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1. Introduction
Organisational culture has a significant impact on how businesses function, make choices, and succeed over the long run. Organisational performance is influenced by resources like cash, technology, and strategy, while employee behaviour, communication, and problem-solving are determined by culture. Organisational culture is defined by Mullins and Christy (2016) as the common values, presumptions, and beliefs that shape "how things are done" inside an organization. These cultural traits influence an organization's overall efficacy, decision-making procedures, employee motivation, and leadership styles.
Strong organisational cultures can give workers a clear sense of purpose and promote actions that advance the goals of the company. Schein (2010) contends that as companies adapt to both internal and external constraints, culture is formed via shared experiences. These encounters eventually lead to the development of standard operating procedures that affect worker behaviour. However, if ingrained beliefs foster resistance to change, stifle innovation, or make it difficult for companies to adjust to shifting circumstances, culture can also constitute a barrier (Denison, 1990). Therefore, while assessing how businesses sustain competitiveness in complicated business settings, a grasp of organisational culture is Tesco PLC has been selected for this report due to its position as one of the largest retailers in the United Kingdom and its experience of significant cultural change. Founded in 1919, Tesco has developed into a multinational retailer operating across supermarkets, convenience stores and online platforms. The organisation serves millions of customers each week and employs over 330,000 people globally (Tesco PLC, 2024). Managing operations on this scale requires a culture that promotes consistency, accountability and customer focus while also allowing flexibility to respond to changing market conditions.
Tesco experienced substantial culture change in the wake of the 2014 accounting scandal, with an emphasis on enhancing governance, openness, and moral decision-making (Tesco PLC, 2024). The company has highlighted customer value, sustainability, and digital transformation as top strategic concerns in more recent times.
The organisational culture of Tesco is critically assessed in this research, along with its impact on decision-making and organisational structure. It evaluates Tesco's dominant culture using established frameworks, such as Denison's Organisational Culture Model, Hofstede's Cultural Dimensions, Handy's Cultural Types, and Schein's Three Levels of Culture. The paper also examines Tesco's use of culture in response to external forces, determines if culture facilitates or hinders success, and analyses its effect on overall organisational performance.




2. Organisational Culture of Tesco
The common values, attitudes, and behaviours that affect how people behave and how organisations accomplish their goals are referred to as organisational culture. In contrast to formal regulations or processes, organisational experiences, leadership practices, and daily interactions all contribute to the development of culture. According to Mullins and Christy (2016), culture has a big impact on how productive an organization is since it influences things like employee behaviour, motivation, communication, and leadership. Tesco's culture has developed into a crucial strategic asset that helps maintain uniformity throughout its extensive operations and allows the company to adapt to developments in the retail industry.
Tesco's corporate culture might be characterised as performance-oriented, customer-centred, and increasingly focused on sustainability and accountability. The company's mission statement, "Serving our customers, communities and planet a little better every day," highlights its dedication to generating value for clients and other stakeholders rather than concentrating only on financial results (Tesco PLC, 2024). Through corporate responsibility programs, leadership communication, and employee training, these principles are reaffirmed, fostering a common understanding of appropriate behaviour across the whole organization.
The development of Tesco’s current culture has been influenced by both organisational success and previous challenges. The accounting scandal in 2014 damaged stakeholder trust and highlighted weaknesses in governance and ethical decision-making. In response, Tesco introduced significant cultural changes focused on transparency, stronger controls and greater accountability (Tesco PLC, 2024). This demonstrates that organisational culture is not fixed but can evolve when organisations face internal problems or external pressures. Schein (2010) argues that culture develops through organisational learning, as new values and assumptions emerge when businesses adapt to changing circumstances.
Tesco’s culture can also be understood through Schein’s (2010) Three Levels of Culture. The first level, artefacts, represents the visible aspects of culture that can be observed by employees and customers. Within Tesco, these include store layouts, employee uniforms, digital self-service systems, online shopping platforms and the Clubcard loyalty programme. These features reflect an organisation focused on efficiency, convenience and customer experience.
The second level concerns espoused values, which represent the principles an organisation promotes. Tesco highlights values such as customer satisfaction, teamwork, inclusion and responsible business practices. Its investment in reducing food waste, lowering carbon emissions and supporting local communities demonstrates how sustainability has become embedded within its organisational values (Tesco PLC, 2024). These values contribute to employee commitment by creating a sense of shared purpose.
The final level of Schein’s model focuses on underlying assumptions, which are the deeply held beliefs that influence everyday behaviour. At Tesco, a key assumption is that understanding customers and improving operational efficiency are essential for long-term success. This is demonstrated through the use of customer data collected through Clubcard, which allows Tesco to analyse purchasing patterns, improve stock management and make evidence-based decisions.
However, Tesco’s performance-driven culture may also create challenges. A strong focus on efficiency, targets and standardisation can place pressure on employees and potentially limit creativity. Elliott et al. (2023) suggest that highly performance-focused cultures may reduce innovation if employees become more concerned with following established processes than developing new ideas. Therefore, although Tesco’s culture provides stability and operational strength, maintaining competitiveness will require continued investment in innovation, employee empowerment and organisational learning.

3. Influence of Culture on Structure and Decision-Making
Organisational culture and structure are closely connected because culture influences how authority is distributed, how employees communicate and how decisions are made. While organisational structure establishes formal reporting relationships and responsibilities, culture determines how these systems operate in practice (Mullins and Christy, 2016). Within a large organisation such as Tesco, culture provides employees with shared expectations that support coordination across thousands of stores, departments and operational areas.
Tesco operates through a mainly hierarchical structure, where strategic decisions are developed by senior leadership before being implemented across regional and store-level operations. However, the organisation also incorporates elements of decentralisation by allowing managers to make operational decisions based on local customer needs. This combination reflects Tesco’s cultural emphasis on maintaining consistency while remaining responsive to different markets and customer expectations (Tesco PLC, 2024).
The relationship between Tesco’s culture and structure can be examined through Burns and Stalker’s (1961) distinction between mechanistic and organic organisations. A mechanistic structure is based on formal procedures, clearly defined roles and centralised control, whereas an organic structure encourages flexibility, collaboration and employee involvement. Tesco demonstrates characteristics of both approaches. Its operations rely heavily on standardised processes relating to areas such as stock management, food safety, pricing and financial reporting. These systems support efficiency and ensure customers receive consistent service across different locations.
However, Tesco also demonstrates elements of an organic structure through its ability to adapt to changing customer requirements. Store managers have responsibility for managing staffing, customer service and local operational issues, allowing decisions to be made closer to customers. This reflects a culture that values accountability and empowers employees to respond to practical challenges.
Decision-making within Tesco is strongly influenced by data and evidence. The organisation’s Clubcard programme provides detailed information about customer purchasing behaviour, allowing managers to identify trends, improve promotions and manage stock more effectively (Tesco PLC, 2024). This data-driven approach reflects a cultural belief that decisions should be supported by evidence rather than assumptions. According to Kiziloglu (2021), organisations that integrate knowledge management and learning into decision-making processes often achieve improved operational performance.
Despite these advantages, Tesco’s reliance on performance data may also create limitations. Excessive focus on measurable outcomes, such as sales targets and productivity levels, may discourage creativity and risk-taking. Wiese et al. (2024) argue that organisations with highly analytical cultures can become less innovative when employees prioritise achieving existing targets rather than exploring new approaches.
Leadership has also played an important role in shaping Tesco’s decision-making culture. Following the 2014 accounting scandal, Tesco strengthened ethical leadership, transparency and accountability across the organisation (Tesco PLC, 2024). Schein (2010) highlights that leaders are central in creating and maintaining culture because employees often adopt behaviours demonstrated and rewarded by senior managers.
Overall, Tesco’s culture has significantly influenced its structure and decision-making processes. Its combination of hierarchical control, local responsibility and evidence-based decision-making allows the organisation to maintain efficiency while responding to customer needs. However, Tesco must continue balancing operational control with greater flexibility and employee empowerment to encourage innovation in an increasingly competitive retail environment.

4. Identifying Cultural Types: Models and Frameworks
Understanding organisational culture requires analysing the underlying values and behaviours that influence how employees work and how organisations achieve their objectives. Several theoretical frameworks have been developed to explain cultural characteristics and their relationship with organisational effectiveness. Applying these models to Tesco provides a deeper understanding of the organisation’s prevailing culture and highlights both its strengths and potential limitations.
Schein’s (2010) Three Levels of Organisational Culture is one of the most widely used frameworks for analysing culture. The model identifies three levels: artefacts, espoused values and underlying assumptions. Tesco’s artefacts include visible features such as store designs, employee uniforms, online shopping platforms, self-service technology and the Clubcard loyalty programme. These elements demonstrate an organisation focused on customer convenience, efficiency and technological development. However, Schein (2010) argues that visible behaviours alone do not fully explain culture because they are influenced by deeper values and assumptions.
Tesco’s espoused values demonstrate a strong focus on customer service, teamwork, inclusion and responsible business practices. These values are communicated through corporate strategies, employee development initiatives and sustainability commitments. For example, Tesco’s focus on reducing food waste, improving environmental performance and supporting communities shows that sustainability has become increasingly embedded within its organisational culture (Tesco PLC, 2024). At the deepest level, Tesco’s underlying assumptions centre on the belief that customer loyalty, operational efficiency and continuous improvement are essential for long-term success. These assumptions influence decisions across areas such as supply chain management, pricing and customer engagement.
Handy’s (1993) Cultural Types Model provides another perspective by identifying four types of culture: power culture, role culture, task culture and person culture. Tesco most closely reflects a role culture, which is characterised by formal procedures, clearly defined responsibilities and hierarchical structures. This is appropriate for a large retail organisation where consistency, safety and efficiency are essential. Tesco’s standardised systems for inventory control, food safety and employee responsibilities demonstrate the influence of role culture throughout the organisation.
However, role cultures can create challenges because they may reduce flexibility and slow decision-making. Employees operating within highly structured environments may become dependent on established procedures rather than developing innovative solutions (Handy, 1993). This criticism is relevant to Tesco, where maintaining operational consistency must be balanced with encouraging creativity and adaptation.
Tesco also demonstrates characteristics of task culture, particularly through digital transformation and innovation projects. Task cultures emphasise teamwork, collaboration and problem-solving. Tesco’s investment in online retailing, data analytics and automation requires employees from different departments to work together towards shared objectives (Tesco PLC, 2024). These examples suggest that Tesco combines traditional hierarchical elements with more collaborative approaches when responding to strategic challenges.
Hofstede’s (2001) Cultural Dimensions Theory provides further insight into Tesco’s cultural characteristics. Although originally developed to analyse national cultures, the framework can help explain organisational behaviours. Tesco demonstrates elements of lower power distance through employee feedback systems, engagement surveys and communication channels that allow staff to share ideas. However, the organisation also reflects higher uncertainty avoidance through its reliance on procedures, risk management and operational controls.
Finally, Denison’s (1990) Organisational Culture Model highlights four characteristics linked to organisational effectiveness: mission, adaptability, involvement and consistency. Tesco demonstrates a strong mission through its customer-focused purpose and clear strategic objectives. Its consistency is shown through standardised processes, while adaptability is reflected through investment in digital technology and changing customer services. Employee involvement is supported through engagement initiatives and development opportunities.
Overall, these frameworks suggest that Tesco’s culture is primarily a role culture supported by elements of task culture. Its strong emphasis on consistency, accountability and customer focus provides stability, while increasing investment in innovation and employee involvement supports adaptability. Maintaining this balance will be essential for Tesco’s future competitiveness within a rapidly changing retail environment.

5. Culture and the External Environment
Organisations operate within constantly changing environments influenced by economic conditions, technological developments, social expectations and regulatory pressures. The ability to respond effectively to these external factors is often determined by the flexibility of organisational culture. Mullins and Christy (2016) argue that organisations with cultures that encourage learning, adaptability and continuous improvement are better equipped to manage environmental change. For Tesco, organisational culture has played an important role in maintaining competitiveness within a highly challenging retail sector.
The UK grocery market is extremely competitive, with Tesco facing pressure from established supermarkets and discount retailers such as Aldi and Lidl. Rising inflation and changes in consumer spending patterns have increased customer demand for value while maintaining quality. Tesco has responded by strengthening a culture focused on customer understanding and affordability through initiatives such as Clubcard Prices and investment in own-brand products (Tesco PLC, 2024). These actions demonstrate how Tesco’s customer-centred culture supports its ability to adapt to changing consumer expectations.
Technological development has also significantly influenced the retail industry. Customers increasingly expect convenient digital services, personalised shopping experiences and efficient delivery options. Tesco has responded by investing in online grocery platforms, automation, data analytics and digital services. These developments reflect a cultural shift towards innovation and continuous improvement, as employees are required to develop new skills and adapt to changing ways of working. Kotter (2012) suggests that organisations that embed change into their culture are more likely to achieve long-term success because employees become more accepting of new approaches.
Sustainability has become another major external influence affecting Tesco’s organisational culture. Consumers, governments and investors increasingly expect businesses to demonstrate environmental responsibility. Tesco has responded by introducing initiatives focused on reducing carbon emissions, minimising food waste and improving sustainable sourcing (Tesco PLC, 2024). These commitments demonstrate that sustainability has moved beyond being a separate corporate responsibility activity and has become part of the organisation’s wider values and decision-making processes.
Regulatory pressures have also shaped Tesco’s culture. Food safety requirements, employment legislation and corporate governance expectations require strong compliance systems. Following the accounting scandal in 2014, Tesco strengthened its internal controls and ethical standards to rebuild stakeholder trust. This illustrates how external pressures can influence organisational culture by encouraging greater transparency, accountability and responsible leadership.
Denison’s (1990) Organisational Culture Model provides a useful framework for evaluating Tesco’s ability to respond to external challenges. The model identifies four cultural traits: mission, adaptability, involvement and consistency. Tesco demonstrates a clear mission through its focus on customers, communities and sustainability. Its consistency is reflected through standardised processes that allow reliable service across its operations. At the same time, investment in digital transformation and changing customer services demonstrates adaptability.
However, maintaining a balance between consistency and adaptability remains a challenge. While strong procedures support efficiency, excessive reliance on established methods may reduce flexibility and innovation. Elliott et al. (2023) argue that organisations must continually develop their cultures to remain responsive in uncertain environments.
Overall, Tesco’s culture has enabled the organisation to respond effectively to competition, technology, sustainability expectations and regulatory change. However, continued focus on innovation, employee involvement and organisational learning will be necessary to ensure long-term resilience.

6. Organisational Culture as a Barrier and Enabler 
Organisational culture can influence success by providing employees with shared values and clear expectations, but it can also create barriers when established behaviours prevent change. Therefore, a strong culture should not automatically be viewed as beneficial, as its impact depends on whether cultural values support organisational objectives and the ability to adapt. Tesco demonstrates how culture can operate as both an enabler and a potential limitation within a competitive retail environment.
One of Tesco’s key cultural strengths is its focus on customers, accountability and operational excellence. Shared values provide employees with guidance regarding expected behaviours and service standards, allowing the organisation to deliver consistent experiences across its large network of stores. Schein (2010) suggests that strong cultures can improve organisational effectiveness because employees understand the behaviours and priorities required to achieve shared goals. For Tesco, this has supported brand consistency, customer loyalty and operational reliability.
The organisation’s cultural transformation following the 2014 accounting scandal also demonstrates how culture can act as an enabler. By strengthening ethical leadership, transparency and governance, Tesco improved stakeholder confidence and created greater accountability within decision-making processes (Tesco PLC, 2024). This shows that culture can support organisational recovery when values and behaviours are aligned with responsible business practices.
Furthermore, Tesco’s investment in employee development, inclusion and wellbeing demonstrates the positive relationship between culture and employee engagement. A culture that supports learning and involvement can improve motivation and encourage employees to contribute towards organisational objectives. Kiziloglu (2021) argues that organisations with strong learning cultures are more effective because employees are encouraged to share knowledge and develop their capabilities.
However, Tesco’s culture may also create barriers. Its strong focus on efficiency, performance targets and standardisation can reduce flexibility if employees become focused on meeting existing procedures rather than exploring new ideas. Wiese et al. (2024) suggest that highly structured cultures can limit innovation because employees may become risk-averse and less willing to challenge established practices. Within Tesco, this could become a disadvantage in a retail environment where technological change and customer expectations are developing rapidly.
The size of Tesco also creates cultural challenges. Managing more than 330,000 employees requires formal processes and clear structures, but these systems may slow decision-making and make organisational change more difficult (Tesco PLC, 2024). Employees may experience delays when implementing new ideas because decisions often require approval through several management levels.
Overall, Tesco’s culture currently functions more as an enabler than a barrier. Its emphasis on customer service, accountability and consistency has contributed to organisational success. However, future competitiveness will depend on Tesco’s ability to maintain these strengths while encouraging greater innovation, employee empowerment and flexibility.

7. Impact of Culture on Organisational Performance 
Organisational culture has a significant influence on performance because it affects how employees behave, how effectively teams work together and how organisations respond to challenges. Although factors such as financial resources, technology and market position contribute to success, these elements are strengthened when supported by an effective organisational culture. Mullins and Christy (2016) highlight that culture influences motivation, communication, leadership and decision-making, all of which contribute to organisational effectiveness. Tesco demonstrates how culture can support customer loyalty, operational efficiency and long-term resilience.
One of the most important ways Tesco’s culture contributes to performance is through its strong customer focus. Customer satisfaction is embedded within Tesco’s organisational values and influences decisions across different levels of the business. Employees are encouraged to provide reliable service, maintain product availability and respond to customer expectations. This customer-centred approach has helped Tesco maintain its position as one of the UK’s leading supermarket retailers, serving millions of customers every week (Tesco PLC, 2024).
The Clubcard loyalty programme provides an example of how culture supports organisational performance. Tesco’s emphasis on understanding customers and using evidence-based decisions allows the organisation to analyse purchasing behaviour, personalise promotions and improve stock management. This demonstrates how cultural values can become embedded within operational practices. Schein (2010) argues that when organisational values are consistently reinforced through daily activities, they influence behaviours that support strategic objectives.
Employee engagement is another area where culture affects performance. Tesco has invested in leadership development, employee wellbeing initiatives and communication systems to improve staff involvement and create a more supportive working environment (Tesco PLC, 2024). Employees who understand organisational goals and feel valued are more likely to contribute positively to performance. Kiziloglu (2021) suggests that learning-focused cultures improve organisational capability because employees are encouraged to develop skills and share knowledge.
Tesco’s culture also supports operational efficiency through its emphasis on consistency, accountability and continuous improvement. Standardised procedures help the organisation manage complex operations, reduce errors and maintain quality standards across its stores and supply chains. These cultural characteristics contribute to cost control and reliable customer service, which are essential within the competitive retail sector.
However, aspects of Tesco’s culture may also negatively affect performance if not managed effectively. A strong focus on targets, productivity and efficiency may discourage creativity and innovation. Wiese et al. (2024) argue that organisations focused heavily on measurable performance outcomes can struggle to encourage experimentation because employees may prioritise achieving existing goals rather than developing new solutions. In addition, high-performance expectations can increase pressure on employees, potentially affecting motivation and wellbeing.
Overall, Tesco’s organisational culture has had a largely positive impact on performance by supporting customer loyalty, operational effectiveness and organisational stability. Nevertheless, maintaining future success will require Tesco to continue balancing efficiency with innovation, employee empowerment and adaptability.

8. Conclusion 
Organisational culture plays a central role in shaping how organisations operate, make decisions and achieve long-term success. This report has demonstrated that Tesco’s organisational culture has significantly influenced its structure, decision-making processes and ability to respond to changes within the retail environment. As highlighted by Mullins and Christy (2016), culture provides the foundation for employee behaviour, leadership approaches and organisational effectiveness.
The analysis identified Tesco’s culture as primarily focused on customer service, accountability, operational efficiency and continuous improvement. Applying Schein’s Three Levels of Culture, Handy’s Cultural Types, Hofstede’s Cultural Dimensions and Denison’s Organisational Culture Model demonstrated that Tesco operates mainly through a role culture supported by elements of task culture. This combination allows Tesco to maintain consistency across its large operations while developing flexibility through collaboration, digital innovation and sustainability initiatives.
The report also found that Tesco’s culture has positively influenced its response to external pressures, including increased competition, technological advancement, sustainability expectations and changing customer behaviour. However, challenges remain, as a strong focus on efficiency, performance measurement and standardisation may limit creativity if employees are not encouraged to challenge existing practices.
To maintain future competitiveness, Tesco should continue developing a culture that promotes innovation, employee empowerment and organisational learning. Increasing employee involvement through idea-sharing initiatives, strengthening transformational leadership approaches and maintaining a balance between performance expectations and employee wellbeing would support greater adaptability. Furthermore, embedding sustainability more deeply into everyday organisational practices would strengthen Tesco’s reputation and alignment with stakeholder expectations.
Overall, organisational culture remains one of Tesco’s most valuable strategic resources. By preserving its strengths in customer focus and operational excellence while encouraging innovation, collaboration and employee development, Tesco can continue improving organisational performance and responding effectively to future challenges within the evolving retail sector.
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