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[bookmark: _Toc234020225][bookmark: _GoBack]Introduction 
Organisational culture, as Mullins and Christy (2016, p. 574) argue, pervasively shapes “how things are done around here” and shapes the structure of the organisation, decision making and performance. This report is a critical analysis of Tesco PLC—a retailer with 330,000 employees worldwide—of how the retailer's core purpose and three values “No one tries harder for customers”, “We treat everyone how they want to be treated” and “We use our scale for good” infuse the retailer's operations. The study uses the model of culture and organisational structure given by Schein, Hofstede's dimensions and Handy's cultural types to analyze the role of culture in structure and decision making, its adaptive function and its ability to either contribute or hinder organisational effectiveness (Carolina, Ț. and Mihaela, H., 2026).
[bookmark: _Toc234020226]1) How organisational culture influences the organisation’s structure and decision-making processes.
[bookmark: _Toc234020227]1.1 The Influence of Organizational Culture on Tesco’s Structure
The organisational culture that is formed influences the design of the structures because the values shared influence the acceptable patterns of coordination and control (Mullins & Christy, 2016). “Serving shoppers a little better every day” is the main objective that helps the company build a customer-centric structure that allows operations of stores to take local decisions that reflect this objective (Tesco PLC, 2025). Tesco's matrix structure combines functional expertise from the centre with geographical divisions, resulting in a balance of scale and locality (Tesco PLC, 2025e). In particular, the word “We use our scale” highlights the centralisation of procurement, supply chain and IT to achieve cost benefits and store managers adjust product lines to their community (Tesco PLC, 2025).
The policy of ‘We treat everyone as they want to be treated' promotes a level playing field, particularly at the store level, with staff and managers communicating freely. (Tesco PLC, 2025). The importance of respect in culture is seen in the “Your Voice” engagement survey which gathers feedback from more than 330,000 colleagues and influences formal structural methods like colleague representation forums (Tesco PLC, 2025). In 2024/25, the people-centred culture was found to be structurally perceived as coherent by employees, with a 79% colleague engagement score (Tesco PLC, 2025b; Mullins and Christy, 2016). Additionally, as a core part of the cultural fabric, the diversity, equity and inclusion strategy has established structural groups such as the Diversity & Inclusion Steering Group and five networks of colleagues, including those from ethnicity, disability, LGBTQ+, gender and armed forces (Tesco PLC, 2025). These formal structures directly emanate from the value, and represent culture's ability to create new organisational forms, 'all new' (Mullins and Christy, 2016). A commitment to cultural equity is reflected in a target of 40% women in leadership positions by 2025, which is a structural target for Tesco PLC (2025). 
[bookmark: _Toc234020228]1.2 The Influence of Organisational Culture on Decision-Making Processes
Shared assumptions and values are hugely influential in decision making (Mullins and Christy, 2016). The heuristic “No one tries harder for customers” makes the decision making process easier, as it focuses on customer outcomes (Tesco PLC, 2025). In 2024, as part of the cost of living crisis, Tesco announced reductions in prices for more than 1,000 everyday items and more products to join Aldi's Price Match initiative, both seen by the public as being done in the name of customers. As part of the cost of living crisis in 2024, Tesco confirmed price freezes for more than 1,000 everyday products and expanded the Aldi Price Match initiative – both of which were publicly announced with customer-driven reasoning from Tesco PLC, 2025. This entrenched cultural value speeds up decisions by providing a pre-understanding of what is a ‘good' decision (Mullins and Christy, 2016).
Inclusive decision making is based on “We treat everyone how they want to be treated” (Tesco PLC, 2025a). Your Voice” survey and team huddles are formal ways of taking input from checkout operators to delivery drivers, to management (Tesco PLC, 2025). Diversity also enhances decision quality by introducing lived experiences, such as Women in Tesco, which adds diversity to strategic discussions; Tesco attribute this to their pipeline, where 36% of members of the UK Board are female, which leads to more innovative and risk-aware decisions (Tesco PLC, 2025). The cultural idea that scale for good also brought sustainability to decision architecture: The pledges to be carbon neutral by 2035 and to cut down the environmental footprint of the shopping basket in half were not the result of doing the cost-benefit analysis, but of a cultural belief in moral obligation (Tesco PLC, 2025). As a result, all significant capital investments are screened for sustainability, and values can be regarded as an implicit decision filter (Mullins and Christy, 2016).
But cultural factors can be rigid if assumptions become ingrained (Mullins and Christy, 2016). Over many years, cost-efficiency played a prominent role in Tesco's decision making, which resulted in the neglect of the stores' appearance and staff wellbeing, and consequently to the crises in the early 2010s (Tesco PLC, 2025). This reveals the importance of reflection on the culture and how this can realign the priorities of decision making, something that Tesco actively promotes by their “Listen, Learn, Act” cycle (Mullins and Christy, 2016).
[bookmark: _Toc234020229]2) Identification and Analysis of Tesco’s Organisational Culture Using Frameworks
[bookmark: _Toc234020230]2.1 Schein’s Three-Level Model
Schein (1985), states that artifacts, espoused values and basic underlying assumptions are ways to identify culture. These are the internal workings of a customer-focused customer journey, the oft-quoted Clubcard, helpful staff uniforms and the “Every Little Helps” slogan (Tesco PLC, 2025). A tangible evidence of values (Tesco PLC, 2025) is the £200 million invested in colleague safety and the improvements in stores in the year 2024/25. The three values that are espoused are: “No one tries harder for customers”, “We treat everyone how they want to be treated” and “We use our scale for good” (Tesco PLC, 2025). Tesco's recruitment messages encourage colleagues to bring their whole selves to work (Tesco, 2025) and these are woven into recruitment messages. Progress is being published, such as Tesco PLC's Community Food Connection programme which has given over £100m of food (2025). The consistency of focusing on customers' outcomes no matter the cost, at the core, is an assumption that the customer is the ultimate judge of success and the operating model is based on Net Promoter Score (NPS) (Tesco PLC, 2025). 
[bookmark: _Toc234020231]2.2 Hofstede’s Cultural Dimensions
Tesco is a relatively low-power distance company, with first-name terms, open doors policies, and panels of fellow colleagues challenging directors (Hofstede, 1980, 2010), with 85% feeling comfortable using the “My Feedback” platform (Tesco PLC, 2025b). However, there is moderate hierarchy (Mullins and Christy, 2016) in size. There is a balance between individualism-collectivism: Individual recognition is achieved through “Colleague of the Month” and personal development plans, but operations are dependent on team working in stores and agile digital squads (Tesco, 2025). A feminist approach focuses on good quality of work-life, collaboration and caring, which Tesco PLC (2025) supports through flexible working (60% of store colleagues) and better family leave and mental health provision. Tesco PLC's CEO concerns about stability drive the 10-year-low turnover, which is 18% (Tesco PLC, 2025). Uncertainty avoidance is medium, and is dealt with through the use of established procedures for food safety and compliance (Hofstede, 1980). However, this is offset by being able to test new technologies such as frictionless checkout outside of fixed rules (Tesco PLC, 2025). There is also long-term orientation as evidenced by sustainability goals being set for the year 2035 and 2050 (Tesco PLC, 2025). In general, Tesco has a low level of power distance, team-oriented individualism, feminine caring, moderate uncertainty avoidance, and a strong orientation towards the long-term.
[bookmark: _Toc234020232]2.3 Handy’s Cultural Types
For Tesco, Handy (1993) describes the dominant culture as a Role Culture, where jobs are formally defined, there is a very clear hierarchy, and standardised procedures for dealing with 80 million transactions each week. The Colleague Factsheet describes the roles of various codified roles within the business, ranging from assistant to customer to regional director (Tesco PLC, 2025). The stability is essential when a wrong price can impact millions (Mullins and Christy, 2016). But it is papered over by the Task Culture elements: cross functional teams, which have been given creative autonomy, have created the “Whoosh” rapid delivery service and “Scan as You Shop” app for Tesco PLC (2025). Person Culture traits are manifested in a massive investment in the individual – all colleagues have individual career plans and apprenticeships ranging from data scientist to retail leadership (Tesco PLC, 2025). Further evidence of strong identity is provided by strong colleague networks focused on identity, which also suggest that people are seen as ends in themselves (Tesco PLC, 2025). As a result, the dominant culture is a Role Culture with strong Task and Person subcultures, producing agility and loyalty of colleagues.
[bookmark: _Toc234020233]3) Leveraging Culture to Adapt to External Environmental Influences      
Organisational culture has the potential to be a strategic asset, allowing a company to perceive and respond to external events in a coherent, timely manner (Mullins and Christy, 2016). Tesco PLC uses its purpose and values throughout its journey to deal with a dynamic trading market, characterised by high grocery competition, high cost-of-living pressures, increasingly stringent sustainability regulation and the process of digitalisation in the retail sector (Tesco PLC, 2025). The value of “No one tries harder for customers” acted as an instant decision filter during the long stretch of inflation in 2023–2025, causing the business to do the same with more than 1,000 everyday essentials it carries, and to expand the Aldi Price Match guarantee to cover over 700 lines (Tesco PLC, 2025). The culture-based response enabled Tesco to perform better than the market in the UK, with market share increasing by 5.3% (Tesco PLC, 2025) and volume as a result of the same. This is because an external threat has been made into commercial gains as a result of a deeply embedded customer first assumption (Tesco PLC, 2025).
The regulators, investors and customers' demand for sustainability and social responsibility has also been adopted through the cultural prism of “We use our scale for good” (Tesco PLC, 2025). Tesco's net zero journey has been realised as a series of actions, such as becoming carbon neutral in its own operations by 2035 and reducing the average environmental footprint of the shopping basket by 50% (Tesco PLC, 2025). The Community Food Connection programme has helped to distribute more than £100 million worth of unsold food to local charities and is a culture-led response to society's attitudes to waste and food poverty, meaning that it is now a source of stakeholder trust for Tesco PLC (2025). The “scale for good” narrative is placed firmly within procurement, logistics and product development, which puts pressure from outside sustainability requirements on the organisation so that these are not seen as “bureaucratic impositions” (Mullins and Christy, 2016).
The growth of online retail and the evolution of consumer shopping behaviours has been met with agility, reflecting Tesco's culture of constant improvement, encapsulated in the motto “Every Little Helps” (Tesco, 2025). Tesco's ability to be flexible and adaptable to customer demand was crucial as the COVID-19 pandemic increased demand for online grocery deliveries from approximately 600,000 to more than 1.5 million slots per week in mere months, where staff members were willing to put in the effort for customers (Tesco PLC, 2025). The “Whoosh” rapid delivery service, which can get groceries within 30 minutes, and the “Scan as You Shop” in-store app were both born from an innovation climate that is safeguarded in Tesco Labs, a unit set aside from the main role culture to encourage experimentation (Tesco PLC, 2025). Tesco's cultural approach of listening to their colleagues is promising as they get their external signal early, since frontline colleagues can directly convert the changes of sentiment of their customers into actionable feedback, evidenced by the 79% engagement score from the “Your Voice” survey made by Tesco (Tesco PLC, 2025). Therefore, culture is not just a factor that affects, but is also a process that enhances the adaptive capacity of Tesco, as it offers a levelling instrument of a value compass and a sense-making mechanism that enables distributed, rapid sense-making (Mullins and Christy, 2016).
[bookmark: _Toc234020234]4) Critical Assessment: Organizational Culture as a Barrier or an Enabler
Cultural traits can be facilitating or disabling in different ways depending on the situation and its congruence with the external environment (Mullins and Christy 2016). Culture plays a definite enabling role at Tesco, but there is a need to raise the issues of previous failures and vulnerabilities.
[bookmark: _Toc234020235]4.1 Culture as an Enabler of Effective Functioning
The culture at Tesco helps the company to be effective in involving its 330,000 employees and minimizing the coordination costs associated with a widely distributed workforce (Tesco PLC, 2025). The value “We treat everyone how they want to be treated” contributes to psychological safety: 85% of colleagues feel comfortable raising concerns through “My Feedback” (Tesco PLC, 2025). Five colleague networks—covering ethnicity, disability, LGBTQ+, gender, and armed forces—bring diverse perspectives that help avoid groupthink (Tesco PLC, 2025). Tangible outcomes include an 18% colleague turnover rate, the lowest in a decade, which preserves institutional knowledge and saves tens of millions in recruitment costs (Tesco PLC, 2025). 
[bookmark: _Toc234020236]4.2 When Culture Becomes a Barrier
When the core assumption of a strong culture leads the organisation to overlook change in the outside world, it can become a barrier (Mullins and Christy, 2016). This is demonstrated by the case of Tesco, which, despite being a successful retailer, suffered a collapse in the early 2010's due to their relentless focus on cost efficiency, which resulted in under-investment in stores, wages and supplier relations and culminated in a pre-tax loss of £6.4 billion in 2014 and a major accounting scandal (Tesco PLC, 2025). A “cultural island” dangerously removed from reality is possible due to unquestioned assumptions, warns Schein (1985). There is still potential barrier effects today. Too much focus on customers may result in delayed cost control during times of deflation, because any reduction in services will be culturally illegitimate (Mullins and Christy, 2016). Further, although culture can often contribute to operational excellence, it can also inhibit radical innovation (Handy, 1993); projects which fall outside formal hierarchies may also have difficulty gaining sponsorship. Tesco's establishment of a new entity called Tesco Labs for the Task Culture is a tacit acceptance that the dominant culture can be suffocating to creativity when it continues to be unchallenged (Tesco PLC, 2025). It is not the challenge to remove these traits, rather it is the challenge to remain conscious and to have structural counterbalances (Mullins and Christy, 2016).
[bookmark: _Toc234020237]4.3 Justified Conclusion
The overall effect of Tesco's culture is as a strong enabler, but this is not a foregone conclusion, as it is at best not a permanent state (Mullins and Christy, 2016). The values that had been prioritized were rebalanced with values relating to colleague wellbeing, sustainability and customer trust after cultural reform in 2014, turning a negative into a positive again for Tesco PLC (2025). Market-beating sales growth, the lowest turnover in a decade and a strategy for sustainability that draws talent and investment (Tesco PLC, 2025) are all signs of enablers. This is because Tesco has ways of identifying and correcting cultural drift before it solidifies to become a barrier, such as reflective mechanisms, including the “Listen, Learn, Act” cycle, colleague networks and annual culture audits (Tesco PLC, 2025). However, cultures require stewardship and the same thing that is good for them now can be dangerous to them someday if they are not maintained (Mullins and Christy, 2016).
[bookmark: _Toc234020238]5) Impact of Organizational Culture on Performance and Recommendations for Improvement
[bookmark: _Toc234020239]5.1 Evidence of Positive Performance Impact
Theory confirms that cultures with high involvement, consistency, adaptability and mission scores have outperformed others in ROI and sales growth measures (Denison, 1990). In 2024/25 Tesco's UK like-for-like sales growth of 5.3% and its adjusted operating profit of £2.88 billion is direct evidence of a cultural shift in the company's approach towards serving the shoppers (Tesco PLC, 2025). Increased satisfaction (as indicated by Net Promoter Score) and increased colleague engagement both confirm that customer satisfaction and employee commitment are reinforced by performance-enhancing culture (Kotter & Heskett, 1992). But non-financial benefits are also equally important, as the “use our scale for good” value has helped to bring about early Net Zero targets, a 100% renewable electricity supply chain, and shielded the business from the volatility of fossil fuels and ahead of regulatory penalties (Tesco PLC, 2025). The inclusive culture, which has 36% of women on the UK Board and a 40% target for women's representation in leadership, broadens the talent and skill base, and enhances strategic dialogue, which in turn corresponds to a 21% increased chance of above average profitability (Tesco PLC, 2025; McKinsey, 2020). The culture is now a very important intangible asset which other competitors can't easily replicate, such as Tesco's (Mullins and Christy, 2016).
[bookmark: _Toc234020240]5.2 Theory-Informed, Evidence-Based Recommendations
It is important to make a conscious and proactive effort in order to maintain cultural advantage (Mullins and Christy, 2016). Three recommendations are made based on Kotter's (1996) change model and Competing Values Framework (Cameron and Quinn, 2011). Tesco needs to create a ‘Competing Values Framework audit' that will make sure the role and clan cultures are not used to exclude adhocracy required for breakthrough innovations (Cameron and Quinn, 2011). Tesco Labs recognises this need yet needs to make a stronger connection to the operating business through compulsory innovation placements, rotation of store and distribution staff to agile teams (England, L., 2026;Tesco PLC, 2025). Innovation is a distributed capability, with risk taking, experimentation and the pace of change diffused, and the colleague turnover rate of 18% evidence that such rotational programmes can be run without disruption to the business (Tesco PLC, 2025).
Second, psychological safety needs to be strengthened from the current level of 85% of colleagues who speak up on “My Feedback” to the estimated 50,000 that still don't. Second, psychological safety needs to be further strengthened, from the current 85% who speak up on “My Feedback” to the estimated 50,000 who don't speak up yet. A systematic “Learning from Near Misses” programme, based on models of high reliability organisations, would reinforce the “Listen, Learn, Act” loop (Edmondson, 1999; Weick and Sutcliffe, 2015) in a direct manner, by rewarding the identification of small issues before they escalate. In essence this is the idea of Kotter (1996) that the barriers to honest communication should be removed to enable broad based action. Thirdly, Tesco has to be proactive in globalizing cultural competence. While its presence is centrally focused in the UK and Ireland, its supplier base, technology, and colleagues are already global (Tesco PLC, 2025). A cross cultural development programme would be helpful for managers to recognise that their UK-centric thinking may not apply to the suppliers from Asia or the partners from North America and would make the organisation ready for expansion in the future by using Hofstede's dimensions for cross cultural development. 
[bookmark: _Toc234020241]6) Conclusion 
In conclusion, the main culture of Tesco is a Role Culture accentuated by the presence of Task and Person subcultures with strong assumptions of Customer Primacy and colleagues engagement. They foster strategic alignment; colleagues feel safe and perform well, achieving a £2.88 billion operating profit and an 18% turnover of colleagues. As demonstrated by failures of the past, culture can have a barrier effect; however, explicit efforts to change that plus the built-in reflective processes make it a strong enabler. However, permanent stewardship is essential. The socio-cultural environment can be created by spreading innovation, fostering the psychological safety of employees, and cultivating cross cultural skills, which enables Tesco to maintain its cross cultural culture as a dynamic ground for continuous competitive advantages.
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