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Executive Summary
This report examines the influence of organisational culture on Tesco, evaluates how culture contributes to organisational effectiveness. Organisational culture acts a significant role in shaping worker behaviour, management working and business productivity. In highly competitive industries such as retail, a strong organisational culture can help organisations respond to changing customer expectations, technological developments and external economic pressures.
Report introduces three recognised models of organisational culture: Hofstede's Cultural Dimensions, Schein's Three Levels of Organisational Culture and Handy's Cultural Types. These models are used to analyse Tesco's organisational culture and justify how it influences the company's organisational structure, decision-making processes and overall performance.
The report also examines the relationship between organisational culture and external environmental factors, including digital transformation, sustainability, changing customer expectations and economic uncertainty. It estimates whether Tesco's organisational culture plays as an enabler or a obstacle to organisational efficiency and considers its impact on employee engagement, customer satisfaction and long-term organisational performance.
The analysis concludes that Tesco has developed a strong customer-focused organisational culture that supports continuous improvement, teamwork and responsible business practices. Although some challenges remain, particularly in maintaining consistency across a large organisation and adapting to continuous change, Tesco's culture contributes positively to organisational effectiveness. Finally, the report provides recommendations aimed at strengthening employee involvement, improving organisational communication and supporting continuous learning to maintain Tesco's competitive position in the future.










1. Introduction
Organisational culture mention to the shared values, beliefs, behaviours and assumptions that impact how employees interact and work within an organisation. According to Schein (2017), organisational culture develops over time through shared practices and becomes included in the way an organisation operates. Culture influences decision-making, employee behaviour, communication and organisational performance, making it one of the most important factors in achieving long-term business success.
Report focuses on Tesco PLC, one of the vastest food retailers in the United Kingdom. Founded in 1919, Tesco operates thousands of stores across several countries and employs more than 340,000 colleagues worldwide. The company operates in a highly competitive retail market where customer expectations, technological innovation and economic conditions continue to evolve rapidly. Tesco's purpose is "Serving our customers, communities and planet a little better every day," demonstrating the organisation obligation to customers, employees and wider society. 
Organisational culture has played a significant role in Tesco's development. Following significant organisational changes over the past decade, the company has focused on rebuilding trust, strengthening corporate governance and creating a culture based on accountability, inclusion and customer service. Recent company reports also highlight continued investment in employee wellbeing, flexible working, learning and development, recognising that colleagues are central to business success. During 2025/26 Tesco invested £200 million in pay for UK hourly paid store colleagues, while 82% of colleagues reported that they were able to work flexibly, exceeding the global retail benchmark. 
The purpose of this report is to critically evaluate Tesco's organisational culture and assess how it impacts organisational structure, decision-making and organisational effectiveness. Report uses Hofstede's Cultural Dimensions, Schein's Three Levels of Organisational Culture and Handy's Cultural Types to analyse Tesco's culture. It also examines how organisational culture enables Tesco to respond to external environmental influences before evaluating whether culture acts primarily as an enabler or a barrier to organisational performance. Finally, evidence-based recommendations are provided to support Tesco's future organisational development.




2. The Influence of Organisational Culture on Tesco's Structure and Decision-Making
Organisational culture has a significant influence on how organisations are structured and how decisions are made. According to Schein (2017), culture shapes the way employees understand organisational values, solve problems and interact with one another. A strong organisational culture helps create consistency across the organisation by encouraging employees to work towards common goals. For large organisations such as Tesco, culture is particularly important because it supports coordination across different business functions and geographical locations.
Tesco has a hierarchical organisational structure with clearly defined roles and responsibilities. This structure enables the company to manage a large workforce while maintaining consistent standards across its stores and operations. Although decision-making authority is distributed across different management levels, strategic decisions are generally made by senior leadership, while operational decisions are delegated to regional and store managers. This combination of centralised strategic direction and local operational responsibility helps Tesco maintain consistency while responding to local customer needs.
Tesco's organisational structure is closely linked to its organisational culture. The company's purpose, "Serving our customers, communities and planet a little better every day," influences decision-making at all levels of the organisation. The company's official reports emphasise that colleagues are central to achieving this purpose and highlight the importance of inclusion, flexible working and continuous development. Tesco also states that creating a workplace where everyone feels welcome supports both employee wellbeing and business performance. 
Decision-making within Tesco reflects its customer-focused culture. Customer feedback, sales information and market trends are regularly used to support business decisions. For example, Tesco has continued investing in digital services, personalised Clubcard offers and improvements to online shopping in response to changing customer expectations. These decisions demonstrate that organisational culture influences not only employee behaviour but also strategic priorities and business development. 
Tesco's culture also encourages collaboration between managers and employees. The organisation promotes open communication, colleague feedback and career development, recognising that employee engagement contributes to better customer service. Through initiatives that support diversity, inclusion and flexible working, Tesco aims to create an environment where employees feel valued and able to contribute to organisational success. This approach reflects the view that organisational culture influences employee motivation as well as organisational performance. 
3. Identifying Tesco's Organisational Culture Using Organisational Culture Models
Understanding organisational culture requires more than simply describing an organisation's values. Culture influences how employees behave, how managers make decisions and how organisations respond to challenges. To analyse Tesco organisational culture, this report applies three well established models: Hofstede's Cultural Dimensions, Schein's Three Levels of Organisational Culture and Handy's Cultural Types. Together, these models provide different perspectives on how organisational culture operates within Tesco.
3.1 Schein's Three Levels of Organisational Culture
Schein (2017) suggests that organisational culture lives at three levels: artefacts, espoused values and underlying assumptions. Analysing these three levels provides a better understanding of how organisational culture influences behaviour within Tesco.
The first level, artefacts, refers to the visible aspects of organisational culture. At Tesco these include company branding, store layouts, uniforms, customer service standards and communication with employees and customers. Tesco purpose, "Serving our customers, communities and planet a little better every day," is communicated throughout the organisation and is reflected in company publications, leadership messages and everyday operations. Tesco also promotes its three values: No one tries harder for customers, We treat people how they want to be treated, and Every little help makes a big difference. These visible elements demonstrate the behaviours that the organisation expects from its employees. 
The second level consists of espoused values, which represent the principles the organisation says it believes in. Tesco places considerable emphasis on customer satisfaction, teamwork, inclusion and responsible business practices. Recent company reports also highlight investment in employee development, flexible working and creating an inclusive workplace where colleagues feel valued. These values influence business decisions and help establish common expectations across the organisation. 
The deepest level of Schein's model is underlying assumptions. These are beliefs that become accepted over time and guide behaviour without employees consciously thinking about them. At Tesco, one important underlying assumption is that long-term business success depends on understanding client needs and building trust with customers, colleagues and communities. This belief influences strategic decisions, investment in digital services and continuous improvements to the customer experience.
Schein's model demonstrates that Tesco organisational culture extends beyond formal policies. The company's values are supported by everyday behaviours and business decisions, helping to create consistency across the organisation.
4. How Tesco Applies Organisational Culture to Respond to External Environmental Influences
Organisations work in environments that are permanently changing. Technological developments, economic conditions, government regulation, customer expectations and sustainability challenges all influence the way organisations operate. Organisational culture acts a significant role in helping businesses respond effectively to these external influences. A strong culture can support innovation, encourage adaptability and enable organisations to remain competitive in changing markets.
Tesco operates in one of the most competitive retail sectors in the United Kingdom. To remain successful, the company must continuously respond to changes in customer behaviour, technological innovation and wider economic conditions. Tesco's organisational culture supports this by placing customers at the centre of business decisions while encouraging continuous improvement and responsible business practices. According to Tesco Annual Report, the company's strategic priorities focus on delivering value, quality and convenience for customers while continuing to invest in digital capability and long-term growth. 
One important external influence is technological change. Digital transformation has significantly changed the retail industry, with customers increasingly expecting online shopping, mobile applications, personalised promotions and faster delivery services. Tesco has responded by expanding its digital capabilities, strengthening its Clubcard loyalty programme and investing in online services. These developments demonstrate that the organisation's culture supports innovation while remaining focused on improving the customer experience. Rather than introducing technology for its own sake, Tesco uses digital innovation to better understand customer needs and provide more personalised services. 
Another important influence is changing customer expectations. Modern consumers expect high-quality products, competitive prices and socially responsible business practices. Tesco organisational culture reflects these expectations through its commitment to customer service, product quality and responsible sourcing. The company's purpose and values encourage employees to consider both customer satisfaction and the wider impact of business decisions. This customer-focused culture enables Tesco to adapt more effectively to changing consumer preferences. 
Sustainability has also become a major external influence on organisations. Investors, governments, and customers increasingly expect businesses to reduce their environmental impact and operate responsibly. Tesco has integrated sustainability into its long-term strategy through initiatives relating to climate change, healthier products, reducing food waste and supporting local communities. These initiatives suggest that sustainability is no longer treated as a separate activity but forms part of the organisation's culture and strategic decision-making. 
Economic uncertainty also affects Tesco business environment. Rising living costs and inflation have changed customer spending behaviour, increasing demand for value and affordability. Tesco has responded by maintaining a strong focus on competitive pricing, loyalty rewards and value initiatives while continuing to invest in customer service. This demonstrates how organisational culture supports decision-making during periods of economic change by balancing customer needs with long-term business performance. 
Although Tesco has responded successfully to many external challenges, adapting to continuous change is not without difficulties. Large organisations often face challenges when implementing new technologies, introducing organisational change or maintaining consistent standards across multiple locations. Employees require ongoing training and effective communication to ensure that changes are successfully implemented throughout the organisation. This highlights that organisational culture must continue evolving if Tesco is to remain competitive in the future.

5. Is Tesco's Organisational Culture an Enabler or a Barrier to Organisational Effectiveness?
Organisational culture can either boost or limit organisational effectiveness depending on how well it aligns with an organisation's objectives and external environment. A strong culture can improve employee engagement, encourage innovation and strengthen customer relationships. However, if an organisation becomes too dependent on existing ways of working, culture may reduce flexibility and slow organisational change. Therefore, it is important to evaluate both the strengths and the limitations of Tesco organisational culture.
Overall, Tesco organisational culture acts primarily as an enabler of organisational effectiveness. The organisation has developed a strong customer-focused culture that supports its strategic objectives and encourages employees to deliver high standards of customer service. Tesco purpose and values provide clear direction for employees and help create consistency across different areas of the business. According to the company's Annual Report, customer satisfaction, colleague engagement and responsible business practices remain central to Tesco long-term strategy.
One of the main strengths of Tesco organisational culture is its emphasis on customer focus. Employees are encouraged to understand customer needs and contribute to improving the shopping experience. This shared commitment helps strengthen customer loyalty and supports Tesco competitive position within the retail sector. A customer-oriented culture also enables the organisation to respond more effectively to changing consumer expectations by adapting products, services and digital solutions.
Another important strength is Tesco commitment to employee development and inclusion. The organisation recognises that colleagues play an important role in achieving business success and continues to invest in learning, leadership development and creating an inclusive workplace. Supporting employees in this way helps improve motivation, teamwork and organisational commitment, all of which contribute positively to organisational performance. These practices also reflect Schein's view that organisational culture becomes stronger when employees understand and share organisational values rather than simply following formal procedures.
Tesco organisational culture also supports continuous improvement. The organisation regularly reviews customer feedback, operational performance and market trends in order to improve business processes. This willingness to learn and adapt enables Tesco to remain competitive in a rapidly changing retail environment. The company's continued investment in digital technology and sustainability further demonstrates that organisational culture supports long-term organisational development rather than focusing only on short-term financial performance.
Despite these strengths, Tesco organisational culture also presents some challenges. As one of the vastest retailers in the United Kingdom, Tesco works through a complex organisational structure involving multiple management levels. While this structure provides clear accountability, it may also slow communication and decision-making. Employees working at store level may identify problems quickly, but implementing organisational changes across a large business can take time. This demonstrates that even a strong organisational culture cannot remove every organisational challenge.
Another potential limitation is maintaining a consistent organisational culture across a large international workforce. Employees work in different countries, departments and operational environments, making it difficult to ensure that organisational values are experienced consistently throughout the business. This requires effective leadership, communication and ongoing employee development.
However, these limitations do not outweigh the overall benefits of Tesco organisational culture. The evidence suggests that the organisation has successfully aligned its culture with its strategic objectives while continuing to adapt to changes in the external environment. Rather than preventing organisational effectiveness, Tesco culture generally supports business performance, customer satisfaction and long-term organisational success.

6. The Impact of Organisational Culture on Organisational Performance
Organisational culture has a direct impact on organisational performance because it influences worker behaviour, customer satisfaction and the organisation's ability to achieve its strategic objectives. A positive organisational culture encourages employees to work towards shared goals, improves communication and supports continuous improvement. For Tesco, organisational culture is an important factor in maintaining its competitive position within the retail industry.
One of the most significant ways cultures influences organisational performance is through employee engagement. Employees who understand the organisation's values and feel supported by management are more likely to be motivated and committed to their work. Tesco continues to invest in learning and development, leadership capability and creating an inclusive workplace where colleagues feel respected and valued. These initiatives contribute to higher employee satisfaction and help improve the quality of customer service. Tesco's reporting highlights that colleagues are central to delivering the company's purpose and long-term strategy.
Organisational culture also contributes to customer satisfaction, which is a key factor in Tesco's business performance. The company's customer-focused culture encourages employees to understand customer needs and provide consistent service across its stores and online operations. By placing customers at the centre of business decisions, Tesco aims to strengthen customer loyalty and maintain long-term relationships. This customer-centred approach supports the organisation's strategic objective of delivering value, quality and convenience.
Another important contribution of organisational culture is its influence on innovation and continuous improvement. Tesco has continued to develop its digital services, strengthen its online shopping platform and improve the use of customer data through the Clubcard loyalty programme. These developments demonstrate that organisational culture supports innovation while remaining focused on improving the customer experience. Employees are encouraged to adapt to new technologies and contribute to improving business processes, helping Tesco remain competitive in a rapidly changing retail environment.
Organisational culture also influences Tesco's ability to achieve its sustainability objectives. The organisation has incorporated environmental and social responsibility into its business strategy by focusing on reducing food waste, supporting local communities and lowering carbon emissions. These initiatives demonstrate that organisational culture influences not only financial performance but also the organisation's wider responsibilities to society and the environment. This broader approach helps strengthen Tesco's reputation and supports long-term business success.
Despite these positive outcomes, organisational culture alone cannot guarantee organisational success. External factors such as inflation, increased competition, changes in consumer behaviour and technological developments continue to create challenges for Tesco. The organisation must therefore ensure that its culture continues to evolve in response to changing market conditions. Maintaining employee engagement, supporting innovation and strengthening communication remain important priorities for future organisational performance.
Overall, Tesco's organisational culture has made a positive contribution to organisational performance by supporting employee engagement, customer satisfaction, innovation and sustainable business practices. The evidence suggests that culture is closely aligned with the organisation's strategic objectives and continues to support long-term organisational effectiveness.

6.1 Recommendations
Based on the analysis presented in this report, three guidance’s are proposed to reinforce Tesco's organisational culture and boost future organisational performance.
Recommendation 1 – Increase Employee Involvement in Decision-Making
Tesco should continue encouraging greater employee participation in operational decision-making, particularly at store level. Employees interact directly with customers and are often the first to identify opportunities for improving products, services and operational processes. Increasing opportunities for colleagues to share ideas could improve problem-solving, strengthen employee engagement and support continuous improvement.
This recommendation is consistent with Schein's (2017) view that organisational culture becomes stronger when employees actively participate in organisational life rather than simply following established procedures.
Recommendation 2 – Continue Investing in Learning and Digital Skills
The retail industry continues to experience rapid technological change. Tesco should therefore continue investing in employee training, particularly in digital systems, artificial intelligence, data analysis and customer service technologies. Providing regular learning opportunities will help employees adapt to organisational change and improve their confidence when new technologies are introduced.
This recommendation supports Tesco long-term strategic objectives by ensuring that employees have the knowledge and skills required for future business challenges.
Recommendation 3 – Strengthen Communication Across the Organisation
Maintaining a consistent organisational culture across a large international business remains challenging. Tesco should continue strengthening communication between senior management, regional teams and individual stores to ensure that organisational values are consistently understood and applied throughout the business.
7. Conclusion
Organisational culture acts an important role in influencing organisational behaviour, decision-making and long-term business performance. Report has examined Tesco organisational culture applying Schein Three Levels of Organisational Culture. Applying these model has demonstrated that Tesco has developed a customer-focused culture supported by clear organisational values, structured management practices and a commitment to continuous improvement.
The analysis showed that organisational culture has a strong influence on Tesco organisational structure and decision-making processes. The company culture encourages customer focus, teamwork, responsible business practices and employee development, while supporting strategic objectives and operational consistency. At the same time, the report recognised that maintaining a consistent organisational culture across a large and complex organisation remains an ongoing challenge.
The report also evaluated how Tesco organisational culture enables the organisation to respond to external environmental influences, including technological change, evolving customer expectations, sustainability and economic uncertainty. Tesco culture supports adaptability by encouraging innovation, continuous learning and responsible decision-making. Although organisational change presents challenges, the organisation has continued to align its culture with its long-term strategic priorities.
Overall, the findings indicate that Tesco organisational culture operates primarily as an enabler of organisational effectiveness rather than an obstacle. The organisation emphasis on customer satisfaction, employee engagement and continuous improvement contributes positively to organisational performance and supports long-term competitiveness. The recommendations presented in this report strengthening employee involvement, continuing investment in learning and digital skills, and improving organisational communication would further reinforce Tesco organisational culture and help the organisation respond successfully to future business challenges.
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