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Introduction
Organisational culture is a key factor that influences employee behaviour, decision-making, and overall organisational performance. It refers to the shared values, beliefs, and assumptions that shape how individuals work within an organisation (Schein, 2010). In competitive industries such as retail, organisational culture plays an essential role in enabling organisations to respond to change, meet customer expectations, and maintain long-term success.
This report focuses on Tesco and examines how its organisational culture influences structure, decision-making, and overall effectiveness. The analysis is based primarily on Schein’s Model of Organisational Culture, which explains culture through three levels: artefacts, espoused values, and basic underlying assumptions. The report also evaluates whether Tesco’s culture acts as a barrier or an enabler to performance and provides recommendations for improvement.
Organisational Culture of Tesco
Organisational culture plays a significant role in shaping how employees behave and interact within an organisation. In Tesco, organisational culture is strongly focused on customer satisfaction, operational efficiency, and continuous improvement. This reflects the company’s aim to remain competitive in the retail industry.
One of the key aspects of Tesco’s culture is its strong customer focus. The organisation’s mission, “serving customers better every day,” highlights its commitment to meeting customer needs and delivering high-quality service. Employees are encouraged to prioritise customer satisfaction, which influences behaviour across all levels of the organisation.
Tesco also demonstrates a performance-driven culture, where efficiency and consistency are highly valued. Employees are expected to follow structured procedures and meet performance targets. This ensures that operations run smoothly across all stores and supports organisational control. Standardised processes such as stock management, customer service procedures, and store layout contribute to a consistent customer experience.
Another important feature of Tesco’s culture is teamwork. Employees are encouraged to collaborate and support each other in achieving organisational goals. This creates a cooperative working environment and improves overall productivity. Values such as respect, accountability, and collaboration are reinforced through training and internal communication.
In addition, Tesco promotes the use of technology and data to support decision-making. Systems such as the Clubcard loyalty programme allow the company to collect and analyse customer data, helping to improve services and make more informed decisions. This reflects a culture that supports innovation and continuous improvement.
However, Tesco’s culture is also characterised by a structured and hierarchical environment. While this supports efficiency and control, it may limit flexibility and creativity. Employees working within strict procedures may have fewer opportunities to introduce new ideas or challenge existing practices.
Overall, Tesco’s organisational culture can be described as customer-focused, efficiency-driven, and performance-oriented. While this supports stability and consistency, there is a need for greater flexibility to support innovation and long-term growth (Mullins, 2019).
How organisational culture shapes structure and decision-making
Organisational culture plays a significant role in shaping both the structure of an organisation and its decision-making processes. In the case of Tesco, its culture of efficiency, customer focus, and performance directly influences how the organisation is structured and how decisions are made at different levels.
Tesco operates within a largely hierarchical organisational structure, which reflects its emphasis on control, consistency, and efficiency. This type of structure includes multiple levels of management, with clear lines of authority and responsibility. The organisation’s culture supports this structure by encouraging employees to follow established procedures and maintain high standards of performance. As a result, Tesco is able to deliver consistent service across its stores and maintain operational stability.
The company’s culture also influences the balance between centralised and decentralised decision-making. Strategic decisions, such as pricing strategies, technological investments, and expansion plans, are typically made by senior management. This reflects a culture that values control and alignment with organisational goals. Centralised decision-making ensures that key business strategies remain consistent across the organisation.
At the same time, Tesco allows a degree of decentralisation at the operational level. Store managers and team leaders are given some autonomy to make decisions related to staffing, stock control, and customer service. This flexibility enables the organisation to respond more effectively to local customer needs and market conditions. It reflects an understanding that not all decisions can be made at the top level, especially in a large and geographically dispersed organisation.
Another important aspect is Tesco’s use of data-driven decision-making. The organisation relies heavily on data collected through systems such as the Clubcard programme, sales reports, and customer feedback. This reflects a culture that values information, accuracy, and evidence-based decision-making. Managers are able to analyse trends and make informed decisions that improve efficiency and customer satisfaction.
However, while Tesco’s structured and performance-driven culture supports efficiency and control, it may also create limitations. Decision-making processes can become slower at higher levels due to multiple layers of management. In addition, employees may feel less empowered to contribute ideas, which can reduce innovation and creativity.
Overall, Tesco’s organisational culture strongly supports a structured and controlled approach to management, while also allowing some flexibility at the operational level. This balance helps the organisation maintain consistency while adapting to changing customer demands and market conditions (Johnson et al., 2017).
Relevant models and theories (Schein’s Model of Organisational Culture)
Understanding organisational culture requires the use of theoretical models that explain how culture operates within organisations. One of the most widely recognised frameworks is Schein’s Model of Organisational Culture, which provides a structured approach to analysing cultural elements at different levels (Schein, 2010).
According to Schein (2010), organisational culture exists at three levels: artefacts, espoused values, and basic underlying assumptions. These levels help explain how visible practices and deeper beliefs influence behaviour within an organisation.
The first level, artefacts, refers to the visible and observable elements of an organisation. These include physical structures, employee dress codes, behaviours, and organisational processes. In Tesco, artefacts can be seen in the standardised store layouts, employee uniforms, and consistent customer service practices. The use of self-checkout systems and digital platforms also reflects the organisation’s focus on efficiency and innovation. While artefacts are easy to observe, they do not fully explain the deeper meaning behind organisational culture.

The second level, espoused values, represents the stated values, strategies, and goals of the organisation. Tesco promotes values such as customer focus, teamwork, respect, and continuous improvement. These values are reflected in its mission, “serving customers better every day,” and are reinforced through training programmes and internal communication. Espoused values guide employee behaviour and support organisational objectives.
The third level, basic underlying assumptions, represents the deepest level of culture and includes unconscious beliefs that influence behaviour. In Tesco, there is a strong assumption that customer satisfaction leads to business success. There is also a belief that efficiency, consistency, and cost control are essential in a competitive retail environment. These assumptions shape how employees make decisions and respond to challenges.
Schein’s model is particularly useful because it allows a deeper understanding of how culture influences organisational behaviour. By analysing Tesco through this model, it becomes clear that the organisation’s visible practices are closely linked to its underlying values and assumptions.
Although other models such as Handy’s cultural types or Hofstede’s cultural dimensions can also be used to analyse organisational culture, Schein’s model provides a more comprehensive and practical framework for understanding how culture operates at different levels within an organisation. Therefore, it is particularly suitable for analysing Tesco’s organisational culture in this report.
Organisational culture and adaptation to the external environment
Organisations operate in a dynamic external environment that includes factors such as competition, technological advancements, economic conditions, and changing customer expectations. Organisational culture plays a crucial role in determining how effectively a company can respond and adapt to these external pressures. In the case of Tesco, its culture of customer focus, efficiency, and continuous improvement supports its ability to adapt to a highly competitive retail environment.
One of the most significant external influences on Tesco is intense competition. The UK retail sector includes strong competitors such as Aldi and Lidl, which focus on low-cost strategies. In response, Tesco has developed a culture that emphasises efficiency and cost control. This allows the organisation to remain competitive by offering competitive prices while maintaining product quality and service standards. The focus on efficiency is reflected in streamlined operations, effective supply chain management, and the use of data analytics.

Technological advancement is another important external factor. The rapid growth of e-commerce and digital services has changed customer expectations, requiring organisations to offer convenient and accessible shopping experiences. Tesco has adapted by investing in online platforms, mobile applications, and home delivery services. This demonstrates a culture that supports innovation and responsiveness to change. The organisation’s willingness to adopt new technologies reflects its commitment to continuous improvement and maintaining relevance in the market.
Economic factors, such as inflation and changes in consumer spending behaviour, also influence Tesco’s operations. During periods of economic uncertainty, customers tend to prioritise affordability. Tesco’s culture of customer focus enables it to adjust pricing strategies and product offerings to meet these needs. For example, the introduction of value product ranges allows the organisation to attract price-sensitive customers while maintaining market share.
In addition, social and environmental expectations are becoming increasingly important. Consumers are more aware of sustainability and ethical practices, which influences their purchasing decisions. Tesco has responded by implementing initiatives to reduce plastic usage, improve supply chain transparency, and promote environmentally friendly practices. This reflects a cultural shift towards corporate social responsibility and long-term sustainability.
However, while Tesco’s organisational culture supports adaptation, its structured and hierarchical nature may limit its ability to respond quickly to rapid changes. Decision-making processes can be slower, and innovation may be restricted due to strict procedures.
Overall, Tesco’s organisational culture acts as a key driver in helping the organisation adapt to external environmental changes. While it supports stability and efficiency, greater flexibility and innovation would further enhance its ability to respond to future challenges (Johnson et al., 2017).
Organisational culture and effective functioning
Organisational culture plays a crucial role in determining how effectively an organisation functions. It can act as both an enabler and a barrier to performance, depending on how well it aligns with organisational goals and external demands. In the case of Tesco, its organisational culture supports many aspects of effective functioning but also presents certain limitations.
One of the main strengths of Tesco’s organisational culture is its strong customer focus. The organisation consistently prioritises customer needs, which improves service quality and customer satisfaction. This contributes positively to organisational performance, as satisfied customers are more likely to remain loyal and continue purchasing from the company. As a result, Tesco’s culture acts as an enabler by supporting its strategic objective of maintaining a competitive position in the retail market.
Another important strength is the emphasis on efficiency and consistency. Tesco’s structured approach ensures that operations run smoothly across all stores, reducing errors and improving productivity. Standardised procedures help maintain quality and ensure that employees understand their roles and responsibilities. This contributes to effective coordination and organisational stability.
Tesco’s culture also promotes teamwork and collaboration, which are essential for effective functioning. Employees are encouraged to work together to achieve shared goals, creating a supportive working environment. This improves communication and helps the organisation respond more effectively to operational challenges.
In addition, the organisation benefits from a data-driven culture, where decisions are based on information and analysis rather than assumptions. The use of customer data and performance metrics allows Tesco to make informed decisions, improve efficiency, and adapt to changing market conditions. This strengthens organisational effectiveness and reduces uncertainty.
However, Tesco’s organisational culture also presents some challenges. Its hierarchical structure and focus on control may limit flexibility and innovation. Employees may feel restricted by strict procedures and may have fewer opportunities to contribute new ideas. This can reduce creativity and slow down the organisation’s ability to adapt to rapid changes in the external environment.
Furthermore, a strong focus on performance and efficiency may increase pressure on employees, potentially affecting job satisfaction and motivation. If not managed carefully, this could lead to reduced engagement and lower productivity over time.

Overall, Tesco’s organisational culture plays a significant role in supporting effective functioning by promoting customer focus, efficiency, and teamwork. However, to maximise its effectiveness, the organisation must balance control with flexibility and encourage greater innovation and employee empowerment (Robbins and Judge, 2017).
Evaluation of the impact of organisational culture on performance
Organisational culture has a direct and significant impact on organisational performance, influencing productivity, employee behaviour, and the ability to achieve strategic objectives. In the case of Tesco, its organisational culture contributes both positively and negatively to overall performance.
One of the key positive impacts of Tesco’s culture is its strong alignment with customer satisfaction. The organisation’s focus on meeting customer needs has helped it maintain a strong market position and build customer loyalty. This customer-oriented approach improves sales performance and strengthens the organisation’s competitive advantage. By prioritising service quality and customer experience, Tesco ensures that its operations are closely aligned with its strategic goals.
Another important strength is Tesco’s emphasis on efficiency and consistency. The organisation’s structured culture supports smooth operations, reduces errors, and improves productivity. Employees clearly understand their roles and responsibilities, which enhances coordination and operational effectiveness. This contributes to stable performance across different locations and ensures a consistent brand image.
Tesco’s use of data and technology also has a positive impact on performance. The organisation’s data-driven approach allows managers to make informed decisions based on accurate information. This improves planning, forecasting, and resource allocation, ultimately increasing efficiency and reducing uncertainty. As a result, Tesco is able to respond effectively to changes in customer behaviour and market conditions.
However, despite these strengths, Tesco’s organisational culture also presents certain limitations that may negatively affect performance. One of the main issues is the organisation’s hierarchical structure, which can slow down decision-making processes. Multiple levels of management may delay responses to changes, reducing organisational agility.

In addition, the strong focus on control and standardisation may limit innovation. Employees may feel restricted by rigid procedures and may be less likely to propose new ideas. In a rapidly changing retail environment, a lack of innovation can reduce competitiveness and limit long-term growth.
Furthermore, the pressure to maintain high levels of performance and efficiency may affect employee well-being. If employees feel stressed or undervalued, this can lead to reduced motivation, lower productivity, and higher staff turnover. This highlights the importance of balancing performance expectations with employee support and engagement.
Overall, Tesco’s organisational culture has a strong positive impact on performance by supporting customer satisfaction, efficiency, and data-driven decision-making. However, to sustain long-term success, the organisation must address its limitations by improving flexibility, encouraging innovation, and enhancing employee empowerment (Mullins, 2019).
Conclusion and recommendation
In conclusion, organisational culture plays a critical role in shaping Tesco’s structure, decision-making processes, and overall performance. This report has demonstrated that Tesco’s culture is strongly customer-focused, efficiency-driven, and performance-oriented, which supports its position as a leading retailer.
The application of Schein’s Model of Organisational Culture has shown how artefacts, espoused values, and basic underlying assumptions influence behaviour within the organisation. Tesco’s culture acts as an enabler by supporting consistency, customer satisfaction, and operational efficiency. However, it can also act as a barrier by limiting flexibility, innovation, and employee empowerment.
To remain competitive in a rapidly changing environment, Tesco must continue to develop a more flexible and innovative culture. By balancing control with creativity and supporting employee engagement, the organisation can enhance its long-term performance and sustainability.
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