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[bookmark: _Toc237389795]1. Introduction
Organizational culture greatly affects how employees act, how managers lead, and how well the organization meets its goals. According to Mullins and Christy (2016), organizational culture helps employees understand what is expected of them and how they should behave. This culture is linked to how the organization is structured, how leaders communicate, and how decisions are made. A strong organizational culture can lead to consistency and dedication, but it can also be a problem if old beliefs make it hard to adapt or try new things. Tesco PLC is a good example to look at these connections. As one of the biggest retailers in the UK, Tesco works in a tough market where customer needs change, technology advances, costs rise, and there are growing demands for sustainability and employee health. The company says its goal is to serve customers, communities, and the planet a little better every day.
Tesco PLC is a global retailer of groceries and general merchandise. It started in the East End of London in 1919 when Jack Cohen used his savings to purchase excess groceries and sell them from a market stall. In 1924, Tesco introduced its first branded product, Tesco Tea, which helped to build the company's reputation. Today, Tesco is not only a leader among multinational retailers but also the largest supermarket chain in the UK, boasting nearly 4000 stores.
Tesco recognizes behaviours that support its culture, such as believing in one another, maintaining curiosity, being courageous, and focusing on activities that have the most impact. This report assesses how Tesco's organizational culture affects its structure and decision-making. It also explores how the culture can be identified and analysed, and how it helps the organization deal with external pressures. Schein's Three-Level Model of Organizational Culture serves as the main framework, allowing for an examination of culture through artefacts, espoused values, and basic assumptions. Handy's Cultural Typology is then used to evaluate how much Tesco exhibits traits of role and task cultures. Tesco (2024).

[bookmark: _Toc237389796]2. Organisational culture, structure and decision-making
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[bookmark: _Toc237389797]2.1 Organisational culture is the set of values, beliefs, attitudes and behaviours that shape how employees operate within a company. Tesco has a robust customer-oriented culture, focusing on delivering excellent customer service, collaborating as a team and meeting business goals. Also, encourages values like respecting others, teamwork and prioritizing customers. Johnson, R., (2013)
[bookmark: _Toc237389798]2.2 Organisational structure
 Tesco has a hierarchical organisational structure, distributing authority and responsibility among various management levels. This structure enables Tesco to set clear lines of authority and responsibility. Staff understand their reporting relationships and who makes specific decisions. Mullins, L., & Christy, G. (2016).
Disadvantages of this hierarchical structure can lead to slower miscommunication and decision making, as the information needs to pass through multiple management levels.
[bookmark: _Toc237389799]2.3 Decision making
At Tesco, decision making occurs at both strategic and operational levels. Senior management is responsible for strategic decisions that influence the entire organisation, such as those related to business growth, investments, digital transformation and long-term planning. 
On the operational side, store and department managers handle daily decisions. Include managing staff, addressing customer concerns, organizing inventory and ensuring smooth store operations.

[bookmark: _Toc237389800]3. Analysis of Tesco's culture using Schein's Model
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Schein's model is a helpful way to look at organisational culture because it separates what we can see from the deeper beliefs that shape how an organisation acts. Schein points out three levels: artefacts, espoused values, and basic underlying assumptions (Schein and Schein, 2017). This model is important because just looking at visible actions doesn't give us the full picture of culture; we need to dig deeper to understand why certain behaviours and practices happen.
[bookmark: _Toc237389801]3.1 Artefacts
At Tesco, there are many signs that show they really care about their customers. These signs include how the stores are designed and run, their customer service, the Clubcard, digital apps, online grocery shopping, and their focus on providing value and convenience. The technology-based services at Tesco are especially important because they show how the company's values are put into action. The Clubcard is a key example of this. It helps Tesco gather information about what customers buy and allows them to give personalized deals. Tesco has also improved its digital presence with its app and fast delivery options. These actions can be seen as cultural signs because they reflect the company's commitment to understanding its customers and adapting to what they want. Tesco's reports for 2025/26 also highlight customer experience, digital services, and flexible work as key parts of their strategy. However, Schein's model points out a major drawback: while artefacts are easy to see, they can be hard to understand correctly. For instance, a customer service program might suggest a focus on customers, but it could also be mainly about meeting business goals. So, just looking at Tesco's stores or online services doesn't really show what the employees truly believe.
The artefacts serve as a starting point for analysing culture, but they don't give us clear proof of the culture itself. To get a better understanding of Tesco, we need to look at its visible actions and compare them to the values it claims to uphold. The artefacts act as a foundation for cultural analysis instead of being clear evidence of the culture beneath. To really grasp Tesco, we should compare what it does with the values it says it stands for. Thus, artefacts are the beginning of cultural analysis, not solid proof of the culture underneath. To fully understand Tesco, we must look at its visible practices and see how they match up with the values it says it believes in.
[bookmark: _Toc237389802]3.2 Espoused Values
The second part of Schein's model focuses on espoused values, which are the principles and beliefs that an organization officially states are important. Tesco's values clearly show the culture that the company aims to create. Tesco has three main values: 
· No one tries harder for our customers. 
· We treat people the way they want to be treated. 
· Every little help makes a big difference.
These values highlight three key cultural priorities: focusing on customers, respecting people, and always improving. The first value puts the customer at the heart of everything the organization does. This aligns with Tesco's focus on providing value, quality, and great service. The second value sets the standard that employees should be treated with respect, while the third value encourages workers to see that even small improvements can lead to big benefits for the organization. Tesco has also created its "Win Together" behaviours, which include believing in one another, staying curious, being brave, and following the "Live 20/80" principle. These behaviours promote teamwork, openness to new ideas, confidence in making decisions, and knowing what to prioritize. The benefit of having clear values is that they can serve as a common guide for a large organization. Employees in different stores, departments, or countries might have different experiences, but shared values can help everyone understand what behaviour is expected. However, it's important to differentiate between stated values and actual values. An organization might say it has certain values, but those values might not always be felt by employees. Schein's framework suggests that researchers should look at whether these formal values are truly part of daily behaviour. 
Basic underlying assumptions are the fundamental beliefs, attitudes, and hidden thoughts that influence the culture of an organization. People often overlook them and seldom challenge them. These assumptions develop over time through common experiences and interactions among members of the organization. In contrast to artifacts and stated values, underlying assumptions are not easily seen or measured. They are deeply embedded in the culture of the organization and affect how people view and understand their work environment.
Customer focus 
The first idea is that what customers want should be at the heart of how a company makes decisions. Tesco's mission and values always highlight this idea. You can see this in how they invest in providing value, digital services, high-quality products, and a great customer experience.
 Ongoing improvement 
The second idea is that a company's performance can get better through small, continuous changes. The saying "Every little help makes a big difference" shows this idea. It motivates employees to see improvement as something they should always be responsible for, not just something that management does sometimes. 
Teamwork 
The third idea is that a company's success relies on employees working together. Tesco's "Win Together" behaviours and team initiatives back up the belief that working together is key to how well the organization performs.
Adaptability
A fourth assumption is that Tesco must continuously adapt to customer and environmental change. Its investment in online retail, digital technologies, personalised Clubcard services and rapid delivery demonstrates that established retail practices cannot simply be maintained without modification.
[bookmark: _Toc237389803]4. Application of Handy's cultural typology
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Handy's Cultural Typology gives us a different way to look at organizational culture by dividing it into four types: power, role, task, and person cultures (Handy, 1993). These types can overlap, meaning that big organizations might show different cultural traits in various departments, management levels, and business units. 
[bookmark: _Toc237389804]Role culture is very important to Tesco because the company has a clear hierarchy, where employees have specific responsibilities and job roles. For instance, store managers, department managers, and shop-floor staff each have tasks and are expected to adhere to set policies and procedures. This organization helps Tesco ensure consistency and efficiency in its stores. 
[bookmark: _Toc237389805]Task culture is also significant at Tesco. Employees and managers frequently collaborate in teams to reach specific goals, such as enhancing customer service, boosting sales, managing inventory effectively, and launching new products or services. Teamwork and cooperation enable Tesco to effectively address customer needs and organizational challenges.
[bookmark: _Toc237389806]Power culture might exist to some degree within Tesco, especially at the senior management level, where key strategic decisions are shaped by top leaders. However, given that Tesco is a large organization with numerous employees and well-defined departments, it is unlikely to primarily function through a power culture. 
[bookmark: _Toc237389807]Person culture is less relevant to Tesco because the organization prioritizes achieving business goals and fulfilling customer needs over granting individuals’ complete autonomy. Employees are expected to work towards the broader objectives of the organization. In summary, Tesco can be seen as having a mix of role culture and task culture. Role culture offers the structure, procedures, and clearly defined responsibilities necessary for managing a large organization, while task culture promotes teamwork to achieve specific objectives. This blend allows Tesco to maintain operational consistency while adapting to evolving customer demands and business priorities.
[bookmark: _Toc237389808]5. Culture and Adaptation to the External Environment
Tesco operates within a highly dynamic external environment. The retail sector is affected by inflation and household budgets, technological developments, changing consumer preferences, sustainability expectations and intense competition from supermarkets and discount retailers.
Tesco's culture has contributed to its response to these pressures by maintaining a strong emphasis on customer value.
These initiatives demonstrate how culture can influence strategic adaptation. The underlying customer-oriented assumption encourages Tesco to respond to changes in customer purchasing behaviour rather than simply maintaining established pricing strategies.
Technology represents another important external influence. Increasing consumer expectations concerning convenience have encouraged Tesco to develop online shopping, rapid delivery and digital personalisation. These initiatives demonstrate task-oriented characteristics because successful digital transformation requires cooperation across multiple organisational functions.
These initiatives demonstrate cultural adaptation beyond purely commercial considerations. They indicate an attempt to align organisational practices with broader expectations concerning inclusion and employee wellbeing.
Nevertheless, culture may also limit adaptation. Strong existing assumptions can create resistance when external pressures require fundamental changes. Therefore, Tesco should avoid treating its established values as fixed rules. Instead, its values should provide broad principles that can be interpreted differently as environmental conditions change.
[bookmark: _Toc237389809]5.1 Pestle Analysis
	PESTEL Analysis of Tesco

	Political factors Tesco
• A stable political environment
 • Disruptions from Brexit 
• Uncertainty in global politics 
• Influence of political lobbying

	Economic factors Tesco
• Uncertainty in the economy
 • Increasing inflation rates
 • Recovery following the pandemic
 • Pressure to cut costs
 • Decrease in consumer spending

	Social factors Tesco
• Trends in online shopping
 • Increased awareness of environmental issues 
• Growth in the vegan market 
• Local customs and traditions 
• Changes in consumer demographics 


	Technological factors Tesco
• Use of robotics technology 
• Trends in virtual and augmented reality
 • Advertising through mobile platforms
 • Delivery by drone
 • Adoption of green technologies 

	Legal factors Tesco
• Laws regarding trademarks and copyrights
 • Regulations for customer protection
 • Laws for employee protection 

	Environmental factors Tesco
• Stricter emission standards
 • Regulations for a circular economy
 • Prohibition of single-use plastics regulations




[bookmark: _Toc237389810]6. Organisational culture as an enabler and barrier 
The evidence shows that Tesco's culture can help and create challenges for how the organization works. As a helper, focusing on customers gives clear direction. Employees know that meeting customer needs is key to Tesco's mission, and the push for continuous improvement helps the company grow. The improvements in market share and customer-related metrics show that this method can boost performance. In its 2024/25 Christmas trading statement, Tesco shared that customer satisfaction, brand image, online sales, and UK market share have all improved. The culture can also help employees work together better. Shared values create a common understanding of what behaviour is expected. This is important in a big company where managers can't oversee every decision made by employees. On the flip side, culture can be a barrier if the company's values aren't consistently put into action. There might be a conflict between a focus on customers and the need to perform commercially. Employees might be asked to deliver excellent service while also hitting efficiency and productivity targets. Additionally, a role-based culture can lead to too much bureaucracy. While some rules are necessary for a large company like Tesco, too many procedures can limit employee freedom. This could clash with the company's stated goals of encouraging curiosity, bravery, and open communication. In conclusion, culture isn't just good or bad. Its effect depends on how well it aligns with the company's strategic goals and whether its basic beliefs are still relevant. Tesco's challenge is to keep its culture consistent without becoming too rigid.
[bookmark: _Toc237389811]7. The effect of culture on how well an organization performs 
Organizational culture can affect performance by shaping how employees act, the quality of customer service, the level of innovation, employee engagement, and how well strategies align. However, it wouldn't be right to say that Tesco's culture is the only reason for its financial success because many internal and external factors play a role in organizational results. Still, Tesco's recent performance shows positive results that align with its cultural approach. According to its 2026 Annual Report, the company had group sales of £66.6 billion, an adjusted operating profit of £3.152 billion, and a UK market share of 28.5%. Tesco also shares information about employee-related outcomes that connect to culture. The organization emphasizes that its colleagues are key to its success because how they are led, supported, and developed impacts the service they provide to customers. This backs up the idea that culture can be a valuable resource for an organization. When employees know what is expected of them and feel supported, they are more likely to provide consistent customer service and help drive improvements. However, performance should be looked at using a wider range of indicators. Just looking at financial results isn't enough to see if culture is working well. Tesco should also think about employee engagement, retention, wellbeing, customer satisfaction, innovation, and ethical behaviour along with financial performance. Tesco (2024)
[bookmark: _Toc237389812]8. Recommendations
[bookmark: _Toc237389813]8.1 Strengthen Employee Voice
Tesco should continue strengthening mechanisms through, which frontline employees can contribute to decision-making and challenge existing practices.
This recommendation follows directly from Schein's distinction between espoused values and underlying assumptions. Tesco's stated commitment to treating people respectfully and encouraging employees to be brave will only become embedded if employees believe that speaking up is genuinely valued.
Tesco already uses colleague contribution mechanisms and colleague networks. The organisation should build on these by systematically reporting how employee suggestions influence operational decisions.
Expected outcome: stronger employee engagement, improved operational insight and greater alignment between stated and experienced culture.
[bookmark: _Toc237389814]8.2 Reduce unnecessary Bureaucracy
Tesco should regularly check its internal processes to figure out which controls are really needed for compliance and which ones just limit what employees can do. This suggestion tackles the main issue linked to Handy's role culture. The goal isn't to get rid of all formal rules. Tesco needs some formal systems because of how big it is and the regulations it has to follow. Instead, management should find ways to let decisions be made closer to the customers. Expected result: quicker decision-making, more empowered employees, and better responsiveness. 9.3 Boost Teamwork Across Different Departments Tesco should keep building cross-functional teams that include people from stores, technology, supply chain, marketing, and customer insights. This would enhance the task-culture traits shown in Handy's model while still keeping the stability of role culture. Expected result: better innovation, quicker problem-solving, and more adaptability in the organization. 9.4 Balance Performance with Employee Wellbeing Tesco should make sure that performance management doesn't accidentally harm employee wellbeing or their sense of safety. The company's focus on performance can motivate and hold people accountable, but putting too much pressure on targets might lead to stress or encourage short-term thinking. Performance reviews should mix business measures with things like employee engagement, turnover, absence, wellbeing, and how supported employees feel by management. Expected result: more sustainable performance and a better match between Tesco's business goals and its promise to treat people well.

[bookmark: _Toc237389815]9. Conclusion 
This report has looked closely at how the culture of Tesco affects its structure, decision-making, adaptability, and performance. The analysis shows that Tesco's culture is very focused on customers and includes values like respect, continuous improvement, teamwork, and flexibility. Using Schein's Three-Level Model, we can see that Tesco's culture is visible through things like its customer service practices and digital platforms, its stated values and behaviours, and deeper beliefs about customer focus, shared responsibility, and ongoing improvement. However, the difference between what Tesco says it values and what happens shows that the company needs to make sure its stated values are truly felt by its employees. Handy's Cultural Typology indicates that Tesco has traits of both role and task culture. Role culture gives the formal structure, consistency, and accountability that a big retailer needs, while task culture encourages teamwork, innovation, and quick responses to changes in the environment. This mix can be a big strength for the organization, but too much focus on role culture could lead to bureaucracy and limit how much freedom employees have. 
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