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[bookmark: _Toc243918104]1.Introduction 
Organisational culture refers to shared values, beliefs, behaviours and attitudes practices that shapes how people interact, make decisions and work together within an organisation (Kafilat,2026). It extends beyond formal policies, evolving through daily interactions, leadership behaviour, organisational routines, and assumptions about acceptable conduct. Mullins and Christy (2016) highlight that culture significantly impacts organisational processes such as structure, decision-making, motivation, group behaviour, and management control. Understanding culture is particularly crucial in highly regulated organisations where employees must balance business goals with customer interests, ethical responsibilities, and risk management. 
Lloyds Banking Group is a major UK financial services organisations that operates across banking, commercial banking and pensions and investments. The organisation’s mission, “Helping Britain Prosper”, ties into its efforts to support customers, colleagues, and communities while delivering sustainable returns for shareholders (Lloyds Banking Group, 2025a).  The current strategy emphasises growth, efficiency, digital transformation, technology, data, and artificial intelligence (AI).  
The impact of organisational culture on Lloyds’ organisational structure and decision-making procedures is critically assessed in this report. Lloyds visible cultural practices, espoused values and underlying assumptions are identified using Schein’s (2010) three level model. Also, Handy Cultural types and Johnson and Scholes’ Cultural Web to evaluate the organisation prevailing culture and its response to external influences, including regulatory requirements, digital transformations and changing customer expectations  
The report further evaluates whether culture acts as an enabler or barrier to effective organisational functioning and considers relationship with organisational performance before proposing evidence-based recommendations to strengthen employee participation, collaboration, innovation and alignment between organisational values and everyday practices. 
[bookmark: _Toc243918105]2.Organisational Structure and Decision-making at Lloyds  
[bookmark: _Toc243918106]2.1 Classification of Lloyds Banking Group’s Structure 
Organisational structure determines how authority responsibilities and resources are distributed throughout the business (Jain,2024). Lloyds Banking Group operates through business divisions, including Retail, Insurance and Wealth and Commercial Banking, supported by specialist such as finance, risk management and compliance. This divisional allows each business are to focus on its customers while following the business’s overall strategic objectives and governance requirements (Lloyds Banking Group,2025a).
Lloyds Banking group is classified as predominantly mechanistic organisation because its operations require formal procedures, a clear hierarchy, defined responsibilities and strict risk controls. Burns and Stalker (1961) explain that mechanistic structures rely on formal authority, established rules and standardised processes. These characteristics are particularly suitable for banking because financial decisions can affect customers, shareholders and financial stability. A mechanistic structure helps ensure that lending, financial reporting and regulatory compliance follow consistent standards.
Table 1: Classification of Lloyds Banking Group’s organisational structure  
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Source: Author’s Analysis based on Burns and Stalker (1961) and Lloyds Banking Group (2025b). 
A mechanistic structure is more suitable for Lloyds than a predominantly organic structure because banking requires controlled decision-making and clear accountability (Burns and Stalker,1961). The board directors and senior management establish strategic priorities and risk boundaries, while employees follow approved policies and escalation procedures (Lloyds Banking Group,2025a). This reduces the likehood of inconsistent decisions and helps manage financial and regulatory risks. However, excessive bureaucracy may delay responses to customer needs. Therefore, limited operational flexibility should be permitted within established controls.
[bookmark: _Toc243918107]2.2 How Organisational Culture Influences Decision-Making 
Lloyds’ mechanistic structures directly influence decision-making by determining who can make decision, which procedures must be followed and when approval from senior management is required. For example, lending decisions must follow established assessment criteria, which has significant risks and may require escalation to higher management. This approach promotes consistency, transparency and accountability, supporting the protection of customers and the business (Lloyds Banking Group,2025b).
Organisational culture also affects how employees interpret policies, assess risks and responds to problems. Schein (2010) explains that shared organisational beliefs influence employee behaviour and decision-making. At Lloyds, a culture that promotes integrity, accountability and customer protection can strengthen the effectiveness of formal procedures. Employees should be encouraged to report concerns and challenge decisions when evidence suggests potential risks.
Overall, a mechanistic structure is the most suitable approach for Lloyds because regulatory compliance, risk management should avoid excessive centralisation by allowing employees to make routines within clearly defined limits. Combining formal controls with open communication can improve decision-making while maintaining accountability and protecting customers.
[bookmark: _Toc243918108]3. Identifying Cultural Types: Model and Frameworks 
Different types of frameworks and models have been used to identify aspect of culture at Lloyds. 
[bookmark: _Toc243918109]3.1 Schein Model 
According to Schein (2010), organisational culture is understood at three levels: Artefacts, Espoused Values, and basic Underlying Assumptions. This model helps Lloyds by preventing the evolution of culture solely through senior management’s communicated values, instead promoting alignment with organisational practices. 
Artefacts: refers to the visible features of an organisation such as its structure, procedures, communication workplace practices and staff uniforms or identification badges. For example, uniforms and badges can help identify employees and presents a professional image to customers. 
Furthermore, Lloyds shows traits of a large, regulated, digital financial institution, including governance, risk management, and digital banking services. The 2025 Annual Report highlights over 95% of retail sales via digital channels and significant investment in digital and AI, indicating a culture focused on digital service, efficiency, and innovation. Altogether these features suggests and emphasis on professionalism, accountability, customer service and responsible risk management. 
Espoused Value: are the principles an organisation publicly communicates Lloyds centres its strategy on “Helping Britain Prosper”, integrating commercial performance with a social purpose through its 2025 strategy of Grow, Focus, and Change, emphasizing revenue growth, cost discipline, and digital technology use (Lloyds Banking Group, 2025a). These values shows and intention to encourage collaboration, innovation, responsible behaviour and customer protection. 
Underlying Assumptions: are the deeper beliefs that employees accept as normal such as the importance of maintaining customer confidence, protecting information and managing financial risks. However, these assumptions cannot be confirmed solely through corporate publications, they provide a useful basis for investing the business culture. 
Schein’s model is valuable as it highlights the gap between what Lloyds communicates and what employees experience. For instance, the value “Helping Britain Prosper” holds significance only if it affects daily decisions like product design and customer service. If consistently reinforced through behaviour and decision-making, it becomes a foundational assumption. However, if employees face pressure to reduce costs at odds with customer interests, a disconnect between stated values and actual culture can occur. This is crucial because culture is shown through actions, not just statements.  
Similarly, Lloyds’ focusses on AI which reflects this principle. While AI investment is a stated value, the real issue is whether employees view technology as a tool for enhancing performance or merely cutting costs. Their investment in digital technology and AI indicates a shift towards innovation. However, adopting technology alone doesn’t ensure cultural chance. Lloyds must foster an environment that encourages responsible experimentation. 
As a result, to the Schein’s framework advises against evaluating Lloyds’ culture only based on its stated values. The more crucial issue is whether these ideal day to day actions, especially choices pertaining to customers, risk, technology and exposes. 
[bookmark: _Toc243918110]3.2 Handy’s Cultural Types 
Handy (1993) identifies four types of organisational culture; power, role, task and person culture. Role culture is characterised by formal responsibilities, rules and procedures. Lloyds demonstrates role-oriented characterises because its operations depend on defined authority, compliance procedures and risk management controls. These features are suitable for a financial institution because employees must understand their responsibilities and follow established requirements. 
Furthermore task-oriented characteristics are required, which emphasis teamwork and problem-solving. Digital transformation requires collaboration between technology specialists, customer service employees and risk management teams. Handy’s framework helps explain how role culture can provide stability while task culture supports innovation (Handy,1993). 
The prevailing culture can therefore be interpreted as predominantly role-oriented, with task-oriented features supporting strategies change. This classification is analytical interpretation rather than verified internal cultural assessment 
The combination can be an advantage because it allows Lloyds to maintain reliable control whole developing new services. However excessive reliance on procedures may limit flexibility if employee cannot make appropriate decisions independently. The business should retain clear responsibilities while empowering cross-functional teams to improve services within established risk limits. This approach would strengthen collaboration without weakening accountability (Burns and Stalker ,1994). 
[bookmark: _Toc243918111]3.3 Johnson and Scholes’ Cultural Web 
Johnson and Scholes’ Cultural Web (1992) examine the elements that reinforce organisational culture, including the paradigm, stories, symbols, rituals and routines, control systems, organisational structures and power relationships (Francis, 2014). 






Table 2: Johnson and Scholes ‘Cultural Web at Lloyds 
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Source: Self-made based on Johnson and Scholes (1992) and Lloyds Banking Group (2025a)
Lloyds Banking Group’s purpose of helping Britain guides its values and employee behaviour (Lloyds Banking Group,2025a). Policies and control systems help employees understand their responsibilities. 
Johnson and Scholes’ (1992) Cultural Web model explains how leadership, routines and structures shapes culture. At Lloyds fair customer treatment should be reflected in employee training and performance targets. This helps align daily practices with the business values and build customer trust. 
[bookmark: _Toc243918112]4.Organisational Culture and the External Environment 
Lloyds navigates an external landscape marked by digital disruption, fintech rivalry, evolving customer demands, economic instability, increased AI utilisation, and strict regulations. Therefore, its organisational culture must foster ongoing adaptation.  
According to Denison and Mishra’s (1995) model, four cultural traits - mission, adaptability, involvement and consistency are crucial for organisational effectiveness, and Lloyds demonstrates all four.




 Table 2: Denison and Mishra Framework
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Source: Denison and Mishra (1995) and Lloyds Banking Group (2025).
4.1Mission  
Lloyds’ mission-driven strategy is evident in its focus on customers, colleagues, and communities, aiming for sustainable long-term return as highlighted in the 2025 Annual Review, (Lloyds Banking Group, 2025). While purpose can align employees, it only adds value if it guides real decision. The purpose is effective when it guides everyday decisions dn support customers. 
4.2 Adaptability 
Lloyds’ adaptability is shown through its AI investments, and digital transformation. Lloyd’s investment in AI demonstrates an attempt to respond to technological change. However, technology investment alone does not prove cultural adaptability. Managers must adopt new working practices; employees must upskills and address risk functions related to emerging technologies. Without these cultural changes, technological investment may not deliver its anticipated strategic benefits. Employees need training to use new technology safely and effectively  
4.3 Involvement 
Lloyd’s investment in employee development and inclusion supports Denison’s involvement dimension. Employee participation is particularly important during technological transformation because employees are more likely to support change when they understand it and have opportunities to influence implementation. Employees are more likely to accept change when they can share ideas. 
4.4 Consistency  
Consistency remains vital, as Lloyds integrates risk management and governance into its strategy, balancing consistency with adaptability. 
However, consistency can become rigid when established procedures are applied regardless of changing circumstances. Denison and Mishra’s framework is therefore valuable because it does not treat consistency and adaptability as mutually exclusive. 
 Adaptability is demonstrated by Lloyds’ investment in AI. Its 2025 reporting indicates that around 50 major live GenAI use cases generated approximately £50 million of incremental profit-and-loss benefit from GenAI in 2026, (Lloyds Banking Group, 2026). This implies that AI is being considered as a component of the organisation’s strategic operating model rather than just as an experimental technology. The crucial question, though, is whether cultural adaption goes hand in hand with technological adaption. Managers must embrace new working practices, employees must acquire new skills, and risk functions must comprehend emerging technologies. Investment in technology may not yield the anticipated strategic benefits in the absence of these cultural shifts. 
[bookmark: _Toc243918113]5.Organisational Culture as an Enabler at Lloyds Banking Group 
At Lloyds Banking Group, organisational culture acts as a key enabler by fostering shared expectations, enhancing coordination, and promoting responsible behaviour (Lloyds Banking Group,2022). 
Accountability is encouraged through clear roles, procedures, and risk management, reducing ambiguity and aiding decision-making within risk limits. This strengthens reliability and safeguards customers. 
The Group’s values of trust, inclusion, and prioritising people support positive relationships and customer-driven choices. An inclusive culture encourages diverse perspectives, while trust aids delegation and cooperation. 
Combining role and task culture balances control with innovation, crucial for regulatory compliance and digital development. Cross-functional collaboration addresses customer needs and operational challenges. 
The cultural web shows how structures and practices reinforce desired behaviours, aligning daily activities with strategic goals. 
Despite occasional procedural slowdowns, the culture’s benefits in accountability, trust, and adaptability are significant. Prioritising these traits ensures flexibility and challenges existing practices, supporting effective operations and sustainable growth. Furthermore, a culture of psychological safety encourages employees to share ideas, learn mistakes and contribute to continuous improvement (Edmondson,1999).This can strengthen organisational learning and help organisation adapt to changing circumstances (Senge,1990). 
[bookmark: _Toc243918114]6.Impact of Culture on Organisational Performance 
Organisational culture indirectly affects performance through employee behaviour, strategic implementation, innovation, customer service, and learning. Kotter and Heskett (1992) suggest that adaptive cultures can enhance long-term performance by effectively responding to environmental changes. Lloyds’ recent performance showcases significant transformation, with over 95% of retail sales done digitally, 9,000 technology hires since 2021, and 30,000 Copilot licenses distributed (Lloyds Banking Group, 2025). These developments suggest that digital capability and employee adaptability are important to the business strategic objectives. 
However, attributing financial or operational improvements solely to culture is methodologically inappropriate. Performance is influenced by factors like interest rates, economic conditions, competition, regulation, investment, and demand. Culture should be viewed as an enabler of strategy rather than an independent performance cause. 
AI investments create technological opportunities, but employees need the right skills and behaviours to turn that into customer and financial outcomes. Lloyds’ focuses on reskilling, digital transformation, and critical skills supports this view (Lloyds Banking Group, 2025b). Employee engagement, customer satisfaction and operational risk should also be considered when evaluating cultural effectiveness. Organisational performance increasingly relies on employees’ adaptability. Lloyds’ culture supports performance when purpose, customer focus, technology, employee capability, and risk management align. Comparing financial and non-financial indicators over time help assess weather cultural initiatives are associated with improvements in sustainable organisational performance (Balanced Scorecard Institute,2019). 
[bookmark: _Toc243918115]7. Recommendations  
7.1 Boost Staff Involvement  
Lloyds Banking Group should continue to encourage staff to voice concerns, offer suggestions, and participate in decisions impacting their work. Managers should ensure employees feel respected while challenging established practices and respond constructively to feedback. This is based on Schein’s (2010) model, highlighting the importance of aligning stated values with actual behavior. Progress can be measured through employee engagement surveys, confidence in speaking-up arrangements, and resolving reported issues. 
7.2 Promote Interdepartmental Cooperation 
The group should expand opportunities for staff from various departments to collaborate on customer service improvements and digital transformation. Handy’s (1993) task culture supports collaborative problem-solving as teams integrate diverse skills and perspectives. Cross-functional projects should be gauged through project delivery schedules, staff involvement, and measurable enhancements in customer satisfaction. 
7.3 Match Organisational Values with Performance Measures 
Lloyds Banking Group should review its performance metrics to ensure they reflect customer welfare, responsible behaviour, teamwork, and compliance alongside financial results. Johnson and Scholes’ Cultural Web highlight the impact of control systems on organisational behaviour (Johnson and Scholes,1992). Performance metrics that contradict stated values may encourage inconsistent decisions. Thus, the Group should monitor customer complaints, fair-treatment outcomes, conduct incidents, and customer satisfaction alongside commercial indicators. 

7.4 Harmonise Innovation and Control 
The group should maintain strict oversight of significant financial and regulatory risks while streamlining unnecessary approval processes. Proper delegation would allow employees to respond faster to routine customer issues and operational challenges. Burns and Stalker (1961) demonstrate the importance of flexibility when organisations need to adapt to changing conditions.  Therefore, Lloyds Banking Group should combine clear accountability with appropriate operational autonomy, preserving the advantages of its current culture while enhancing adaptability and creativity.  
7.5 Track Cultural Efficiency 
The group should regularly assess whether its cultural values align with employee experiences and organisational outcomes. Operational risk indicators, customer feedback, employee surveys, and performance metrics should be reviewed collectively to identify areas for improvement (Towe,2024). Denison’s (1990) framework provides a basis for assessing involvement, consistency, adaptability, and mission. By setting baseline measurements and tracking changes over time, Lloyds Banking Group can determine whether cultural initiatives lead to sustainable improvements rather than merely raising awareness of corporate values. 
[bookmark: _Toc243918116]8.Conclusion 
Organisational culture significantly impacts Lloyds Banking Group’s performance, structure, and decision-making. The analysis shows the group is mainly role-oriented with task-oriented traits that encourage creativity and teamwork. Schein’s Three Levels of Organisational Culture explains the link between visible behaviours stated values, and underlying assumptions. Handy’s Cultural Types clarifies the balance between formal duties and cooperative problem-solving, while Johnson and Scholes’ Cultural Web illustrate how structures, routines, and control systems reinforce cultural expectations. 
Overall, organisational culture acts as an enabler by supporting accountability, customer trust, risk management, coordination and adaptability to external changes. To enhance these benefits, Lloyds Banking Group should encourage employee participation, improve cross-functional collaboration, align performance measures with its values, and balance formal controls with flexibility. These steps would help maintain responsible banking practices while adapting to changing customer expectations and technological developments. A culture that supports trust, inclusion, and continuous learning contributes to sustainable organisational effectiveness. 
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Appendix 
	Classification 
	Assessment 
	Explanation 

	Mechanistic or organic  
	Predominantly mechanistic
	Formal procedures, hierarchy and risk controls support consistency, compliance and accountability.

	Centralised or Decentralised 
	Centralised strategic oversight 
	The Board establishes strategy and risk appetite, while managers exercise authority within agreed limits. 

	Simple, functional or divisional 
	Divisional structure supported by functional departments 
	Business divisions serve different customer groups, while specialist functions provide expertise and organisational control. 



	Element 
	Examples at Lloyds Banking Group
	Impact on organisational culture 

	Paradigm
	“Helping Britain Prosper” is Lloyds’ main purpose.
	Encourages employees to focus on customers and responsible banking 

	Stories
	Sharing stories of employees providing good customer service.
	Encourages positive employee behaviour

	Symbols 
	The Lloyds black horse logo and bank branding.
	Creates brand recognition 

	Rituals and routines 
	Team meetings, staff training and daily customer service.
	Encourages teamwork and consistent service

	Control systems
	Performance reviews, financial targets and compliance checks
	Helps employees meet target and follow banking rules

	Organisational structures 
	Senior managers, branch managers and bank employees have different roles
	Clarifies responsibilities and reporting relationships

	Power relationships 
	Senior leaders make strategic decisions, while employees manage daily banking activities 
	Shows how authority and decision-making are shared






	Denison trait
	Lloyds application 
	Critical significance 

	Mission
	“Helping Britain Prosper” and purpose-driven strategy
	Creates strategic direction but must translate into everyday behaviour

	Adaptability 
	Digital transformation, AI and new customer propositions
	Support competitiveness and responsiveness 

	Involvement 
	Inclusion, employee development and skills programmes
	Builds capability for transformation

	Consistency 
	Risk management, governance and controls
	Supports reliability and regulatory compliance.
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departments expertise and organisational control.
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