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The organisational culture is critical in determining the structure, decision-making, and performance of global companies. At Walmart, culture is entrenched in the values, beliefs, and assumptions that steer the behaviour of employees, foster operational efficiency, and aid the strategic goals of the company to lead in costs and serve the customers (Schein, 1985; Mullins and Christy, 2016). Displayed dominance of Role Culture can be seen in the hierarchical functional structure, standardisation, and centralisation of decision making, and consequently, the innovation of digital and e-commerce initiatives can be seen in the emergent elements of task orientation (Handy, 1993; Panmore, 2024). Walmart uses its culture to acclimate to the demanding external environments such as international competition, technological upheaval and local market heterogeneity by implementing stringent associate training, inclusion programs and technology adoption. Nevertheless, the culture features include rigidity, non-flexible standardisation, and the centralisation of power that may also impede flexibility, innovation, and employee engagement (Ljungblahd and Lindberg, 2024). This report critically analyses the organisational culture of Walmart, how the culture has shaped structure and performance and also offers recommendations that can be made to promote adaptability and performance within the long term.
[bookmark: _Toc215269661]2. Organisational Culture Company Structure and Decision Making
[bookmark: _Toc215269662]2.1 Review of Organisational Culture
Organisational culture is traditionally characterised as a set of shared values, beliefs and assumptions that define the way people in an organisation respond (Schein, 1985). Mullins and Christy (2016) accentuate that culture is universal -how things are done around here’- and consequently has an influence on the main organisational processes, including decision making, structure, group behaviour, organisation of work, motivation, job satisfaction and control by management. The effective culture has a strong ability to align employees with objectives, boost consistency, and endorse strategy, yet when it is skewed or inflexible, it can potentially restrict the ability to be flexible or adaptive.
[bookmark: _Toc215269663]2.2 Walmart’s Expressed Culture and Values
In the case of Walmart, the company has its culture defined as its values in action. That is how we deliver excellent customer service, offer a fantastic front-line work experience, and boost performance to fulfil our shared mission of saving people money so they can live better. The corporate values are explained in the following way: Service to the customer; Respect to the individual; Strive for excellence; Act with integrity. These mentioned values can be used to establish the tone of the culture that the company wants.
[bookmark: _Toc215269664]2.3 Cultural Influence on Structure
The organisational structure presented in Walmart is known to be a hierarchical functional structure (vertical chain of command and functions) that has allowed this company to focus considerably on monitoring and controlling. In the case of Walmart, Panmore (2024) narrates how corporate managers can shape the whole organisation by the hierarchical functional structure, although there is also little flexibility at lower levels. This organisational design complements the culture of functionality, cost leadership and standardised processes (Kim and Shin, 2019). The culture that stresses excellence, service to the customer and respect for the person requires a structure that will make the delivery of products and services across thousands of stores and geographies consistent. The hierarchical functional model assists in motivating central control, repeatable procedure, economies of scale and international uniformity.
Figure 1: Walmart Organisational Structure
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The cultural focus on customer service, respect and excellence implies that the decision-making of Walmart is likely to focus on cost leadership, efficiency, standardisation and global strategy alignment. An example is that Walmart has enacted international policies, procedures and systems, which have to be adhered to by store managers and regional managers- decisions are usually centrally influenced (Pham, 2018). Panmore observes that this enables corporate managers to easily sway the whole organisation, hence making it easy to implement strategy in various markets. Furthermore, the focus on people first and tech second (Donna Morris interview) indicates that a culture of technology adoption and globalised coordination is gradually developing further in decision-making by Walmart.
[bookmark: _Toc215269666]2.5 Critical Assessment
The integration of organisational culture, structure and decision making in Walmart facilitates consistent global operations. Hierarchical functional structure and standardisation of its processes embody the consistency orientation, cost-efficiency, customer service, and operational excellence of the culture, which allows it to scale globally, implement consistency in its brands, manage the costs, and remain competitive (Panmore, 2024; Mullins and Christy, 2016). Trade-offs of centralised decision-making and cost focus, however, limit flexibility, local responsiveness, innovation and front-line empowerment. Stakeholder-scale activity and standardisation can also undermine the cultural importance of the individual-respected value, as it can influence the involvement of employees, their motivation, and satisfaction (The Work Psychologists, 2023). In general, structure and decisions are highly influenced by culture, but the culture can limit flexibility.
[bookmark: _Toc215269667]3. Types of Cultures Using Theories and Framework
[bookmark: _Toc215269668]3.1 Overview of Models
Organisational culture is widely analysed and understood in several theoretical frameworks. The three-level model by Schein (1985) subcultures culture into artefacts, espoused values, and underlying assumptions- takes into account both visible behaviours and unconscious beliefs. Handsys typology (1993) lists four types of cultures: Power culture is centralised, light rule, Role culture is bureaucratic, with defined rules and procedures; Task culture is a team and project-based culture and Person culture is one in which the individual takes precedence over the organisation. Moreover, the cultural dimensions of Hofstede have been used to explain the behaviour and management practices used within organisations and have been historically used to analyse and interpret power distance, individualism, uncertainty avoidance, and other facets of that culture onto organisational culture.
[bookmark: _Toc215269669]3.2 Applying Schein’s Model to Walmart
· Artefacts: The artefacts apparent at Walmart are visible organisational structures (hierarchical functional chart), uniform processes, worldwide policies, a massive number of associates (including front-line store employees) of over 2 million, and internal technology infrastructure that focuses on people-led technology, tech-powered (Rickard, 2024). Indicatively, Walmart spends a lot of money on online applications and international communication.
· Espoused Values: As stated earlier, Walmart can declare its principles: Service to the customer; Respect for the individual; Strive for excellence; Act with integrity. These are articulations of what the organisation purports to represent and how it would like them to act.
· Underlying Assumptions: Beneath these values and artefacts, certain deeper assumptions include: focusing on low cost and streamlined operations to gain a competitive advantage; standardising to scale; recognising that customers prioritise low prices and consistent service; employees adhering to prescribed roles and procedures to add value; and using technology and data to enhance performance (Aithal, 2023). These assumptions are the foundations of the day-to-day behaviours and decisions of managers and employees.
Figure 2: Schein’s Three-Level Model Applied to Walmart
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Using the typology offered by Handy (1993), Walmart is mostly characterised by Role Culture, where roles are established, hierarchical and authoritative, standard operations and functional departments, including IT, HR, and marketing, which are the keys to global size and stability in operational performance (Panmore, 2024). There are some characteristics of Power Culture, especially strategic decision-making by the headquarters, and new aspects of Task Culture are observed in digital, e-commerce-related and cross-functional innovation teams, which can be described as the people-led, tech-powered model. Person Culture remains small, because the organisation is quite bureaucratic and role-oriented. In general, the culture of Walmart is a role culture with emerging task components.
[bookmark: _Toc215269671]3.4 Discussion of Organisational Culture Type
The importance of identifying the culture of Walmart as a role culture is that it helps maintain global uniformity, efficiency in operations, economies of scale, and consistency with the cost-leadership strategy of the company (Handy, 1993; Panmore, 2024). The espoused values, artefacts, and structure support this culture. The role culture is, however, flawed too, in that it favours stability, procedures, and formal roles over change, innovation and flexibility. This can decrease agility in fast-changing environments, like during digital disruption or local market differentiation. The elements of emerging task culture are helpful, yet the prevalent culture can still hinder responsiveness. Considering the Hofstede approach, Walmart exhibits high power distance, strict procedures, and strong accountability, thus demonstrating strategic support and trade-offs (Hofstede, 2011).
[bookmark: _Toc215269672]4. Organisational Culture and External Environment
[bookmark: _Toc215269673]4.1 External Environment Overview
The external environment Walmart is highly dynamic: retail competition globally (ads and online e-commerce giants like Amazon.com, Inc., traditional big box stores and local competition), competition through technology (omnichannel competition, mobile shopping, data analytics), supply chain issues and globalisation, shifts in customer expectations (convenience, price, sustainability, value), social/regulatory pressure (laziness, diversity and inclusion, green methods). Current studies on the strategic management of Walmart acknowledge that it is pursuing a transnational corporate approach between scale and local responsiveness.
[bookmark: _Toc215269674]4.2 Cultural Levers for Adaptation
Walmart’s culture serves as a lever to adapt to this environment in several ways:
· Embedding the customer and cost orientation: The cultural value Service to the customer and cost leadership orientation implies that the company relentlessly moves towards efficiency, low-cost, standard processes and global scale - this helps the company compete on price and delivery (Chelliah, Aravindan, and Muthaiyah, 2022). The culture promotes cost management and performance efficiency, which allows for quick internationalisation.
· Scaling and aligning a large workforce behind culture: As the company employs more than 2 million associates, cultural alignment is one of the major challenges. Walmart tries to solve this through strict selection and orientation in such a way that new recruits are compatible with the purpose, culture and values (Jiang, 2018). Indicatively, an article (Scaling culture: How Walmart manages to retain its values in a workforce of 2.1 million) claims that Walmart evaluates a large number of candidates before fitting them into the culture. It allows the culture to serve as a global harmony tool.
· Technology and people orientation: Walmart focuses on the principle of people-led, tech-powered. The Chief People Officer of Walmart presents the information stipulated in the Columbia Business School article: We are a digital company at Walmart, but we retain culture. Our definition is people-led, tech-powered. Such cultural transparency assists Walmart in embracing the digital transformations (omnichannel, internal apps, scheduling, AI tools) without sacrificing its cultural foundation.
· Global culture of inclusion and diversity: Walmart produces Culture, Diversity and Inclusion reports, highlighting the need to dial up our inclusiveness and build a climate in which everyone feels welcome, supported and heard (Schreane, 2021). Such a cultural focus assists Walmart in adapting to social and regulatory forces, talent attraction on a global scale, and local responsiveness in various markets.
· Local responsiveness via global culture: Although much is centralised, Walmart is employing local managers and store-based personnel who make local markets out of the global culture, thereby adjusting the culture to the local environment. It is this convergence, global culture, local application, which has helped Walmart respond to the various national markets without compromising on core values.
[bookmark: _Toc215269675]4.3 Critical Assessment
The culture of Walmart greatly fosters the flexibility of adapting to the strategy, structure, rigorous selection and training of associates, the integration of technology with a people-centric view, allowing global size, cost leadership, and consumer satisfaction (Panmore, 2024; Mullins and Christy, 2016). Its global presence depends on the emphasis on inclusion and workforce alignment. Nevertheless, prevailing focus on standardisation, centralised decision-making and cost controls has the potential to restrain local responsiveness, innovation, and staff empowerment. Culture works well in global adaptation, but fast changes and adaptability in the local markets might need evolution to maintain consistency with flexibility and innovative ideas.
[bookmark: _Toc215269676]4.4 PESTLE Analysis
· Political Factors: Walmart operates across multiple countries, making it highly sensitive to government regulations, trade agreements, tariffs, and labour policies. Changes in political stability or taxation can directly affect its sourcing, supply chain strategy, and market expansion decisions.
· Economic Factors: Macroeconomic trends such as inflation, recession pressures, and fluctuating exchange rates influence Walmart’s pricing and cost-control efforts (Edo-Osagie, 2025). Since the company competes heavily on affordability, shifts in consumer income and employment levels play a major role in shaping demand.
· Social Factors: Consumers now prioritise convenience, ethical sourcing, inclusivity, and sustainability in retail. Walmart must respond through cultural alignment, workforce diversity initiatives, and customer-centric operational models that serve varied global communities.
· Technological Factors: Digital transformation, AI-driven analytics, automation, and omnichannel retailing reshape Walmart’s competitive environment (Ojika et al., 2021). These technologies drive efficiency while supporting its “people-led, tech-powered” cultural vision.
· Legal Factors: Walmart must comply with global labour laws, data privacy regulations, consumer protection rules, and rising antitrust scrutiny, all of which influence its operations and governance.
· Environmental Factors: Growing expectations for carbon reduction, waste minimisation, and sustainable packaging push Walmart to strengthen its environmental strategies and long-term sustainability commitments.
Fig 3: Pestle Analysis
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[bookmark: _Toc215269678]5.1 Potential Cultural Barriers
Although Walmart has a good culture, the culture is also a weakness counter in itself. The hierarchical structure and the predominant Role Culture may delay the decision-making process, as well as decrease the flexibility, thereby restricting responsiveness to change (Panmore, 2024). The focus on cost leadership and standardisation can result in underinvestment in employee engagement, innovation and local adjustment, which can influence job satisfaction and differentiation of services. The centralised processes and global pressures can clash with the espoused value and cause disconnects with the centralised value of respect for an individual. Inertia, culture creates difficulties in quick change, and tensions of global standardisation against the local market demands may prevent adaptation, innovation and conformity to regional standards.
[bookmark: _Toc215269679]5.2 Evidence from Walmart
The study reports the advantages and the demerits of Walmart culture. In a case study of Walmart culture, it is mentioned that although the culture fostered growth and success, it also had the dark side (i.e. high pressure, employee grievance, lack of flexibility) (ICMR case). Also, the external commentary indicates that despite the excellent values of Walmart in theory, employee experience occasionally suggests that the culture falls short when it comes to the respect of the individual (Bank Muñoz, Kenny, and Stecher, 2018). To illustrate, sustained culture in such a workforce of more than 2 million is an immense issue; to Walmart, this demands scaling culture and aligning over a million applicants each year to its culture.
[bookmark: _Toc215269680]5.3 Critical Discussion and Judgement
In my estimation, yes—organisational culture can act as a barrier to effective functioning at Walmart, though it is not wholly so. The prevailing culture endorses global magnitude, cost leadership, consistency, and efficiency, and has evidently made Walmart thrive. However, in certain situations, particularly where there is a need for innovation, local responsiveness, employee empowerment and culture change, the culture can limit performance (Hanifah et al., 2019). The obstacle is conditional: in stable operations that need standardisation, the culture is facilitating; in agile, disruptive situations, the culture could be restrictive. The culture is therefore less of a barrier, always, and more of a constraint under certain circumstances. It is important to identify the areas and the ways in which the culture acts as an obstacle (Aktürk and Dastgerdi, 2021). In order to maximise effectiveness, Walmart should modify its culture to ensure that it maintains its advantages (consistency, alignment, customer focus) but improves flexibility, empowerment of employees, and local adaptive abilities.
[bookmark: _Toc215269681]6. Organisational Cultures and Organisational Performance
[bookmark: _Toc215269682]6.1 Impact on Performance
The organisational culture of Walmart has a great impact on performance. The convergence of culture, structure, and the decision has facilitated global scale, cost leadership, strong brand recognition and operational efficiency (Pandey et al., 2021). The visible artefacts like values, standard processes and global systems bring about the consistency in performance across markets. The people-powered, tech-driven culture fosters digital change and long-term strategic positioning. Nevertheless, excessive emphasis on scale, cost management, and standardisation may reduce the ability of employees to engage, innovate, and act in response to local needs, which may have an impact on long-term sustainability (ICMR, 2022). In general, the culture of Walmart has a positive influence on performance, but it has to continue evolving to resolve these shortcomings and ensure competitiveness.
[bookmark: _Toc215269683]6.2 Recommendations
According to the analysis, I would recommend Walmart to formulate the following pieces of advice to enhance its culture and hence performance:
· Empower local decision-making: The autonomy of regional and store managers to localise to local markets will promote flexibility and responsiveness. The destruction or weakening of the procedural restriction and also providing task-fit administration develops a hybrid role-task culture, which mitigates the evasiveness of a prevailing role culture (Handy, 1993).
· Enhance employee engagement and align lived culture: The career development, recognition, and empowerment of front-line people will enhance Respect of the Individual. Assessment of internal surveys and alignment of human resource practices with cultural values assist in assuring that operations are applied as per espoused values, in line with the model by Schein (1985).
· Promote innovation alongside operational efficiency: By integrating aspects of task culture via cross-functional groups, quick-system decisions, and localised experimentation, I can promote flexibility and yet keep costs to a minimum in the long run (SSRN, 2020).
· Strengthen cultural change management: Leadership modelling, communication, training, behaviour reinforcement, monitoring, and coherent incentives can materialise proper cultural change across the global workforce of Walmart.
[bookmark: _Toc215269684]6.3 Implementation Suggestions & Limitations
Cultural enhancements to be implemented at Walmart may include piloting the following things: greater local autonomy in some markets, tying metrics of empowerment to store-based KPIs, providing leadership training based on cultural flexibility, and changing HR policies to reward innovation and local adaptability. The international implementation must be in a staged format: evaluation, pilot, assessment, and scaling (Lee et al., 2020). Cultural health must be monitored by surveys of employees, turnover, store performance, and innovation measurements. Nonetheless, culture change is usually slow and cumbersome in a big organisation. There are trade-offs, as increased local autonomy can reduce standardisation and cost-efficiency, and more innovation might be expensive. The recommendations should strike the right balance between evolution and strategic consistency so as to maintain the core competitive advantage of Walmart.
[bookmark: _Toc215269685]7. Conclusion
In conclusion, the organisational culture of Walmart is a key factor in its international success, as it determines its structure, decision-making, and performance. Walmart has the strategy of cost leadership, operational efficiency, and global consistency, which is compliant with the dominant Role Culture, which is hierarchical and authoritative and has defined roles and standardised processes. The new task-driven aspects, especially in digital and e-commerce projects, reflect how the company tries to promote innovation and flexibility. The culture allows adaptation to complicated external environments with strict associate training, integration of technologies, and focus on inclusion and alignment of the workforce. Nonetheless, the same culture may also serve as a barrier that restricts local responsiveness, flexibility, empowerment of employees, and innovation. Walmart should transform its culture to support a high level of long-term performance by raising the autonomy of local decision-making, improving employee engagement, integrating innovation practices, and managing cultural change. The issue of consistency versus flexibility will make the culture remain to sustain competitiveness and strategic goals.
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