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The Strategic Influence of Organisational Culture on Walmart’s Structure, Decision-Making, and Performance
 

1. Introduction 
Organisational culture shapes everything inside a company — the way people act, how teams work together, and even how leaders make calls when tough choices come up. Mullins and Christy (2016) point out that culture is not about rules or routines.
 It runs deeper, influencing behaviour, the design of the whole organisation, and the decisions people make every day. As companies face more global competition and rapid change, understanding and steering culture is not just a nice-to-have Its key if you want to keep the business strong and adaptable.
 This report takes a close look at Walmart’s organisational culture. It digs into how culture affects the company’s structure, its decision-making, how it handles change, and how well it performs. To do this, I am drawing on Schein’s model, Hofstede’s cultural dimensions, and Handy’s cultural types — these frameworks help make sense of Walmart’s culture in real terms. 

 Organisational Culture and Its Influence on Structure and Decision-Making 

Walmart’s culture really comes from Sam Walton. He built the company around a few simple ideas: respect everyone, serve customers well, and always aim higher. 
Those values are not just words—they run through everything Walmart does and still guide how people work and make decisions every day (Lombardo, 2024).

[image: ]
Walmart operates with a hierarchical and centralised organisational structure. [image: ]
Doug McMillon sits at the top as President and CEO,  steering Walmart’s overall strategy. Reporting to him, executive vice presidents handle big areas like operations, finance, and human resources (Databahn, 2025).
 This setup keeps things tight and consistent across Walmart’s massive reach—more than 10,500 stores in 24 countries and a workforce of over 2.3 million (Walmart Inc., 2025a).
 Walmart’s centralized structure really drives its cost-leadership approach. Standardized processes, bulk buying power, and strict control over pricing and inventory all play straight into this strategy. Most big decisions come from the top, with the Bentonville headquarters sending out directives for regional and store managers to put into action (Wells, 2025). 
Walmart pushes local responsiveness with things like the “Store of the Community” program, letting each store adjust what it offers based on what local shoppers want (Pereira, 2025). At the same time, Walmart’s focus on efficiency and saving money shapes how everyone makes decisions. 
Managers lean on real-time data to tweak inventory, staffing, and prices. The idea of “Everyday Low Prices” is not just a slogan—it is part of the culture and influences choices everywhere in the company (Lombardo, 2024).
 Employees also get a say. Programs like “Grassroots Innovation,” and the “Open Door” policy encourage people to share their ideas and feedback, making things more transparent and open from the ground up.


3.1 Schein’s Three-Level Model [image: ] 

 Schein’s Three-Level Model Applied to Walmart 
1. Artefacts – What You See on the Surface Artefacts sit right at the top. They are the obvious, outward signs of Walmart’s culture—stuff you can see, touch, or hear as soon as you walk in. Take the employee uniforms: those blue vests with name tags. They make staff easy to spot and give off a friendly, no-nonsense vibe. 
The store layouts matter, too. Wide aisles, self-checkouts, and meticulously organized products all signal that Walmart runs on efficiency and wants shoppers to feel in control. Even the slogan— “Save Money. Live Better”—is everywhere, hammering home what Walmart stands for. And in the office workplace Open layouts break down walls encouraging people to talk openly and work together. These artefacts tell us Walmart cares about keeping things simple, accessible, and focused on the customer. They are constant reminders of what the company values most.
 2. Espoused Values – What Walmart Says It Stands For the official rules and beliefs that guide how people at Walmart are supposed to act. they are woven into training, leadership speeches, performance reviews, and rewards. Respect is big: treating customers and coworkers fairly.
 Service matters, too—Walmart wants every shopper to have a smooth, positive experience. And they push for excellence, always looking for ways to improve and get results. Walmart does not just talk about these values. Training programs drill them into new hires. Leaders bring them up in company meetings and updates. Performance reviews and rewards are built around them. This keeps everyone pointed in the same direction—working together to hit goals and keep customers happy.
 3. Basic Underlying Assumptions – At the core, you find the basic assumptions. These are the beliefs nobody really questions.
 They are so ingrained that after a while; people just act on them without thinking. Frugality runs deep. People at Walmart believe that saving money is not just smart—it is the right thing to do, and those savings should land in customers’ pockets. 
Meritocracy is another. If you perform and deliver, promotion is more likely. And customer-centricity? That is the lens for every decision. The customer always comes first. Think about frugality. It is not just a policy—it drives every part of the operation, from how the supply chain works to the way stores are designed. 
This mindset shapes the whole company, pushing efficiency and cost-saving at every turn. These core assumptions hold everything together. They give Walmart stability and direction. But they can also make it tough to change, especially when innovative ideas or flexibility are needed. Still, it is these beliefs that have made Walmart what it is.
3.2 Hofstede’s Cultural Dimensions[image: ]
Hofstede’s Cultural Dimensions and Walmart
 1. Power Distance – High Power distance measures how much people accept unequal power in organizations.
 At Walmart, you see a strong hierarchy—decisions flow down from the top, and authority sits with senior leaders. Store associates get clear reporting lines but little autonomy. Leadership roles are formal and distinct.
 This setup gives Walmart tight control and consistency across its global operations. It is great for large-scale planning. although it can stifle upward feedback and slow innovation at lower levels. In fast-moving environments, that rigidity can be a problem. 
 This gradual shift lets Walmart transform without losing its operational strengths. Innovation in areas like e-commerce and AI is happening, but the company is careful not to disrupt what already works.
 6. Indulgence vs. Restraint – Restraint This dimension looks at how much people control their impulses and desires. 
At Walmart, restraint is clear. The culture values discipline, control, and following the rules. There’s little room for personal gratification or spontaneity on the job. Conduct is formal, and the culture leans conservative. This approach reinforces professionalism and operational discipline—a solid fit for structured retail. although it can dampen open engagement or creativity, especially outside purely operational roles. While it works for Walmart’s environment, it is less suited to creative industries.

3.3 Handy’s Cultural Types[image: ]



Handy’s Organisational Culture Types at Walmart 
1. Role Culture – The Backbone of Walmart’s Operations Role culture sits at the core of Walmart’s organisational DNA.
 Walmart runs on formal structures and rigid hierarchies. Job descriptions leave little room for ambiguity. Authority flows down a clear chain of command. This approach works best in steady, predictable environments where Walmart prizes control, efficiency, and consistency. Look at Walmart’s structure: it is bureaucratic and highly organised. Every employee has a defined role. Procedures for inventory, staffing, customer service, and compliance leave little to chance.
 Decisions come from headquarters, passed down through layers to regional managers and store associates. On the ground, you see this everywhere. Associates follow strict rules for stocking shelves, greeting customers, and running checkouts.
 Supply chain staff operate within detailed coordination systems. Performance boils down to hard numbers—sales per square foot, shrinkage rates, customer satisfaction. This structure delivers what Walmart needs most—predictability and tight control over its vast global empire. Scale and standardisation are essential in retail, and role culture makes both possible. But there is a trade-off: flexibility suffers. Innovation can stall. Employees have little voice in shaping change from the bottom up.
 2. Task Culture – Driving Innovation and Digital Growth Task culture 
 Walmart’s innovation hubs, where expertise beats hierarchy and collaboration happen across boundaries. You see it in teams working on e-commerce, AI, supply chain optimisation, and digital transformation. Here, it is about assembling the right talent for the job, not just sticking to the org chart.
 Teams break out of silos and work together—engineers, designers, product managers—focused on solving specific problems. Decision-making feels more local, with rapid testing and iteration. Agility matters more than tradition.
 Think of Walmart Labs and Global Tech. These teams create AI systems for inventory, build predictive analytics, and reinvent customer experience platforms. Cross-functional groups develop mobile apps, enhance online shopping, and track sustainability. Agile methods and design thinking shape how they work—ideas move quickly from prototype to deployment. Task culture fuels innovation and adaptability, giving Walmart a fighting chance in the digital race against rivals like Amazon. Still, this dynamic energy can clash with the dominant role culture. Without careful integration, the organisation risks silos and fragmentation.

 3. Power Culture – A Fading Shadow Power culture thrives on centralised authority and personal influence, usually in founder-led companies. 

At Walmart, this spirit was strongest under Sam Walton. His vision set the tone and drove strategy. Today, with the company’s size and bureaucracy, power culture plays a smaller role. It might still show up in executive decisions during pivotal moments or crises, but it is no longer the norm. This style can deliver bold decisions and strong leadership, yet it comes with risks—concentrated power and less transparency.

 4. Person Culture – Rare
 at Walmart Person culture puts individuals at the centre, common in consultancies or professional partnerships. For a massive, process-driven retailer like Walmart, this approach barely registers. You might catch glimpses in leadership development or talent programs, but it is not woven into daily life. The impact remains limited. At best, it offers some support for individual empowerment within specific team projects, but it does not shape Walmart’s broader culture.
️ 

4. Cultural Adaptation to the External Environment[image: ]
. Walmart’s culture keeps changing as the world changes around it. Globalization, innovative technology, and what shoppers want—all those shapes how the company thinks and acts. Walmart does not just sit back and watch; they roll out innovative ideas to make sure their culture fits what is happening outside their walls.
 Take globalization. Walmart learned the hard way that you cannot just copy and paste the American way of doing things everywhere. In India, for example, the company teamed up with Flipkart to handle tricky local rules and fit into the culture. In places like Chile and Mexico, Walmart changes what they sell and how they advertise so it makes sense for people there (Pereira, 2025). 
Then there’s technology. It has turned Walmart into a place that cares about innovation and trying new things. Their “tech-powered, people-led” approach is not just a slogan—it is how they push for speed, creativity, and constant learning. They put real money into automation, artificial intelligence, and data analytics. The goal? Make operations run smoother and give customers a better experience (Walmart Inc., 2025a).

Walmart has also embraced environmental, social, and governance (ESG) values [image: ]
As the company’s culture keeps growing, it is rolling out new efforts to boost diversity, equity, and inclusion, cut down on carbon emissions, and make sure its sourcing stays ethical. These are not just moves to please outsiders—they show a real shift inside the company toward being more sustainable and socially responsible (Walmart Inc., 2025b).
5. Organisational Culture as a Barrier to Effective Functioning[image: ]

 Impact of Organisational Walmart’s culture has its strong points, but sometimes it gets in its own way. One of the biggest problems? Change does not come easy. The company’s way of doing things—always focusing on efficiency and control—runs deep. That makes it tough to try out innovative technologies or shake up management styles. When teams tried to roll out agile methods in IT and product development, some departments just did not want to let go of the old, top-down way of working (Wells, 2025).
 There is also a real disconnect between headquarters and Walmart’s international branches. The central office likes to keep decision-making close, but that does not always fit with how people work in other countries. In some places, employees want more of a say in how things run, and Walmart’s classic top-down style just does not click. This mismatch can slow things down and leave workers frustrated (Lombardo, 2024). 
Employee wellbeing is another sticking point. People talk about burnout, feeling stuck with little room to grow, and high turnover rates—especially in certain regions. Sure, Walmart has started offering flexible work options and more mental health resources, but these changes have not really sunk into the day-to-day culture yet. Until that happens, employees might not feel the difference (Pereira, 2025).
Impact of Organisational Culture on Walmart's Performance [image: ]


Walmart’s culture has powered its rise to the top, making it a global retail giant. But that same culture can feel a bit too rigid, slowing down innovation and making it tough to react quickly when things change.
 If Walmart wants to keep winning, it needs to adapt the way it does things—without losing what made it successful in the first place. How Culture Shapes Walmart’s Performance Culture is not just a buzzword—it is what shapes how people act, how strategies play out, and how customers feel about the brand. 
At Walmart, the culture is all about efficiency, tight cost control, and focusing on the customer. That is how the company became the world’s biggest retailer, raking in over $630 billion (Databahn, 2025). 
But the retail world keeps changing, and the habits that once guaranteed Walmart’s success now sometimes get in the way of quick thinking and innovative ideas. Operational Efficiency and Cost Leadership Walmart’s way of working lines up closely with Schein’s (2010) Three-Level Model—underneath it all, there is an assumption that frugality and customer focus matter most. These beliefs show up in the things Walmart values, like great service and exacting standards, and you can see them in the stores and the company’s famous slogan: “Save Money. Live Better.” Because everyone is on the same page, Walmart keeps its supply chain lean, its operations standardized, and its customer service solid across the world (Wells, 2025).
 The focus on keeping costs down and tracking performance fits with Hofstede’s idea of a masculine culture that avoids uncertainty (Hofstede et al., 2011). Employees have clear goals, and decisions come from the top, which helps keep things predictable. That has worked well for driving productivity and building loyalty, especially among shoppers who care about price (Lombardo, 2024).
 Cultural Rigidity Holds Back Innovation But there is a downside. Walmart’s culture is hierarchical, with a lot of distance between leaders and employees (Handy, 1993; Pereira, 2025). Rules are strict. Power is centralized. That makes it hard for fresh ideas to bubble up from below. In fast-moving areas like e-commerce and AI, this kind of rigidity can slow things down. Ugorji (2022) points out that this top-heavy structure can block collaboration between teams and drag out decision-making. There is also not a lot of room for emotional expression or flexibility (Hofstede Insights, 2025). 
That can hurt how engaged employees feel and affect their wellbeing. Walmart talks a lot about respect and inclusion (Walmart Inc., 2025b), 
Those values need to go deeper if the company wants to attract and keep a modern, diverse workforce. How Walmart Can Adapt Its Culture If Walmart wants to stay on top, it needs to make two big cultural shifts: Give Regional Teams More Power: Letting local teams call more of the shots means Walmart can adapt faster to local markets and cut down on the hierarchy. This helps build a more agile, creative culture, especially where innovation matters most (Handy, 1993). 
Focus on Employee Wellbeing and Inclusive Leadership: Offering better mental health support, more career growth opportunities, and a real commitment to work-life balance would help put respect and excellence into everyday life at Walmart. This is not just the right thing to do—it boosts retention and productivity too (Mullins and Christy, 2016). 
Conclusion Walmart’s culture has been the engine behind its massive success, driving efficiency, consistency, and customer trust. But the world is not standing still. To keep its edge in a fast-changing, digital world, Walmart needs to loosen up a bit—become more flexible, encourage innovation, and take better care of its people. If it does, there is no reason it cannot keep leading for decades to come.




Recommendations 
Walmart’s culture has always been its engine. The company’s obsession with efficiency, tight cost control, and top-notch operations turned it into the world’s biggest retailer—over $630 billion in yearly sales, which is just wild (Databahn, 2025).
 People keep coming back because Walmart makes things easy and affordable, and its focus on customers has built a loyal following. But the world is changing fast. Digital disruption, new shopper expectations, and global instability are shaking up retail. Walmart’s strict, centralized culture—what worked in the past—now threatens to slow it down when it needs to move quickly and think on its feet. If Walmart wants to stay ahead, it needs to shake up its culture in two big ways. 
1. Give Local Teams More Power 
Walmart’s always run a tight ship, with decisions flowing from the top down (Hofstede Insights, 2025; Handy, 1993). That keeps things consistent, but it also means local teams cannot react fast to what is happening on the ground. The fix? Push decision-making out to the regions and stores. Let the people closest to shoppers make calls based on what their customers want, local laws, and what competitors are doing. When managers feel empowered, they get creative and take more ownership—these spark innovative ideas and helps keep good people around (Lombardo, 2024). 
2. Make Employee Wellbeing Part of the DNA 
Walmart talks about respect and excellence (Walmart Inc., 2025b), however, to turn those words into real action, especially around employee wellbeing. That means more mental health resources, clear career paths, and smart work-life balance programs. If employees feel taken care of, they work better and stick around longer.
 Leadership should also focus on inclusion and building trust—when people feel safe and valued, they thrive. This kind of shift is not just nice to have; it is what today’s workers expect, and it helps Walmart attract the best talent and keep teams motivated (Wells, 2025).
 If Walmart weaves wellbeing into its core—right alongside its trademark frugality and customer focus—it will have a culture that is not just tough, but resilient and ready for anything. Adding empathy and sustainability to the mix balances out the drive for performance (Hofstede, 2011). 
It can be can extrapolated Walmart’s future is not about running a tight operation. It is about staying flexible and putting people first. By handing more authority to local teams and genuinely caring for employees, Walmart can keep winning in a world that never stands still.
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