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                        Executive Summary
This report examines the influence of organizational culture on British Airways and evaluates its impact on organizational structure, decision-making and overall performance. Drawing on the perspectives of Mullins and Christy (2016), the report applies Schein's Three Levels of Organizational Culture, Handy's Cultural Types, Hofstede's Cultural Dimensions and Denison's Organizational Culture Model to identify the airline's prevailing culture and assess its effectiveness. The findings indicate that British Airways' culture promotes safety, professionalism, customer service and operational excellence while supporting adaptation to technological, environmental and competitive pressures. However, aspects of its hierarchical culture may limit flexibility and innovation. The report concludes with recommendations to strengthen employee empowerment, collaboration, and continuous learning to enhance long-term organizational performance and competitiveness.
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                            Introduction
Organizational culture is widely recognized as one of the most influential factors affecting organizational success, as it shapes employees' behaviors, values, attitudes, and the ways in which work is performed. Schein (2017) defines organizational culture as a pattern of shared basic assumptions developed by a group as it learns to cope with problems of external adaptation and internal integration, which are subsequently taught to new members as the correct way to perceive, think, and behave. Similarly, Mullins and Christy (2016) argue that organizational culture reflects "how things are done around here" and significantly influences organizational processes such as decision-making, leadership, motivation, communication, work organization, and management control. In today's globalized and highly competitive business environment, organizations must develop strong and adaptive cultures that enable them to respond effectively to technological change, evolving customer expectations, workforce diversity, and increasing environmental and regulatory pressures. A positive organizational culture can improve employee engagement, encourage innovation, strengthen organizational commitment, and enhance long-term organizational performance, whereas a weak or dysfunctional culture may create resistance to change, reduce employee morale, and negatively affect organizational effectiveness (Robbins and Judge, 2022). British Airways (BA), one of the United Kingdom's flagship airlines and a subsidiary of International Airlines Group (IAG), provides an appropriate case study for examining the influence of organizational culture within a multinational organization. Operating in one of the world's most competitive and highly regulated industries, British Airways serves millions of passengers annually across an extensive global network while maintaining a strong emphasis on safety, customer service, operational excellence, and sustainability (British Airways, 2024). The organization's culture plays a crucial role in shaping its organizational structure, leadership practices, strategic decision-making, and ability to adapt to external environmental changes. Therefore, this report critically analyses the organizational culture of British Airways by examining its influence on organizational structure and decision-making, applying recognized cultural models to identify its prevailing culture, evaluating how culture supports adaptation to external environmental factors, assessing whether culture acts as an enabler or barrier to organizational effectiveness, and evaluating its overall impact on organizational performance before presenting evidence-based recommendations for improvement.



                  Organizational Culture of British Airways
Organizational culture is a fundamental element that shapes how employees behave, interact, and contribute to achieving organizational objectives. According to Schein and Schein (2017), organizational culture consists of shared assumptions, beliefs, and values that influence employees' behavior and decision-making over time. At British Airways (BA), organizational culture has evolved through decades of operating in a highly competitive, safety-critical and customer-focused aviation industry. Formed in 1974 through the merger of British Overseas Airways Corporation (BOAC) and British European Airways (BEA), British Airways has developed a culture centered on safety, operational excellence, customer service, professionalism and continuous improvement while adapting to globalization, technological innovation and environmental sustainability (British Airways, 2024). As one of the world's leading airlines and a member of the International Airlines Group (IAG), the organization operates across more than 200 destinations, requiring a strong organizational culture capable of integrating employees from diverse backgrounds into a cohesive workforce. Mullins and Christy (2016) argue that organizational culture determines "how things are done around here" by establishing shared values and behavioral expectations that guide employees in their daily work. This is evident at British Airways, where safety is embedded in every aspect of organizational operations. Employees receive extensive training in safety procedures, regulatory compliance, and risk management to ensure operational consistency and minimize risks. This safety-oriented culture reflects the characteristics of a high reliability organization, where preventing errors and maintaining operational resilience are key priorities (Weick and Sutcliffe, 2015). Alongside safety, British Airways promotes a customer-focused culture that emphasizes professionalism, service quality and responsiveness. The airline seeks to provide a premium travel experience through continuous investment in employee development, performance management and digital technologies, including mobile applications and self-service systems designed to improve the customer experience (British Airways, 2024). Innovation has also become an important feature of British Airways' organizational culture. Burnes (2020) argues that organizations operating in dynamic environments must encourage innovation and adaptability to remain competitive. British Airways has responded by investing in digital transformation, artificial intelligence and operational improvements that enhance efficiency and customer satisfaction. These initiatives demonstrate the organization's willingness to embrace change while maintaining its commitment to operational excellence. In addition, diversity, inclusion, and sustainability have become increasingly significant aspects of the airline's culture. As a multinational employer, British Airways promotes an inclusive working environment that values employees from different cultural and professional backgrounds, supporting collaboration and innovation across its global operations (International Airlines Group, 2024). Sustainability has also become a strategic priority through the BA Better World program, which focuses on reducing carbon emissions, investing in sustainable aviation fuel and achieving net-zero carbon emissions by 2050 (British Airways, 2024). According to Denison (1990), strong organizational cultures align shared values with strategic objectives, enabling employees to contribute effectively to long-term organizational success. Although British Airways continues to face challenges such as operational disruptions and service inconsistencies, its culture of safety, customer focus, innovation and sustainability provides a strong foundation for organizational effectiveness and long-term competitiveness within the global aviation industry.

Influence of Culture on Structure and Decision-Making

Organizational culture plays a vital role in shaping organizational structure and influencing decision-making by establishing shared values, beliefs, and behaviors that guide employee actions. Mullins and Christy (2016) argue that culture affects organizational processes, including organizational design, communication, management control and decision-making, because it determines "how things are done around here. At British Airways (BA), organizational culture has contributed to the development of a hierarchical structure that supports safety, operational reliability and high-quality customer service. As a global airline operating in a highly regulated industry, British Airways relies on clearly defined roles, formal reporting relationships and standardized procedures to ensure compliance with aviation regulations and maintain consistent operational standards. The organization's culture reinforces these structural characteristics by promoting accountability, professionalism and adherence to strict safety procedures (British Airways, 2024). Mintzberg's (1983) theory of organizational configurations explains that organizations operating in complex and regulated environments often adopt bureaucratic structures characterized by formalization, centralized authority and standardized operating procedures. British Airways reflects these characteristics because decisions relating to flight operations, engineering and passenger safety must comply with rigorous national and international aviation regulations. This hierarchical structure supports operational consistency and minimizes risk by ensuring that authority and responsibilities are clearly defined. However, Robbins and Judge (2022) argue that although mechanistic structures improve reliability, they may also reduce organizational flexibility and slow responses to changing business conditions.
Organizational culture also strongly influences decision-making throughout British Airways. Strategic decisions concerning fleet investment, sustainability, digital transformation, and customer service are guided by organizational values that prioritize safety, operational excellence, and long-term competitiveness. According to Schein and Schein (2017), shared assumptions shape how managers interpret problems and make decisions. At British Airways, passenger safety remains the primary consideration, meaning operational decisions are evaluated according to their impact on safety and regulatory compliance before commercial objectives. This demonstrates how organizational culture establishes priorities that influence decision-making across the organization. Despite these strengths, a strong organizational culture may also create challenges. Deal and Kennedy (2000) argue that while strong cultures encourage consistency and employee commitment, they can also discourage innovation and create resistance to change. British Airways has experienced operational disruptions and customer service challenges, highlighting the need for greater organizational agility. In response, the airline has invested in digital transformation, leadership development, and customer experience initiatives to encourage innovation while maintaining high safety standards (International Airlines Group, 2024).
Overall, organizational culture has significantly influenced British Airways' organizational structure and decision-making. Its strong emphasis on safety, professionalism and customer service supports operational reliability and accountability, while ongoing investments in innovation demonstrate an effort to develop a more adaptable culture capable of responding to the changing demands of the global aviation industry.


Identifying Cultural Types: Models and Frameworks

Understanding organizational culture requires the application of recognized theoretical models that explain how values, beliefs, and behaviors are embedded within organizations. These frameworks help identify the dominant characteristics of an organization's culture and assess its influence on organizational effectiveness. For British Airways (BA), Schein's Three Levels of Organizational Culture, Handy's Cultural Types and Hofstede's Cultural Dimensions provide valuable insights into its prevailing culture. Collectively, these models suggest that British Airways has a predominantly role-oriented culture while increasingly adopting elements of innovation and adaptability to meet changing business demands.
Schein's Three Levels of Organizational Culture is one of the most widely used frameworks for analyzing organizational culture because it distinguishes between visible and invisible aspects of organizational life (Schein and Schein, 2017). The first level, artefacts, refers to visible organizational characteristics such as branding, uniforms, physical layout, and employee behaviors. At British Airways, artefacts include its professional uniforms, premium airport lounges, structured safety procedures, modern aircraft and investment in digital technologies. These visible elements reflect the airline's commitment to professionalism, operational excellence and customer service (British Airways, 2024). The second level comprises espoused values, which represent the principles the organization promotes to employees and stakeholders. British Airways emphasizes values such as safety, customer focus, responsibility, diversity and sustainability. These values are communicated through leadership, employee training, and strategic initiatives, including the BA Better World program, which demonstrates the airline's commitment to environmental sustainability. The final level, basic underlying assumptions, refers to deeply held beliefs that unconsciously influence employee behavior. At British Airways, passenger safety is regarded as the highest priority, influencing operational procedures, risk management and regulatory compliance. Similarly, a commitment to high-quality customer service underpins many organizational decisions. Together, these three levels indicate that British Airways has developed a strong and consistent organizational culture. Handy's (1993) Cultural Types provide a second framework for analyzing organizational culture by identifying four cultural forms: power, role, task, and person culture. British Airways most closely reflects a role culture, which is characterized by clearly defined responsibilities, formal procedures and hierarchical authority. This culture is particularly suitable for organizations operating in highly regulated industries, such as aviation, where consistency, accountability, and compliance are essential. Employees are expected to follow established procedures to maintain safety and operational reliability. However, British Airways has also incorporated elements of task culture through digital transformation, cross-functional teamwork and customer service improvement initiatives. These developments encourage collaboration and innovation while maintaining operational discipline, demonstrating that the organization's culture is evolving in response to a dynamic business environment. Hofstede's Cultural Dimensions further explain how British Airways manages its multinational workforce (Hofstede, Hofstede and Minkov, 2010). The airline demonstrates moderate power distance, with clearly defined management structures while encouraging employees to report safety concerns and contribute to organizational improvements. It also exhibits high uncertainty avoidance, reflecting the aviation industry's reliance on detailed regulations, standardized procedures, and rigorous risk management. Furthermore, British Airways demonstrates long-term orientation through continued investment in fleet modernization, digital innovation and environmental sustainability. Although Hofstede's model has been criticized for focusing primarily on national rather than organizational culture (McSweeney, 2002), it remains useful for understanding how British Airways manages cultural diversity across its international operations.
Overall, these models indicate that British Airways possesses a predominantly role-based organizational culture built upon safety, professionalism and operational consistency while increasingly incorporating task culture characteristics that promote innovation, collaboration and adaptability. This balanced culture enables the airline to maintain high operational standards while responding effectively to the changing demands of the global aviation industry.

            Culture and the External Environment

Organizational culture plays a crucial role in enabling organizations to respond effectively to changes in their external environment by shaping employees' attitudes, behaviors, and approaches to innovation and adaptation. Mullins and Christy (2016) argue that organizational culture influences how organizations respond to external pressures by providing shared values and behavioral norms that guide strategic decision-making and organizational change. For British Airways (BA), operating in the highly competitive global aviation industry requires a culture that supports innovation while maintaining operational reliability, safety and customer service. The airline has therefore developed a culture that balances stability with continuous improvement to respond to changing market conditions. One of the most significant external influences affecting British Airways is global competition. The airline competes with both full-service and low-cost carriers, requiring continuous improvements in customer service, operational efficiency, and overall passenger experience. To maintain its competitive position, British Airways has invested in digital technologies, modern aircraft and personalized services, reflecting a customer-focused culture that differentiates the airline through quality rather than price alone (British Airways, 2024). Technological developments have also transformed the aviation industry. Digital booking systems, mobile applications, biometric boarding, and data analytics have changed customer expectations and operational processes. British Airways has embraced these technologies, demonstrating an organizational culture that supports innovation and continuous learning (International Airlines Group, 2024).
Environmental sustainability is another important external influence shaping British Airways' organizational culture. Growing public concern over climate change and stricter environmental regulations have encouraged the airline to integrate sustainability into its strategic priorities. Through its BA Better World program, British Airways has committed to reducing carbon emissions, investing in sustainable aviation fuel and improving fuel efficiency to achieve net-zero carbon emissions by 2050 (British Airways, 2024). These initiatives illustrate how the organization has adapted its culture to meet evolving stakeholder expectations. British Airways also operates within a highly regulated industry where compliance with safety legislation established by the UK Civil Aviation Authority (CAA) and international aviation regulators is essential. Consequently, its organizational culture reinforces strict safety procedures, employee training, and operational accountability to ensure regulatory compliance and maintain customer confidence. Furthermore, its multinational workforce requires an inclusive culture that promotes collaboration across diverse cultural backgrounds. Denison's (1990) Organizational Culture Model provides a useful framework for explaining how British Airways adapts to its external environment. The airline demonstrates involvement through employee development, consistency through standardized procedures, adaptability through digital innovation and sustainability initiatives, and mission through its strategic focus on providing safe, reliable and premium air travel. These cultural traits enable British Airways to respond effectively to external challenges while maintaining long-term organizational performance and competitiveness.

         Organizational Culture as a Barrier

Organizational culture can become a barrier when deeply embedded values and practices limit an organization's ability to adapt to change. At British Airways, its traditional hierarchical culture, while essential for ensuring safety and regulatory compliance, can slow decision-making and discourage employee participation in innovation. Long-established working practices may also create resistance to organizational change, making it more difficult to implement digital transformation and respond quickly to competition from low-cost airlines (Schein and Schein, 2021). Furthermore, strict standards relating to appearance, behavior, and operational procedures may reduce employees' sense of autonomy and engagement. In addition, departmental silos between cabin crew, engineering and ground operations can restrict communication and collaboration, delaying problem-solving during operational disruptions. These cultural barriers can negatively affect employee morale, organizational flexibility, and service quality (Cameron and Quinn, 2011). To remain competitive, British Airways must promote a more collaborative, innovative and adaptable organizational culture while maintaining its strong commitment to safety and customer service. A well-known example is British Airways. During the 2009–2011 period, the airline experienced prolonged industrial disputes between management and cabin crew over pay, staffing levels, and working conditions. The disagreements resulted in several strikes, causing flight cancellations, financial losses, and damage to the company's reputation. These disputes reflected an organizational culture in which poor communication, low trust, and conflict between management and employees became barriers to effective organizational performance and change. British Airways later sought to improve employee relations through negotiation, communication, and greater employee engagement (Bamber, Gittell, Kochan and von Nordenflycht, 2009).

 Impact of Culture on Organizational Performance
Organizational culture has a significant influence on organizational performance because it shapes employee behavior, operational efficiency, customer satisfaction, and the achievement of strategic objectives. Denison (1990) argues that organizations with strong and well-aligned cultures are more likely to achieve high performance because shared values encourage employee commitment, coordination, and organizational effectiveness. At British Airways (BA), a culture centered on safety, professionalism and customer service has contributed to its reputation as one of the world's leading international airlines. Its strong safety culture supports operational reliability and regulatory compliance, while its customer-focused approach enhances service quality and brand reputation (British Airways, 2024). Furthermore, the organization's investment in digital transformation, employee development and sustainability initiatives demonstrates how culture supports innovation and long-term competitiveness (International Airlines Group, 2024). However, Robbins and Judge (2022) argue that strong organizational cultures can also reduce flexibility and limit innovation when employees become resistant to change. British Airways has experienced operational disruptions and customer service challenges, suggesting that aspects of its hierarchical culture may restrict organizational responsiveness. Schein and Schein (2017) emphasize that organizations must continually adapt to their cultures to remain competitive. Therefore, British Airways should strengthen employee empowerment and encourage continuous learning while maintaining its commitment to safety and operational excellence. This balance will support improved organizational performance and sustainable competitive advantages.




                                                        Conclusion

Organizational culture is a critical factor influencing organizational effectiveness, strategic decision-making, and long-term performance. This report has demonstrated that British Airways has developed a strong organizational culture founded on safety, professionalism, customer service and operational excellence, enabling it to operate successfully within the highly competitive and regulated aviation industry. The application of Schein's Model, Handy's Cultural Types, Hofstede's Cultural Dimensions and Denison's Organizational Culture Model showed that the airline's predominantly role-based culture supports consistency, accountability and regulatory compliance while increasingly incorporating elements of innovation and adaptability. Although this culture strengthens operational reliability and organizational performance, it may also create barriers to flexibility and rapid decision-making due to its hierarchical nature. To remain competitive in an evolving global environment, British Airways should continue promoting employee empowerment, cross-functional collaboration, continuous learning and digital innovation while maintaining its strong commitment to safety and customer service. Achieving this balance will enhance organizational resilience, improve performance, and support sustainable long-term success.
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