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1. Introduction 
[bookmark: _heading=h.oyuajluqvr9w]1.1 Overview of the company 
Tesco is a multinational grocery retailer with profound operational success in the UK market. Globally, they have 33,000 employees working under the brand (Tesco PLC, n.d.). The aim of the company is to sell healthy, sustainable, and affordable grocery items to serve their customers with better quality of products and sustainable way of livelihood. Tesco is operational in various sectors such as Tesco grocery supermarket chain, Tesco Bank, and Tesco Insurance to name a few. Service for the planet, people, and personal profitability is the key vision of the company. 
[bookmark: _heading=h.pasnrzlucdwc]1.2 Purpose of the report 
The aim of this research is to evaluate the organisational structure and culture at Tesco. The leadership approaches followed by the company to leverage organisational culture will also be evaluated by using various cultural theories such as Schein’s and Hofstede’s cultural dimension model. The impact of the external business environment on the organisational culture and leadership attributes across Tesco will also be evaluated across this study. Lastly, culture as a barrier and enabler will also be evaluated in this study to evaluate the performance of the company influenced by the organisational culture across Tesco. Suitable recommendations for improving organisational culture will also be suggested in this study. 
[bookmark: _heading=h.6fu95vfxtrnq]2. Analysing organisational culture and structure 
[bookmark: _heading=h.drmxwjbam9m0]2.1 Explaining the organisational structure within the company 
[image: ]
Figure 1: Divisions under the Board of Directors led by the CEO of Tesco 
(Source: Tesco, n.d.)
Tesco has a hierarchical organisational structure that fosters strategic planning which is highly centralised as well as decentralised operations across the store-level to effectively manage performance of global employees. At the top of the hierarchical structure is the CEO, executive committee led by the CEO, and board of directors (Tesco, n.d.). Together, the uppermost tier of the hierarchical structure at Tesco looks after corporate governance and long-term strategic planning for the overall development of the company. The functional and regional managers and leaders form the middle tier of the hierarchical organisational structure at Tesco. At the base level of the hierarchical organisational structure of Tesco lies the store managers and operational managers, such as assistant managers, department leaders, and shift controllers. This hierarchical organizational structure works in favour of Tesco for streamlining their operational requirements and leveraging customer interaction by meeting their changing demands through a centralised supply chain. 
[bookmark: _heading=h.hzvxuvbji7tu]2.2 Theoretical underpinning of the organisational culture 
[bookmark: _heading=h.b2wnmx4nvdgh]2.2.1 Overview of organisational culture 
The organisational culture of Tesco is value-driven as it is the vision of the company to create a sustainable environment for their customers, wider communities, and the planet. Tesco is a customer-oriented company, meaning that they take care of the anticipated needs and demands of the customers extensively (Tesco, 2026). Along with that, Tesco wishes to make the workplace better for their employees across global destinations. It is the vision of Tesco to foster an organizational culture based on shared values, active listening, empathy, and mutual trust. Tesco believes in actively training their workforce for fostering a continuous learning environment within the organisation. The diversity, inclusion, and equity principles of Tesco is also highly welcoming which foster mutual respect for diverse people within the workforce. Organisational culture plays an integral part in decision-making processes of the company (Mullins and Christy, 2016). It helps in providing motivation, job satisfaction, and development of shared value systems. 
[bookmark: _heading=h.o67hogvrowv2]2.2.2 Analysis by using theory 
In association with Edgar Schein’s organisational culture model, there are three main layers applied across this model, namely, artifacts, espoused values, and underlying assumptions. With the help of this model, the regular operations of Tesco can be rightly aligned with the core values and organisational visions of the company. Artifacts refer to the elements of the company’s culture that can be witnessed physically (Bamidele, 2022). These are also known as tangible elements of corporate organisations. 
The visible level of Tesco shows value for flexibility across their organisational structure as daily team hurdles before the onset of operational tasks are a ritual for the management of the organisation (Tesco PLC, 2021). The visible technology of the company also supports customer-friendliness which proves Tesco leaders are constantly aiming to improve customer experience and satisfaction. The system of scan and pay at their stores provides a modern shopping experience for the loyal customers of the company. The espoused values associated with the Schein’s model can be visible across the corporate sustainability initiatives of the company. 
Tesco heavily focuses on generating value for their customers, the wider communities wherein they are operational, and the planet. The “Every Little Help Matters” initiative by Tesco represents the core value of the company in association with improving customer satisfaction and cost-effectiveness at the same time (Tesco PLC, n.d.). The underlying assumptions of the company can be visible in their teamwork initiatives and importance towards generating resilience and adaptability across operations. 
According to Hofstede’s cultural dimension, Tesco has a flattened hierarchical structure which encourages open communication and keeps the power distance index for the company on the lower side. Tesco supports individual efforts by reward management and verbal appreciation as well as operating across a diverse society (Tesco PLC, 2026). They are highly individualistic in nature. At Tesco, there is a seamless blend of masculinity and femininity within their workforce. Employees of Tesco are generally ready to accommodate change management initiatives which proves that Tesco has a low score in uncertainty avoidance ratio. Tesco works pragmatically for fostering both short and long-term goals within the organisation. Tesco is highly customer-oriented and hence they operate across highly indulgent cultures. 
[bookmark: _heading=h.ffpy8y1u9fav]2.3 Influence of culture on hierarchy, communication, leadership and decision-making  
The management of Tesco follows a top-down approach accompanied with flat hierarchy to reduce the power distance index within the organisation. This ensures strict accountability of the management for the performance and wellbeing of the staff (Jackson, 2025). At the workplace, diversity is celebrated within Tesco. This also helps in informed decision-making as people across various origins and cultures can learn from each other. Communication is also improved in terms of leveraging mutual respect and continuous learning environment. The leaders at Tesco practice active listening and empathy which helps in taking care of the employees and improving decision-making within the organisation. 
[bookmark: _heading=h.7a3ikup73as1]3. Organisational culture and external environment
Based on an analysis of the external environment, PESTEL analysis is effective in identifying the opportunities and threats from the external factors of the country on the business operations. In this context, Olayiwola et al. (2025) mentioned that PESTEL analysis is a significant environmental and market analysis that helps in supporting decision-making. The application of PESTEL analysis is analysed in this section to identify the impact of the external factors of the UK on the organisational culture of the retail industry, particularly Tesco.
	PESTEL
	Description 
	Impact (Opportunity/Threat)

	Political 
	Geopolitical tensions such as Brexit have affected the taxation and trade policies that hamper the supply chain activities of the industries (Hajarath, 2025). 
	Threat 

	Economical 
	It is expected to reduce the inflation rate from 3.2% in 2026 to 2% in 2031 (Statista Research Department, 2026) (Refer to Figure 2). 
	Opportunity 

	
	In January 2025, 57% of the households in the UK reported that the cost of living had increased compared to the previous month (Dyvik, 2025) 
	Threat

	Socio-cultural 
	64% of Generation Z and 55% of Millennials in the UK prefer to shop for products from ethical and sustainable brands (Watty, 2025) (Refer to Figure 3). 
	Opportunity 

	
	40.42% of the UK population preferred to follow healthy eating habits very often in 2019 (Ozbun, 2025).
	Opportunity 

	Technological 
	The retail industry has significant use of Artificial Intelligence (AI) for streamlining processes and understanding consumer behaviour for developing strategic decision-making and enhancing customer experiences (Haque et al., 2024). 
	Opportunity 

	Environmental 
	The UK government is committed to reaching net zero emissions by 2050 (Burnett and Stewart, 2026). 
	Opportunity 

	
	The UK Government has allocated £58.9 billion for managing plastics and other waste from 2018 to 2021 (Scholes, 2024) 
	Threat 

	Legal 
	The effectiveness of the “Equality Act of 2010” helps in protecting individuals from workplace and societal discrimination based on age, gender, race and others (UK Government, no date)
	Opportunity 

	
	The application of the “Companies Act 2006” helps in simplifying and modernising the corporate administration by clarifying the legal duties of directors, strengthening the rights of the shareholders and protecting social and environmental responsibilities (UK Government, n.d.b).
	Opportunity


Table 1: PESTLE Analysis
Based on the above table, it has been identified that the external environment of the UK has significant opportunities and threats to the organisational culture of the retail industry by shaping the employee behaviour, strategic priorities and business values. The political instability due to Brexit put pressure on organisations to improve their resilience and adaptable cultures to manage the SC disruptions, which poses a significant threat to managing the organisational culture of the UK retail industry and Tesco. In addition, the decreasing inflation rate of the UK offers an opportunity to the retail sector by enhancing the consumption rate and profitability of Tesco; however, the cost-of-living crisis enhances the threat to the retail industry, including Tesco in attracting customers and improving sales.  
[image: ]
Figure 2: Inflation Rate of the UK from 1989 to 2031 
(Source: Statista Research Department, 2026)
Moreover, the UK population prefers sustainable and ethical brands, besides very often focused on healthy dietary options, which offers an opportunity to the retail industry, including Tesco, by fostering sustainable practices in the organisational culture and offering healthy food within budget. Enhancing AI applications in optimising operations and analysing consumer behaviour is also beneficial for Tesco and the entire retail industry in gaining awareness of the customers' behaviour and the efficiency of the operations. Besides that, the efforts of the organisation towards emission and waste management pose both an opportunity and a threat to Tesco to foster sustainable practices; however put pressure to reduce the use of single-use plastics. Lastly, the effectiveness of the regulations offers opportunities to Teso to manage the organisational culture and provides a positive work environment for the employees. 
[image: ]
Figure 3: Customers who prefer sustainable and ethical brands in the UK in 2025 
(Source: Watty, 2025) 
[bookmark: _heading=h.8ktenqxhkw3]4. Culture as a barrier or enabler 
In association with workforce performance and productivity, organisational culture plays an integral role both as an enabler as well as a barrier. Culture works as an enabler in Tesco by driving operations to become customer centric. Culture at the organisation also helps in fostering inclusivity, resilience, and adaptability across the operations of Tesco. The core value of Tesco is associated with “Every Little Help Matters”. This essentially means that employees are extensively encouraged to embrace the customer-first approach at Tesco (Tesco PLC, n.d.). A positive organisational culture helps in fostering improved service quality, customer retention, and enhanced brand reputation (Singh et al., 2023). It also helps in improving customer loyalty by providing various discounts and offers such as Tesco Clubcard. The DEI program initiated by Tesco is one of a kind across the industry as it has proved to be highly successful for improving the organisational culture across their global operations. Tesco has a highly welcoming approach towards all cultural communities essentially working as an asset within the organisation. Managers at Tesco are driven to improve employee motivation, agility, higher morale, and diverse thinking while completing operational tasks (Tesco, 2026). Effective importance to innovation and open communication also helps in improving employee retention within the organization. At Tesco, extensive training and skill development opportunities are available for the employees which fosters a continuous learning environment and improved autonomy of the workforce to handle complex tasks and make informed decisions. The organisational culture of Tesco allows employees to learn from each other. 
[image: ]
Figure 4: Managing Risk at Tesco 
(Source: Tesco PLC, 2025)
However, organisational culture also acts as a potential barrier to workforce performance and productivity at Tesco. Extreme bureaucracy at Tesco creates a change resistant environment (Tesco PLC, 2025). The corporate giant has rigid scalability in association with fostering change management within the operations of the company. They have a top-down hierarchical organisational structure which makes change management activities highly difficult to coordinate as well as implement. In 2014, Tesco faced an accounting scandal due to lack of transparency which negatively impacted their brand reputation (BBC, 2014). For a long time after that, brand stagnation was a major barrier associated with performance management and productivity of the workforce. The high influence of UK’s corporate culture at Tesco disrupted their global expansion plans for the longest time as leaders at Tesco were unable to cooperate with regional mindsets which caused significant operational frictions within the organisation. Leaders at Tesco face miscalculation and misjudgement of cultural interpretations of the global markets which causes inability for the organisation to penetrate into prominent global markets, such as the USA (Castus, 2022). The difference in compliance standards and shopping habits of the regional locals are not considered properly by the managers due to personal biases which significantly impacted slower profitability and ineffective workforce planning and performance across global destinations. 
[bookmark: _heading=h.1koqct659luj]5. Impact of the culture on organisational performance 
Organisational culture plays an important role in deciding organisational success and culture enables shared values and beliefs to be incorporated by the workforce. A dynamic organisational culture helps in aligning the expertise of the workforce with the operational goals of the company (Manekar, 2024). On the other hand, a negative work culture reduces employee motivation to deliver best performance and causes high employee turnover rate (Jamil et al., 2022). It reduces growth opportunities for employees within an organisation. 
The organisational culture at Tesco is highly inclusive and welcoming. They have a well-integrated performance-related framework which helps in improving operational success of the company. Managers at Tesco value innovation which helps in improving organisational performance and decision-making within the organisation (Tesco, n.d.). The positive organisational culture of Tesco plays a crucial role in improving employee engagement as well as performance. However, in order to ensure long-term sustainable business growth, strict performance metrics are used by the company for effective performance management. The management of Tesco also pays extreme attention towards employee wellbeing and job satisfaction. 
One of the key impacts of organisational culture on performance management at Tesco is associated with improved employee satisfaction and retention for a longer duration of time. Tesco believes in empowering the employees so that autonomous decisions can be ensured by the workforce. It is the vision of the company to improve employee engagement and foster a culture of continuous learning. Managers tend to improve the morale of the employees which also helps in improving the performance management of the employees (Tesco, 2026). Increase in employee performance naturally helps in increasing the productivity of the organisation. The organisational culture of Tesco also has a positive impact on the decision-making and problem-solving performance of the global staff. Increased diversity within the organisations helps in fostering diverse ways of solving an operational issue which also helps boost innovation management of the company to a great extent. It also helps in understanding customer needs and mitigating the changes identified across the supply chain. A positive organisational culture is known for improving employee confidence and expertise pertaining to dealing with streamlining supply chain operations and understanding changing customer demands. 
The organisational culture of Tesco focuses on a customer-centric approach extensively. It helps in improving the incorporation of loyal customers and happy employees at the same time (Tesco PLC, n.d.). With increased employee automation, staff can willingly adjust and source out suitable change management initiatives that can help serve the employees better and at the same time improve personal motivation to deliver best performance within the organisation. A positive organisational culture, such as that of Tesco, helps in improving employee efficiency as well as enhances customer shopping experiences. 
[bookmark: _heading=h.f5bq6w6sut74]6. Recommendations
Based on the analysis, Tesco is recommended to improve its organisational culture and performance. Tesco should increase the involvement of employees in decisions. While the company encourages open communication throughout the organisation, when hiring employees at different levels, finding innovative solutions to problems, encouraging employee engagement, and strengthening commitment to the company's goals all rely heavily on the amount of employee participation within the organisation (Bhasin, 2025). Furthermore, using regular feedback mechanisms from employees and providing employee consultation programs can help management determine how to address operational challenges and implement effective solutions.
Furthermore, Tesco should continue to invest in leadership development programs that include a focus on cultural intelligence, inclusive leadership, and change management to address the lack of transparency and managerial slack. Since they are an international retail business operating in many different types of markets, leaders must be equipped with the necessary skills to effectively lead multi-cultural teams and respond quickly to changes in customer expectations. Having better leaders would enhance collaboration, employee satisfaction, and organisational effectiveness. Tesco also needs to continue its sustainability and diversity initiatives, strengthening a culture of inclusivity and environmental responsibility in the workplace. This will create better employee well-being, increase the positive perception of the company and provide support for the increasingly high expectations of socially responsible consumers (Davies, 2025). This approach will also support Tesco’s ability to remain competitive in the long term and sustain organisational growth, while improving its ability to be a successful employer.  
Finally, Tesco should evaluate various aspects of its hierarchical structure to lessen the bureaucratic delays and improve organisational adaptability. By giving department and store managers greater degrees of decision-making autonomy, the organisation would be better able to respond quickly when markets change or when customers have different types of demands, thereby enabling better operational efficiencies but still maintaining accountability throughout the organisational structure.
[bookmark: _heading=h.813qw8z424s4]7. Conclusion 
After the completion of the study, it can be evaluated that Tesco is a leading grocery supermarket chain across the UK market, however, it has limited presence across prominent global destinations. They have a top-down organisational structure which fosters long-term strategic planning and sustainable business growth. On the contrary, this type of hierarchical structure restricts change management initiatives within the organisation. The organisational culture is highly inclusive and diverse which values open communication and active listening. However, the corporate culture of Tesco has a massive influence on the UK mindset which restricts growth opportunities for the company across lucrative global markets. It can also be evaluated from the recommendations that Tesco must improve their innovation management further to upscale business performance and organisational growth. 
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