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INTROUCTION
Founded in 1919, Tesco is the largest British food retailer and general merchandiser with operations across the UK, Central Europe and Asian markets such as Ireland, Hungary, Thailand and Malaysia. Founded by Sir Jack Cohen 100 years ago, the supermarket chain has experienced tremendous growth and has been market leader since 1996 when it usurped Sainsburys. Tesco has since then maintained the largest market share in the grocery market up to today (Winterman 2013). As of today, the giant retailer commands 27% of the market, despite the fast growth of discounters Aldi and Lidl (Markortoff 2019). 
With operating profit of £2.5billion on sales of £63billion in the year ending 2019, Tesco has grown from strength to strength, overcoming a difficult last 4-5 years to maintain its dominance of the food retailing sector in the UK (Annual Report 2019). This essay examines its structure and culture and how they have contributed to its market dominance through the years.


MAIN BODY
As of today, Tesco operates in one of the most competitive industry landscapes in the UK. The UK food retailing industry is highly competitive most especially among the four, characterized by intensive price wars, heavy advertisement and mergers and acquisitions. The emergence of hard discounters such as Lidl and Aldi have only made it even more competitive, leading to the Big Four losing market share and a key factor behind why Sainsburys and Asda attempted to merge (Brignall 2018).
Despite the highly competitive industry, Tesco has managed to maintain its top position in terms of market share since 1995-1996 when it overtook Sainsburys to become Britain’s leading supermarket. It has since maintained at least double the market share of its nearest rival Sainsburys. However, the main question is whether or how its organizational structure and culture have been a factor in its supremacy in the UK.

UNDERSTANDING ORGANIZATIONAL STRUCTURE AND CULTURE
Minterzberg (1972) defined organizational structure as the system by which an organization’s functions such as personal relationships, task distribution, authority is divided, organized and coordinated in order to achieve an organization’s goals and objectives. It has also been referred to as a company’s clear attempt to show organizational members what the company expects from them (Huczynski, and Buchanan 2013; Mullins 2016). The major purpose of an organization’s structure is to split up an organization’s activities, allocate them to the different subunits as well as coordinate and control these activities so that they can achieve the organization’s aims (Huczynski and Buchanan 2013). While corporate strategy is important in specifying a company’s pursued goals, an organization’s structure directs how these goals will be achieved. However, an unsuitable structure can disrupt an organizational performance and deter it from its goals (John 2005). 
An appropriate organizational structure is vital in that it defines an organization’s work features without which the management systems, goals, objectives, cannot achieve the best performance (Mullins 2016). According to Huczynski and Buchanan (2013) just like people’s behavior can be influenced by their personalities and the teams they operate in, an organization’s structure has potential to shape people’s attitudes and behavior. Even if most people recognize organizational structure, they don’t know its purpose, they just see it in form of boxes and charts. However, Duncan (1979) noted that an organization’s structure is more than just charts, it links the human component of the organization, tasks, and technology to ensure that the organization achieves its goals and purpose.
According to different analysts, task distribution among an organization’s employees can control their behavior and set a minimum performance standard, helping the company achieve its set goals. As identified in literature, there are several types of organizational structures and they include; the hierarchy (tall vs flat); the span of control; the chain of command; (departmentalization; centralization vs decentralization (Huczyński and Buchanan 2013). Huczynski, and Buchanan (2013) noted that the major aspects of an organizational structure include chain of command; formal communication channels; division of labour; departmentalization; span of control; and levels of hierarchy. 
In companies characterized by a flat structure, there will be only one level separating the managing director from the employees. However, in the tall organizational structure, there are four levels in between the managing director at the top and the employees (Armstrong and Taylor 2017). Huczynski and Buchanan (2013) further noted that the difference between a flat and tall organizational structure is that in a flat structure, a big number of employees reporting to one supervisor, while there are fewer employees reporting to each manager in a tall structure. However, it should be noted that, the bigger the number of employees reporting to one supervisor, the harder it is for him/her to supervise and effectively coordinate which results in poor performance. 
Putting this into consideration, Tesco’s organizational structure is a tall structure. This is because Tesco is a large organization with several layers within its hierarchy. On top of the hierarchy there is CEO Dave Lewis and Chairman John Alan, followed by a Board of Directors (which includes executive and as non-executives). The Board of Directors is followed by regional managers (the equivalent of country managers at international level) whose span of control includes individual store managers in charge of functional managers at store level. This kind of divisional structure is common in big companies, but Tesco seems to be much leaner perhaps due to the absence of country managers as typified in most traditional international companies (Annual Report 2019)
[image: ]Diagram 1 Sources  (https://www.slideshare.net/TufailAhmed/od-mod2 )
Nevertheless, Mullins (2016) has posited, that the significance of structure on large and small organizations differs. In smaller organizations, there are fewer structure problems, in that they can successfully operate under an informal structure where responsibility and authority, task distribution as well as relationships among members can be established on a more personal basis. However, this can’t work for large firms as they require a carefully designed, purposeful, formal structures which need continuous assessment in order to make sure that they are still most appropriate for the organizations as they grow stronger. Though a clear line of authority and responsibility is vital for the effective operation of organizations, there should be fewer levels of command because addition of many levels to a structure can result in increased hierarchical authority and span of control which can potentially lead to the risk of empire building and creation of unneeded work in order to justify the new position (Mullins 2016). 
One of Tesco’s major key success factors is the fact that it keeps it structure in check and clearly assessed, the reason why it has had a number of restructures through the years. As of 2018, the retailer got rid of the people’s and compliance manager roles in fulfillment centres as well as in large stores across the UK. The company also got rid of customer experience manager role, which was active in at least 226 stores. According to Rannard (2019), the major purpose of restructuring was to remove complexity and deliver a simpler and more helpful experience for colleagues and customers. As of 2019, the giant retailer also plans to cut 4,500 jobs at 153 high street Tesco Metro supermarkets in an effort to simplify and reduce processes and administrative tasks across all of its Metro stores (Davies 2019).
Mullins (2016) posited that though structure is a way of improving an organization’s performance, it is only a well-structured organization design that has the potential to determine an organization’s performance. An organization’s structure should thus be designed in a way that encourages the willing participation of organizational members as well as active organizational performance. According to scholars, organizations that designed their organizational structure in a way that complements the technology used are more likely to experience business success. In fact, technology has the ability to alter an organization’s structure (Mullins 2016). Whisler (1970) agreed with this, by noting that IT can affect an organization’s structure through increased vertical relations of information resulting in a greater centralization of information at the top of the hierarchy. The author further notes that IT can have major influence upon the structure of the organization, resulting in fewer employees, a narrower span of control, a reduction in the organizational structure and costs (Whisler 1970). 
In this light, it can be seen that the introduction of Tesco Clubcard technology changed the company’s performance on a large scale. Not only did it change the organizational structure like most technologies tend to do, it rather changed the entire industry at large and the way supermarkets do business by driving efficiency, and leading to a customer centric culture that put Tesco ahead of competitors. This has become one of its key success factors, as well as a demonstration of how important technology is in an organization’s structure.


WHAT IS CULTURE?
Culture can be defined as the rituals, values, climate and behaviours that come to characterize groups of people, the way think, perceive, feel or behave. Whether at organizational or national level, culture represents a design of shared assumptions learned and shared by a group of people as they interact with each other and their environment resulting in new ways of thinking, perceiving and feeling (Mullins 2016). 
An organization’s culture and structure tend to work hand in hand in that the prevalent nature of culture and the pattern of shared values, attitudes, beliefs and ways of doing things often has a notable impact on organizational processes which include organizational structure itself, which further impacts business success. Tesco’s customer focused culture has been its major success factor that has given it dominance and sustained competitive advantage in the UK food retailing market (Garlick 2017).
This culture has been visible through its product offer that has developed through the years. It can also be seen through its customer-focused product ranging and development, store development, as well as the customer-focused loyalty scheme. According to Garlick (2017), in line with its customer centered culture, Tesco consults and talks to its customers while building and fitting stores through public surveys and public sessions so that it can be able to build for customers tastes. In fact, its store designs such as touch-free handles, taps and dryers in its toilet design go ahead to show a customer-focus rather than cost. Through its culture of understanding customers, Tesco was the first retailer to understand demand for ethinic food ranges before rolling out its popular ethnic ranges based on use of Clubcard data. This culture of understanding customers, anticipating their needs, and providing them with value has differentiated the retailer and contributed to its performance and success even through the gloomy period in the UK (Garlick 2017).
According to Brooks, national culture is a major determinant of an organization’s culture. In fact, Huczynski and Buchanan (2013) have noted that, in trying to setup a common culture in a multinational organization is most likely to be subverted by the strength of a national culture. Tesco has felt the consequences of this, a major reason it had to detract its business from China. According to several analysts including Pendrous 2013, Tesco had to step back from China, the world’s second biggest economy because it failed to understand the culture of Chinese and how unsuited its culture of ‘clubcard’ and loyalty program was in the country. 
According to the author, Tesco’s culture of clubcard and loyalty program, its key success factors in the Western World was ill suited for the Chinese consumer because of the cultural differences. It is thus important for a company or organization trying to setup business in a different cultural setting to first investigate and study the cultural differences (Huczynski and Buchanan 2013). 


CONCLUSION
According to the findings, culture and organizational structure play a notable role in organizational success. In fact, the they tend to be interdependent where one has the potential to impact the other. In conclusion, structure and culture can lead to business success which can further lead to structural changes. However, other factors such as technology can positively influence organizational structure and lead to business success. This is why introduction of the Tesco Clubcard has played a critical role in Tesco’s dominance and success over rivals through the years.
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