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[bookmark: _Toc224513107]1. Introduction
Organisational culture influences how organisations operate, make decisions, and interact with employees and customers. It includes shared values and beliefs that guide behaviour at work. According to Mullins and Christy (2016), culture affects leadership, communication, employee motivation, and overall performance. In retail organisations, culture is especially important because employees directly influence the customer experience. Strong cultures improve engagement, service quality, and efficiency, while weak cultures may lead to poor performance and low motivation (Johnson, Whittington, and Scholes, 2017). This report examines Tesco, one of the largest supermarket chains in the United Kingdom. Founded by Jack Cohen in 1919 as a small market stall in East London, Tesco has grown into a multinational retailer with thousands of stores worldwide (Britannica, 2025). Tesco’s slogan “Every Little Helps” reflects its strong focus on customer satisfaction and continuous improvement. This report analyses Tesco’s organisational culture and its impact on structure, decision-making, and performance using Handy’s Cultural Types and the Cultural Web Model.
[bookmark: _Toc224513108]2. Theoretical Framework of Organisational Culture
Understanding organisational culture needs frameworks that show how values, behaviours, and practices shape organisations. Management researchers study culture because it affects employee interaction, decision-making, and how people respond to challenges. Schein (2010) says organisational culture gives shared meaning, guides behaviour, and shapes identity. Analysing culture depends on models to interpret behaviour and assumptions.
This report analyses Tesco's culture using Handy’s Cultural Types and the Cultural Web Model. These frameworks suit large retailers and offer insights into leadership, structure, and behaviours (Mullins & Christy, 2016).
[bookmark: _Toc224513109]2.1 Handy’s Cultural Types
Charles Handy developed a framework of four organisational cultures: power, role, task, and person (Handy, 1993). This framework explains how organisations handle authority, decisions, and relationships.
Power culture centralises decisions with a few senior leaders who guide strategy and direction. It features strong leadership and swift decisions, but may limit employee participation.
Role culture is common in large organisations. Responsibilities and procedures are clear. Employees follow defined roles within formal systems and hierarchies. This culture values rules, stability, and efficiency, supporting organisations needing consistent processes (Handy, 1993).
Task culture centres on teamwork. Employees collaborate in teams to achieve goals, solve problems, and complete projects. This culture thrives in organisations focused on innovation and adaptability.
Person culture centres on individuals. Employees have high autonomy and independence. This often occurs in organisations that value expertise and personal knowledge.
Large organisations like Tesco often show a mix of cultural types. Retailers usually have a role culture with clear responsibilities and procedures to ensure efficiency.
Task culture also appears at Tesco. Teams work together to enhance customer service and performance.
[bookmark: _Toc224513110]FIG.1 Handy Cultural Framework.
[image: ]   Source: Businessballs (n.d.)
[bookmark: _Toc224513111]2.2 Johnson and Scholes’ Cultural Web Model
The Cultural Web framework explains how elements, including symbols, routines, and organisational stories, collectively shape workplace culture. These elements show how values influence daily behaviour at work.
Symbols, such as logos, branding, and slogans, are the first element. These visible features show identity and signal values.
Rituals and routines are daily activities and behaviours that employees follow. These routines shape how employees work and interact with customers and colleagues.
Organisational structure is the hierarchy and division of responsibilities. It shapes communication and decision-making.
Control systems are the mechanisms organisations use to monitor performance. They include targets, financial checks, or customer feedback metrics.
Power structures show who holds influence. They shape how decisions are made and how authority is given.
Stories and narratives come from shared history and experiences. They help explain values and strengthen norms (Johnson, Whittington and Scholes, 2017).
Together, these six elements form the organisational paradigm. This is a set of beliefs that guide behaviour.
[bookmark: _Toc224513112]FIG.2 The Cultural Web Model.
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Handy’s Cultural Types and the Cultural Web help analyse Tesco’s organisational culture. Both models show how culture influences behaviour, decision-making, and relationships with employees and customers.
[bookmark: _Toc224513113]2.3 Hofstede’s Organisational Culture Dimensions
Hofstede’s organisational culture dimensions provide another useful framework for analysing how organisations operate and interact with employees and customers. Unlike national cultural dimensions, Hofstede also identified several organisational practices that describe how companies function internally (Hofstede, Hofstede and Minkov, 2010).
One dimension is open versus closed systems. Open systems are organisations that welcome new employees, ideas and innovation, while closed systems tend to be more rigid and resistant to change. Tesco operates largely as an open system because it continuously adapts to changing customer expectations, technological developments and market competition.
Another dimension is employee-oriented versus work-oriented culture. Employee-oriented organisations prioritise employee wellbeing, while work-oriented cultures focus strongly on performance and productivity. Tesco demonstrates elements of both; however, the organisation is largely work-oriented due to the performance targets, efficiency requirements and operational standards common in the retail industry.
Tesco can also be considered goal-oriented rather than means-oriented. In goal-oriented organisations, employees focus primarily on achieving organisational objectives such as sales targets, customer satisfaction and operational performance. This reflects Tesco’s strong emphasis on delivering value to customers and maintaining competitiveness within the retail sector.
Finally, Tesco demonstrates characteristics of an externally driven culture. Externally driven organisations prioritise meeting customer needs and responding to market conditions. Tesco’s slogan “Every Little Helps” reflects this focus on improving the customer experience and responding to changing consumer expectations.
[bookmark: _Toc224513114]3. Organisational Culture at Tesco
Organisational culture influences how organisations operate, interact with customers, and manage employees. Tesco’s culture has evolved over decades as one of the UK’s largest retailers. Serving millions weekly, Tesco emphasises customer satisfaction, efficiency, and teamwork. Mullins and Christy (2016) observe that retail organisational culture often prioritises customer service and performance due to employees’ direct interaction with customers and their role in brand representation.
Tesco’s culture is strongly reflected in its slogan “Every Little Helps.” The phrase highlights the company’s focus on improving the customer experience through small but meaningful actions such as competitive prices, helpful service and efficient store organisation. As a symbol, the slogan represents Tesco’s commitment to customer value. Johnson, Whittington and Scholes (2017) explain that symbols, including slogans, help communicate organisational values and strengthen corporate identity.
Tesco’s culture can also be examined using Schein’s (2010) three levels of organisational culture. The first level, artefacts, includes visible elements such as symbols, branding and employee behaviour. At Tesco, these artefacts include the slogan “Every Little Helps”, store layout, staff uniforms and customer service practices.
The second level refers to espoused values, which are the organisation’s stated beliefs and principles. Tesco emphasises values such as customer focus, teamwork and efficiency, guiding how employees interact with customers and perform their roles.
The deepest level consists of underlying assumptions, which are unconscious beliefs that shape behaviour within the organisation. In Tesco’s case, a key assumption is that small improvements in service, pricing and convenience can enhance the overall customer experience. Applying the Cultural Web model reveals several key cultural elements within Tesco. Symbols include the company’s red and blue branding, store layouts, and marketing campaigns that emphasise affordability and convenience. These symbols reinforce Tesco’s identity as a customer-focused retailer. Rituals and routines manifest in daily activities such as stocking shelves, assisting customers, and managing checkout processes. These routines ensure consistent service delivery and support efficient store operations. Another important element is control systems, which include performance indicators such as sales targets, customer satisfaction ratings and inventory management systems.
These systems help ensure that organisational objectives are achieved and that employees follow established procedures. According to Johnson and Scholes (1992), control systems play a key role in reinforcing organisational priorities and maintaining operational standards.
Tesco’s power structure combines central leadership with local operational management. Senior executives make strategic decisions. Store managers implement strategies and handle daily operations locally. This enables Tesco to maintain consistency while responding to local needs.
Handy’s Cultural Types reveal that Tesco shows a strong role culture. In role cultures, responsibilities are clear, and employees hold specific jobs within a structured system (Handy, 1993). At Tesco, employees have clear roles, such as cashier, customer service, and stock management. This structure supports efficiency and consistency across stores.
However, elements of task culture can also be observed within the organisation. Employees frequently collaborate in teams to manage store operations and address customer needs. This teamwork also reflects behavioural dimensions such as employee-oriented and work-oriented cultural practices. While the organisation emphasises performance and productivity, it also invests in employee training and development programmes designed to improve skills and career opportunities. This indicates that Tesco seeks to balance operational efficiency with employee support.
Additionally, Tesco functions primarily as an open system, actively responding to external influences such as consumer trends, technological developments, and competitive pressures. Retail organisations must continuously adapt their products, services, and operational strategies to meet evolving customer expectations.
Overall, Tesco’s organisational culture is strongly customer-oriented. Retail organisations rely heavily on customer satisfaction, and employees play a key role in delivering service quality. Tesco encourages employees to support customers through helpful service, efficient store operations and responsiveness to customer needs. Although the organisation emphasises performance and productivity, it also invests in employee training and development programmes. This indicates that Tesco attempts to balance customer focus with employee support.
Although Tesco’s role culture supports operational efficiency and consistency across stores, it may also limit employee autonomy and innovation at lower organisational levels (Handy, 1993). Highly structured procedures can reduce flexibility when employees need to respond quickly to unexpected customer needs. Therefore, while role culture improves control, it may also constrain creativity within frontline retail teams.
[bookmark: _Toc224513115]4. Organisational Culture, Structure and Decision-Making at Tesco
Organisational culture significantly influences how organisations structure operations and make decisions. In large retail organisations such as Tesco, the organisational structure must support efficient coordination across multiple departments, store locations, and supply chain operations (Mullins & Christy, 2016). Tesco operates with a hierarchical organisational structure that includes senior corporate leadership, regional management and store-level management. Senior executives at corporate headquarters typically make strategic decisions regarding company strategy, pricing policies and long-term investments. At the same time, store managers are responsible for implementing these decisions at the local level and ensuring that daily operations run efficiently. This structure allows Tesco to maintain consistency across its retail operations while also responding to local market conditions and customer needs.
According to Handy’s Cultural Types, Tesco exhibits strong characteristics of role culture. 
In role cultures, responsibilities are clearly defined, and employees operate within structured systems of authority and procedures (Handy, 1993). Retail organisations often depend on role cultures because clear job descriptions and defined procedures promote operational efficiency and consistency across stores. At Tesco, employees perform specific roles such as customer service assistants, cashiers, supervisors, and store managers, each contributing to the organisation's overall functioning.
Elements of task culture are also present within Tesco’s organisational environment. Retail operations necessitate teamwork and cooperation among employees to meet customer demands and maintain efficient store operations. Employees frequently collaborate to manage inventory, assist customers, and resolve operational issues. Johnson, Whittington, and Scholes (2017) note that task culture fosters collaboration and problem-solving, thereby enhancing organisational performance.
Organisational culture also shapes decision-making processes within Tesco. Retail organisations must respond rapidly to changes in customer behaviour, supply chain challenges, and competitive pressures. Consequently, Tesco empowers store managers to make operational decisions that enhance efficiency and customer satisfaction locally. This approach balances centralised strategic leadership with decentralised operational decision-making.
However, excessive centralisation may still slow responses to local market conditions, particularly in large organisations where decision-making authority is concentrated at higher managerial levels (Johnson, Whittington and Scholes, 2017). Store managers may have limited strategic autonomy, thereby restricting innovation at the local level. A more balanced distribution of decision-making authority could strengthen organisational responsiveness.
The Cultural Web model further elucidates how organisational culture influences decision-making within Tesco. Elements such as control systems, power structures, rituals, and routines shape employee task performance and decision implementation throughout the organisation. For instance, performance indicators such as sales targets, customer satisfaction ratings, and inventory management systems guide employee behaviour and ensure that organisational objectives are met (Johnson & Scholes, 1992).
Tesco’s organisational culture strongly emphasises customer service and operational efficiency. This focus shapes managerial decisions, prioritising improvements that enhance customer experiences and store performance. Kotter and Heskett (1992) argue that organisations with strong, clearly defined cultures often demonstrate more consistent decision-making processes and superior organisational performance.
Overall, Tesco’s organisational structure and decision-making processes align closely with its organisational culture. The integration of structured roles, teamwork, and customer-focused values supports the company’s capacity to operate efficiently within the highly competitive retail sector.


5. External Environment and Cultural Adaptation at Tesco
Organisations operate in dynamic external environments that shape their strategies, structures, and cultures. In the retail sector, companies must continuously adapt to changes in consumer behaviour, technological innovation, economic conditions, and competitive pressures. For large retail organisations such as Tesco, adapting organisational culture to external environmental factors is essential to maintain competitiveness and ensure long-term success.
A significant external influence on Tesco is the highly competitive retail industry. The UK supermarket sector includes major competitors such as Sainsbury’s, Asda, and Aldi, all competing for market share through competitive pricing, product variety, and enhanced customer experiences. In this environment, organisational culture plays a crucial role in differentiating companies. Johnson, Whittington, and Scholes (2017) assert that organisations aligning their culture with external market demands are better positioned to sustain competitive advantage.
Customer expectations constitute another major influence on Tesco’s organisational culture. Modern consumers demand convenience, affordability, and high service quality. Consequently, Tesco’s culture strongly emphasises customer satisfaction and responsiveness to consumer needs. The company’s well-known slogan, “Every Little Helps,” embodies this customer-oriented philosophy and underscores the organisation’s commitment to enhancing customer experiences through incremental service and value improvements.
Technological change has significantly influenced the retail sector. The expansion of online shopping and digital retail platforms has transformed customer interactions with supermarkets. Tesco has responded by expanding its online grocery services, mobile applications, and digital shopping platforms. These developments necessitate employee adaptation to new technologies and operational processes. However, cultural adaptation to rapid technological change can be challenging for large organisations such as Tesco, particularly when employees need continuous training to learn new systems (Schein, 2010). Without adequate support, organisational resistance to technological change may emerge. Kotter and Heskett (1992) argue that organisations that adapt their culture to technological change are more likely to remain competitive in rapidly evolving industries.
Sustainability and corporate social responsibility are increasingly important in the retail sector. Consumers now expect companies to act ethically, protect the environment and support local communities. Tesco has introduced several initiatives aimed at reducing food waste, improving supply chain transparency and helping local communities. These actions show the company’s commitment to responsible retailing and demonstrate how organisational culture can adapt to changing social expectations.
Economic factors also influence organisational culture within retail organisations. Fluctuations in consumer spending and economic uncertainty affect purchasing behaviour and product demand. Consequently, retail companies must develop flexible organisational cultures that enable effective responses to changing market conditions. Tesco’s organisational culture demonstrates a strong capacity for adaptation to external environmental pressures. By maintaining a customer-focused culture and embracing technological innovation and sustainability initiatives, Tesco continues to strengthen its position within the highly competitive retail sector.
[bookmark: _Toc224513116]6. Organisational Health and Ethics at Tesco
Organisational health describes a company’s ability to operate effectively while maintaining positive relationships with employees, customers, and other stakeholders. Healthy organisations are characterised by strong leadership, ethical behaviour, employee engagement, and adaptability to environmental challenges. For large retail organisations such as Tesco, maintaining organisational health is especially important due to the scale of operations and the substantial workforce involved in daily activities.
A key indicator of organisational health is employee well-being and development. Organisations investing in employee training and career development tend to achieve higher productivity and stronger organisational commitment (Mullins & Christy, 2016). Tesco has implemented various training programmes to enhance employee skills and support career progression. These initiatives ensure employees deliver high levels of customer service and maintain efficient store operations.
Another important aspect of organisational health is the relationship between management and employees. Effective communication between leadership and staff is essential for maintaining organisational trust and employee motivation. Johnson, Whittington, and Scholes (2017) note that organisations with supportive management practices are more likely to foster positive working environments that encourage employee engagement and teamwork. Tesco has introduced several employee engagement initiatives to improve workplace satisfaction and support staff development.
Ethical responsibility constitutes a key component of organisational health. Retail organisations must ensure fair treatment of employees, responsible product sourcing, and transparency in pricing and marketing practices. Ethical behaviour is vital for maintaining customer trust and safeguarding organisational reputation (Ferrell, Fraedrich, and Ferrell, 2019). Tesco has implemented corporate social responsibility initiatives focused on sustainability, responsible sourcing, and reducing environmental impact.
Furthermore, Tesco actively supports community programmes, including food donation schemes and initiatives to reduce food waste. These programmes demonstrate the organisation’s commitment to responsible retailing and social responsibility.
Overall, Tesco exhibits several characteristics of a healthy organisation, including investment in employee development, commitment to ethical practices, and engagement with local communities. However, maintaining organisational health requires ongoing effort, especially in large organisations operating in competitive, rapidly changing industries.
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To further strengthen its organisational culture and long-term performance, Tesco should continue investing in employee engagement and leadership development initiatives. Improving communication between senior management and store-level employees could enhance organisational trust and foster greater collaboration within teams. Research indicates that organisations actively supporting employee engagement and participation often achieve higher productivity and stronger organisational commitment (Kotter & Heskett, 1992).
Finally, Tesco should continue expanding its digital retail capabilities and sustainability initiatives. Aligning organisational culture with employee development and customer expectations will enable the company to maintain its competitive position within the rapidly evolving retail sector. Additionally, Tesco should encourage greater innovation at the store level by allowing employees to suggest improvements to customer service processes and operational practices. This could enhance employee engagement and help the organisation respond more effectively to customer needs.
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This report analyses Tesco’s organisational culture and its impact on organisational structure, decision-making and overall performance. Using Handy’s Cultural Types and Johnson and Scholes’ Cultural Web Model, the analysis shows that Tesco’s culture is influenced by clearly defined roles, teamwork and a strong focus on customers. Cultural elements such as the slogan “Every Little Helps” highlight the company’s commitment to providing value and improving the customer experience.
Furthermore, the report highlights how Tesco’s organisational culture supports efficient retail operations, employee collaboration, and responsiveness to external market pressures. Understanding these cultural dynamics provides valuable insights into how culture can enhance organisational effectiveness and long-term sustainability within the competitive retail industry.
However, the analysis also highlights that while Tesco’s structured organisational culture supports operational efficiency, the company must continue balancing control with flexibility to ensure innovation and responsiveness in an increasingly dynamic retail environment.
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