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Introduction
In the modern retail industry, organisations must adapt to changing consumer demands, technological advancements, and intense market competition in order to remain successful. One organisation that has achieved significant growth and influence within the global retail sector is Tesco PLC. Founded in 1919 by Jack Cohen, Tesco has developed from a small market stall in London into one of the largest multinational retailers in the world. The company operates thousands of stores and provides a wide range of products and services, including groceries, clothing, and online retail services.
The success of Tesco can largely be attributed to its strong organisational strategies, customer-focused approach, and effective management practices. Organisational culture plays an important role in shaping how employees work together, make decisions, and respond to challenges within the business environment.
This report examines the organisational culture of Tesco and evaluates how it influences the company’s structure, decision-making processes, and ability to adapt to external environmental factors. The report also analyses the impact of organisational culture on organisational performance and considers whether aspects of the culture may act as barriers to effective functioning within the organisation.
Organisational Culture of Tesco PLC
Organisational culture refers to the shared values, beliefs, behaviours, and practices that influence how employees within an organisation interact with each other and perform their work. It plays a crucial role in shaping employee behaviour, decision-making processes, and overall organisational performance. In large multinational organisations such as Tesco PLC, organisational culture helps create a common identity among employees while guiding the company’s strategic direction and customer service approach.
The organisational culture at Tesco is strongly centred on customer focus, teamwork, accountability, and continuous improvement. The company has historically emphasised the importance of understanding and responding to customer needs, which is reflected in its long-standing corporate philosophy of “Every Little Helps.” This motto represents Tesco’s commitment to improving customer experiences through small but meaningful actions across all aspects of its operations, including product quality, pricing strategies, and service delivery. By embedding customer satisfaction into its culture, Tesco encourages employees at all levels to prioritise customer needs when making decisions and performing their daily tasks.
Another key element of Tesco’s organisational culture is teamwork and collaboration. As a large retail organisation operating thousands of stores and distribution centres, Tesco relies heavily on coordinated efforts between departments such as logistics, marketing, human resources, and store management. Employees are encouraged to work collaboratively to ensure that operations run efficiently and that customers receive a consistent service experience across all Tesco locations. Team-based working also supports knowledge sharing, problem-solving, and improved communication among staff members.
Tesco also promotes a culture of accountability and performance management. Employees are expected to take responsibility for their roles and contribute to achieving organisational objectives. Managers regularly evaluate staff performance through structured appraisal systems, training programmes, and performance targets. This performance-driven culture enables Tesco to maintain high operational standards while also identifying opportunities for employee development and career progression.
Tesco’s culture also emphasises diversity, inclusion, and employee wellbeing. The company operates with a diverse workforce and aims to create an inclusive working environment where employees from different backgrounds feel respected and valued. Initiatives related to employee wellbeing, training, and career development are designed to improve job satisfaction and enhance workforce productivity. By supporting employees and promoting equal opportunities, Tesco seeks to build a positive organisational culture that benefits both staff and customers.
Influence of Culture on Structure and Decision-Making in Tesco PLC
Organisational culture plays a significant role in shaping how a company structures its operations and how decisions are made within the organisation. Culture influences the behaviours, values, and expectations that guide managers and employees when carrying out their responsibilities. In large retail organisations such as Tesco PLC, culture provides a framework that aligns employees with organisational goals while ensuring consistency across multiple departments, stores, and geographical locations. By establishing shared values and standards, organisational culture helps determine how authority is distributed, how communication flows within the organisation, and how strategic and operational decisions are implemented.
One of the key cultural values within Tesco is customer orientation, reflected in the company’s well-known philosophy of “Every Little Helps.” This strong customer-focused culture influences the organisational structure by encouraging departments to prioritise customer needs in their activities and decision-making processes. For example, store managers and frontline employees are often given the authority to resolve customer issues quickly without waiting for approval from senior management. This decentralised approach allows Tesco to respond rapidly to customer feedback and improve service quality across its stores. As a result, the company’s structure supports empowerment at the operational level, enabling employees to make decisions that enhance the overall customer experience.
Another way organisational culture shapes Tesco’s structure is through its emphasis on teamwork and collaboration. In a complex retail organisation where different departments such as purchasing, logistics, marketing, and store operations must work together, collaboration is essential for efficiency and productivity. Tesco’s culture encourages cross-functional cooperation, which influences the organisational structure by promoting coordination between departments rather than rigid hierarchical separation. This collaborative environment supports better communication and ensures that information flows effectively between teams when making operational decisions such as stock management, promotional planning, and supply chain coordination.
Organisational culture also influences strategic decision-making within Tesco. Senior leadership uses cultural values such as innovation, efficiency, and customer satisfaction to guide long-term planning and business strategies. For example, Tesco’s decision to invest heavily in online grocery shopping and digital services demonstrates how the company’s culture supports innovation and adaptation to changing consumer behaviour. Managers evaluate strategic options based not only on financial outcomes but also on how those decisions align with Tesco’s commitment to customer convenience and service improvement. In this way, culture acts as a guiding principle that shapes organisational priorities and influences management choices.
Identifying Cultural Types: Model
Within Tesco, elements of market culture and hierarchy culture are particularly evident. Market culture focuses on competitiveness, productivity, and achieving measurable results. Tesco operates in a highly competitive retail market and places strong emphasis on performance targets, sales growth, and customer satisfaction. Managers and employees are expected to deliver results and maintain efficiency in store operations and supply chain activities.
At the same time, Tesco also demonstrates characteristics of hierarchy culture, which emphasises structured procedures, clear roles, and formal management systems. Due to the large scale of its operations, Tesco relies on well-defined organisational structures, standardised policies, and operational guidelines to maintain consistency across its stores and distribution centres. This hierarchical structure ensures that tasks are clearly allocated and that decisions follow established reporting lines.
Identifying Cultural Types: Models and Frameworks in Tesco PLC
One widely recognised framework for analysing organisational culture is the Competing Values Framework (CVF) developed by Kim Cameron and Robert E. Quinn. This model categorises organisational culture into four main types: Clan culture, Adhocracy culture, Market culture, and Hierarchy culture. Each cultural type reflects different organisational priorities, leadership styles, and approaches to decision-making.
Clan culture emphasises teamwork, employee involvement, and a supportive working environment. Organisations with a strong clan culture often function like extended families where collaboration, communication, and employee development are prioritised. Leadership in such organisations tends to be mentoring and supportive, focusing on building strong relationships between managers and staff. Within Tesco, elements of clan culture can be observed through initiatives that promote employee engagement, teamwork, and staff development programmes. Tesco encourages collaboration among employees across departments and store teams, which helps create a sense of belonging and improves organisational performance.
Adhocracy culture focuses on innovation, creativity, and adaptability. Organisations with this type of culture encourage employees to experiment with new ideas and take calculated risks in order to develop innovative solutions. Leadership within adhocracy cultures tends to support flexibility and entrepreneurial thinking. While Tesco operates within a structured retail environment, aspects of adhocracy culture can still be seen in the company’s approach to technological innovation and digital transformation. For example, Tesco has introduced online grocery shopping, mobile applications, and data-driven customer loyalty programmes, demonstrating its willingness to adopt innovative solutions to remain competitive within the modern retail industry.
Another important cultural type within the Competing Values Framework is market culture, which focuses on competitiveness, productivity, and achieving measurable results. Organisations with market cultures emphasise performance targets, customer satisfaction, and efficiency. Tesco demonstrates strong characteristics of market culture because it operates in a highly competitive retail sector and prioritises delivering value and convenience to customers. Managers are often focused on achieving sales targets, improving operational efficiency, and maintaining strong customer loyalty. Performance measurement systems and strategic planning play an important role in ensuring that the organisation continues to perform effectively within the market.
The final type within the Competing Values Framework is hierarchy culture, which emphasises structure, stability, and clearly defined procedures. Organisations with hierarchy cultures rely on formal rules, policies, and reporting structures to maintain efficiency and consistency. Due to the large scale of its operations, Tesco exhibits several characteristics of hierarchy culture. The company operates through a well-defined organisational structure that includes senior management, regional managers, store managers, and frontline staff. Standardised procedures are used to manage inventory, customer service, and operational processes across its stores. This structured approach helps Tesco maintain consistent service quality and operational efficiency across different locations.

Another influential model for analysing organisational culture is the three-level model of organisational culture developed by Edgar Schein. According to Schein, organisational culture can be understood through three interconnected levels: artifacts, espoused values, and basic underlying assumptions.
The first level, artifacts, refers to the visible aspects of organisational culture, such as the company’s physical environment, dress codes, communication style, and organisational structure. In the case of Tesco, artifacts include store layouts, employee uniforms, branding, and the customer service practices observed within stores. These visible elements reflect the company’s commitment to professionalism and customer service.
The second level, espoused values, represents the principles and strategies that an organisation publicly promotes. Tesco’s espoused values include customer focus, teamwork, responsibility, and respect. The company’s motto, “Every Little Helps,” reflects its emphasis on delivering value and improving the shopping experience for customers. These values guide employee behaviour and influence decision-making across the organisation.
The third level, basic underlying assumptions, refers to the deeply embedded beliefs that shape how employees perceive and respond to organisational challenges. In Tesco’s case, these assumptions include the belief that customer satisfaction drives business success and that operational efficiency is essential for maintaining competitiveness in the retail sector. These underlying beliefs influence the company’s strategies, policies, and management practices.
By applying these theoretical frameworks, it becomes possible to identify and analyse the cultural characteristics present within Tesco PLC. The organisation demonstrates a combination of market, hierarchy, and clan cultural elements, supported by clear organisational values and structured management systems. Understanding these cultural dimensions provides valuable insights into how Tesco manages its workforce, maintains operational efficiency, and continues to compete successfully within the global retail market.
Culture and the External Environment in Tesco PLC
One of the most significant external pressures faced by Tesco is intense competition within the retail industry. The UK grocery market includes several large supermarket chains that compete for customer loyalty through pricing strategies, product variety, and service quality. Tesco’s organisational culture, which strongly emphasises customer focus and operational efficiency, allows the company to respond effectively to competitive pressures. By encouraging employees to prioritise customer satisfaction and continuously improve service delivery, Tesco strengthens its competitive position. The cultural philosophy of “Every Little Helps” encourages staff to focus on small improvements in customer experience, such as efficient checkout processes, helpful customer service, and improved product availability. This cultural emphasis enables Tesco to remain responsive to customer expectations and maintain competitiveness within a dynamic retail market.
Another important external factor influencing Tesco is government regulation and compliance requirements. Retail organisations must comply with various laws and regulations related to consumer protection, food safety, employment rights, and environmental sustainability. Tesco’s organisational culture promotes accountability, ethical behaviour, and adherence to corporate policies, which helps ensure compliance with regulatory standards. Employees are trained to follow strict operational procedures, particularly in areas such as food handling, product labelling, and workplace safety. By embedding compliance and responsibility within its organisational culture, Tesco reduces operational risks and maintains trust with regulators, customers, and other stakeholders.
The role of organisational culture in adapting to external environments can also be analysed using Denison’s Organisational Culture Model, developed by Daniel R. Denison. Denison’s Traits Theory identifies four key cultural traits that influence organisational effectiveness: involvement, consistency, adaptability, and mission. These traits help organisations respond to both internal and external challenges.
The first trait, involvement, refers to the level of employee participation and engagement within an organisation. Tesco promotes employee involvement through teamwork, staff training programmes, and performance management systems. By involving employees in operational processes and encouraging them to contribute ideas for improvement, Tesco creates a workforce that is motivated to respond effectively to customer needs and market changes.
The second trait, consistency, refers to the presence of shared values, clear systems, and coordinated processes within an organisation. Tesco maintains consistency through well-established operational procedures, corporate values, and standardised store operations. These shared systems ensure that the organisation functions efficiently even as it expands across multiple locations and markets.
The third trait, adaptability, is particularly important when responding to external environmental changes. Organisations with strong adaptability are able to recognise changes in the external environment and adjust their strategies accordingly. Tesco demonstrates adaptability through innovations such as online grocery shopping, digital loyalty programmes, and home delivery services. By adopting new technologies and responding to changing consumer shopping behaviours, Tesco shows how organisational culture can support innovation and continuous improvement.
The final trait, mission, refers to the organisation’s long-term vision, goals, and strategic direction. Tesco’s mission focuses on creating value for customers and delivering high-quality products at affordable prices. This clear strategic direction helps guide decision-making and ensures that employees understand how their roles contribute to the organisation’s overall objectives.
Organisational Culture as a Barrier in Tesco PLC
One potential barrier associated with Tesco’s organisational culture is the strong hierarchical structure and formal procedures that exist within the company. As a multinational retailer operating thousands of stores and employing a large workforce, Tesco relies on structured systems, policies, and reporting lines to maintain operational consistency. While this hierarchical culture helps ensure standardisation and control across the organisation, it may also limit employee autonomy and slow the decision-making process. Employees at lower levels of the organisation may feel restricted by strict policies or may require approval from senior management before implementing changes. As a result, opportunities for innovation or quick responses to operational challenges could sometimes be delayed.
Another challenge relates to the pressure to achieve performance targets and maintain competitiveness in the highly competitive retail market. Tesco operates within an industry where profit margins are often relatively small, and companies must continually improve efficiency to remain competitive. The organisation’s strong focus on productivity, sales targets, and performance management may sometimes create a high-pressure working environment for employees. This performance-driven culture can potentially lead to employee stress, reduced job satisfaction, and decreased motivation if staff feel that organisational expectations are too demanding. When employees experience excessive pressure, it may negatively affect teamwork, communication, and overall organisational effectiveness.
Additionally, resistance to change can sometimes occur within large organisations with established cultures. Tesco has a long history and a well-developed organisational identity, which means that employees may become accustomed to existing working practices and procedures. When new strategies, technologies, or operational systems are introduced, employees who are comfortable with traditional approaches may be reluctant to adopt these changes. Resistance to change can slow down organisational transformation and make it more difficult for the company to implement innovations that are necessary for adapting to evolving market conditions.
Furthermore, organisational culture may also become a barrier if it does not fully support diversity and inclusion within the workforce. Although Tesco actively promotes equality and diversity initiatives, managing a diverse workforce requires continuous cultural development and awareness. Differences in cultural backgrounds, communication styles, and expectations can sometimes create misunderstandings or conflict within teams if they are not effectively managed. Organisations must therefore ensure that their cultural practices support inclusivity and mutual respect among employees.
Despite these potential challenges, it is important to recognise that Tesco has taken steps to minimise the negative effects of cultural barriers. The company invests in employee training programmes, leadership development initiatives, and internal communication strategies aimed at improving collaboration and organisational learning. By encouraging feedback from employees and adapting its management practices, Tesco attempts to maintain a culture that balances stability with flexibility.
Impact of Culture on Organisational Performance in Tesco PLC
Organisational culture plays a crucial role in influencing the performance and long-term success of any organisation. It shapes employee behaviour, management practices, decision-making processes, and overall organisational effectiveness. A strong and well-defined organisational culture can improve employee motivation, increase productivity, strengthen teamwork, and enhance customer satisfaction. In large retail organisations such as Tesco PLC, culture is particularly important because it helps coordinate the activities of thousands of employees while ensuring that organisational goals are achieved consistently across different locations and departments.
One of the most significant ways organisational culture impacts Tesco’s performance is through its strong focus on customer satisfaction. Tesco’s cultural philosophy of prioritising customers encourages employees to provide high-quality service and respond effectively to customer needs. This customer-oriented culture influences the behaviour of employees at all levels of the organisation, from frontline staff interacting with customers in stores to senior managers responsible for strategic decision-making. When employees understand that customer satisfaction is a key organisational priority, they are more likely to deliver efficient service, maintain product quality, and create a positive shopping experience. As a result, this cultural focus contributes to increased customer loyalty, stronger brand reputation, and improved sales performance.
Organisational culture also affects employee motivation and engagement, which are essential factors in determining organisational performance. Tesco promotes a culture that emphasises teamwork, respect, and employee development. Through training programmes, career progression opportunities, and recognition systems, the company encourages employees to perform their roles effectively and contribute to organisational success. When employees feel valued and supported within the workplace, they are more likely to demonstrate higher levels of commitment and productivity. Increased employee engagement can lead to reduced staff turnover, improved morale, and greater efficiency in daily operations.
Furthermore, Tesco’s organisational culture encourages innovation and continuous improvement, which positively affects organisational performance. The retail industry is constantly evolving due to technological advancements and changing consumer behaviour. Tesco has adapted to these changes by developing new digital platforms, expanding online shopping services, and improving its supply chain management systems. A culture that supports innovation allows the organisation to experiment with new ideas, adopt emerging technologies, and improve its services. By encouraging employees and managers to identify opportunities for improvement, Tesco is able to remain competitive in a rapidly changing market environment.
Organisational culture also contributes to effective teamwork and collaboration, which enhances organisational performance. In a complex organisation like Tesco, different departments must work together to achieve common objectives. For example, marketing teams, supply chain managers, store employees, and customer service staff must coordinate their activities to ensure that products are available to customers at the right time and place. A collaborative culture encourages open communication and cooperation between teams, which improves problem-solving and decision-making. As a result, the organisation can respond more effectively to operational challenges and customer demands.
Conclusion
This report has examined the importance of organisational culture within Tesco PLC and how it influences the company’s structure, decision-making processes, adaptability to external factors, and overall organisational performance. The analysis showed that Tesco’s culture is strongly centred on values such as customer focus, teamwork, accountability, and continuous improvement. These cultural values guide employee behaviour and help the organisation maintain consistent service quality across its operations.
The report also highlighted that organisational culture plays an important role in enabling Tesco to respond to external challenges such as competition, regulatory requirements, and global market changes. Frameworks such as the Competing Values Framework and Denison’s cultural traits model demonstrate that Tesco’s culture includes elements of market, hierarchy, and collaborative cultures that support both efficiency and performance.
However, the report also recognised that certain aspects of organisational culture, including hierarchical structures and performance pressures, may sometimes act as barriers to flexibility and innovation. Therefore, it is important for Tesco to continue developing a culture that encourages communication, employee involvement, and adaptability.
In conclusion, effective cultural management remains essential for sustaining organisational performance. By maintaining a strong but flexible organisational culture, Tesco PLC can continue to strengthen its competitive position and successfully respond to future challenges in the global retail industry.



Reference List
Kim Cameron and Robert E. Quinn (2011) Diagnosing and Changing Organizational Culture: Based on the Competing Values Framework. 3rd edn. San Francisco: Jossey-Bass.
Edgar Schein (2010) Organizational Culture and Leadership. 4th edn. San Francisco: Jossey-Bass.
Tesco PLC (2024) Annual Report and Financial Statements 2024. Available at: https://www.tescoplc.com (Accessed: 8 March 2026).
Tesco PLC (2024) Our Strategy and Values. Available at: https://www.tescoplc.com/about (Accessed: 8 March 2026).
Chartered Institute of Personnel and Development (2023) Organisational Culture Factsheet. Available at: https://www.cipd.co.uk (Accessed: 8 March 2026).
Mind Tools (2023) Organizational Culture Models and Theories. Available at: https://www.mindtools.com (Accessed: 8 March 2026).


