build new skills and progress from entry-level positions into management roles. Tesco promotes an inclusive working environment where employees feel respected, valued, and supported regardless of their background. By setting clear performance expectations and providing regular feedback, employees understand their responsibilities and remain motivated to achieve organisational goals. As a result, Tesco benefits from higher employee engagement, lower staff turnover, improved productivity, and stronger organisational commitment.
6.2 Tesco's Organisational Culture and Customer Satisfaction
Customer focus is one of the central values of Tesco's organisational culture and plays a major role in achieving high levels of customer satisfaction. Employees across all areas of the business are encouraged to understand customer needs and deliver consistent, high-quality service. Whether customers visit a Tesco Express, Superstore, or shop online, the organisation aims to provide a reliable and positive shopping experience. Tesco also uses customer feedback, market research, and Clubcard data to improve products, services, pricing, and convenience. By responding quickly to changing customer expectations, the company strengthens customer trust and loyalty. This customer-centred culture has helped Tesco maintain long-term relationships with shoppers while reinforcing its reputation as one of the UK's leading retailers.
6.3 Tesco's Organisational Culture and Financial Performance
Tesco's organisational culture has made an important contribution to its financial performance and long-term business success. The company's strong focus on operational efficiency encourages continuous improvement, cost control, and effective resource management. Tesco reduces waste, improves supply chain performance, and uses technology to increase productivity while maintaining competitive prices. Innovation is also embedded within the organisational culture, supporting developments such as online grocery shopping, digital services, and automated retail operations. These initiatives attract customers, improve operational performance, and create new revenue opportunities. In addition, Tesco's culture encourages employees to remain competitive, customer-focused, and committed to achieving business objectives. As a result, the company continues to generate strong sales, sustainable profitability, and long-term growth despite operating in a highly competitive retail environment.
6.4 Recommendations for Tesco's Organisational Culture
To strengthen its organisational culture further, Tesco should continue developing greater organisational agility by enabling faster responses to changing market conditions and customer expectations. The company should also strengthen employee voice by creating additional opportunities for frontline staff to contribute ideas and participate in decision-making. Reducing unnecessary bureaucracy and empowering local managers with greater decision-making authority would improve organisational flexibility and responsiveness. Tesco should continue promoting consistent cultural values across its international operations while recognising local market differences where appropriate. Finally, increasing investment in leadership development programmes would prepare future managers to lead effectively, encourage innovation, and reinforce Tesco's customer-focused organisational culture. Implementing these recommendations would strengthen employee engagement, improve organisational adaptability, and ensure Tesco's culture remains a key driver of sustainable competitive advantage and long-term success.




7. Conclusion
Tesco’s organisational culture is one of the most important reasons behind its long-term success. It is not just a list of values written in a handbook; it is a real way of working that shapes every part of the business. It influences how decisions are made, how stores are structured, and how strategies are planned and carried out. Over time, this culture has allowed Tesco to adapt successfully to major changes in the outside world, including new technology, aggressive competition, shifting social trends, and difficult economic conditions. Key traits such as a relentless focus on the customer, high operational efficiency, a willingness to innovate, and strong resilience have helped the company stay strong and keep its position as a market leader.
It is true that there are some weaknesses in the culture. Issues like too much bureaucracy or occasional resistance to change do exist, and these often come naturally with being such a large and old organisation. However, these problems are small compared to the positive impact the culture has on performance. The way employees work together, the quality of service given to customers, and the financial strength of the company all come directly from the shared values and habits built over many years.
Overall, Tesco’s culture acts as a powerful enabler. It provides stability and a clear direction, while still allowing the business to evolve. By continuing to adapt and improve this culture especially by becoming more agile, reducing unnecessary rules, and listening more to employees Tesco can ensure it remains competitive, profitable, and successful for many years to come. The culture is not just part of the company; it is the foundation that holds everything else together.
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