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[bookmark: _Toc224330921]1. Introduction
Organizational culture plays a fundamental role in shaping how organizations operate, influencing employee behaviour, managerial decision-making, and organizational performance. Mullins and Christy (2016) describe organizational culture as the shared values, beliefs, and assumptions that guide "how things are done around here." These cultural elements influence organizational structures, leadership styles, communication patterns, and employee motivation. In contemporary organizations, particularly those operating in global industries such as aviation, culture also plays a crucial role in managing diversity and responding to complex external environments.
British Airways (BA), one of the largest international airlines and a subsidiary of International Airlines Group (IAG), operates in a highly competitive and dynamic industry characterized by rapid technological change, regulatory pressures, and evolving customer expectations (International Airlines Group, 2023). The organization's culture has historically been shaped by its legacy as the United Kingdom's national airline, emphasizing professionalism, service quality, and operational efficiency.
This report critically evaluates how organizational culture influences British Airways' structure and decision-making processes. It applies key theoretical frameworks such as Schein's Model of Organizational Culture, Hofstede's Cultural Dimensions, and Handy's Cultural Types to identify the dominant cultural characteristics within the organization. Furthermore, the report analyses how British Airways uses its culture to respond to external environmental pressures and assesses whether organizational culture functions as an enabler or barrier to effective organizational performance. Finally, evidence-based recommendations are proposed to enhance cultural effectiveness and organizational outcomes.

[bookmark: _Toc224330922]2. Influence of Organizational Culture on Structure and Decision-Making
Organizational culture significantly influences how organizations structure their operations and make strategic decisions. According to Schein (2010), culture shapes the underlying assumptions that guide leadership behaviour, managerial practices, and communication within organizations.
British Airways historically developed a hierarchical and bureaucratic organizational structure, reflecting traditional airline industry practices focused on safety, operational control, and regulatory compliance (Griffin and Moorhead, 2014). Such structures often include clearly defined roles, standardized procedures, and formalized communication channels. In BA's case, this hierarchical structure supports complex operational processes such as flight operations, safety management, and global logistics coordination.
However, organizational culture within BA has also influenced decision-making centralization. Strategic decisions tend to be concentrated at senior management levels within the IAG corporate structure, particularly regarding fleet investment, route expansion, and cost management strategies. Centralized decision-making enables consistency in safety standards and operational procedures but can also reduce organizational flexibility (Johnson et al., 2020).
Culture also affects employee participation in decision processes. Historically, British Airways has experienced tensions between management and employee groups, particularly unions representing pilots and cabin crew. These tensions highlight how organizational culture can influence workplace relations and decision-making dynamics. For example, disputes related to working conditions and restructuring initiatives have occasionally led to industrial action, illustrating how cultural misalignment between leadership and employees can affect organizational functioning (Bamber, Gittell and Kochan, 2009).
In recent years, BA has attempted to move towards a more collaborative culture, encouraging cross-functional teamwork and customer-focused decision-making. This shift reflects broader trends in service industries where organizational agility and employee engagement are critical for competitive advantage (Cameron and Quinn, 2011).




[bookmark: _Toc224330923]3. Identifying Organizational Culture Using Theoretical Frameworks
Understanding organizational culture requires the application of theoretical models that identify its different components and manifestations. Three key frameworks are particularly useful in analysing British Airways: Schein's Model, Hofstede's Cultural Dimensions, and Handy's Cultural Types.
[bookmark: _Toc224330924]3.1 Schein's Model of Organizational Culture
Schein (2010) proposed that organizational culture operates at three interconnected levels: artifacts, espoused values, and basic underlying assumptions. These levels represent different degrees of visibility within an organization, ranging from observable behaviours to deeply embedded beliefs that unconsciously shape organizational practices.
At the artefact level, British Airways demonstrates visible cultural elements such as its formal uniforms, emphasis on premium customer service, and strong branding associated with British national identity. These artifacts communicate professionalism, reliability, and prestige.
At the level of espoused values, BA emphasizes service excellence, safety, and customer satisfaction. The airline promotes values ​​such as "putting people first" and delivering high-quality international travel experiences (British Airways, 2023).
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At the deepest level, basic assumptions within BA's culture include beliefs regarding operational discipline, safety prioritisation, and maintaining a reputation as a global premium airline. These assumptions influence managerial Behavior and organizational priorities, particularly in maintaining strict operational standards.
[bookmark: _Toc224330925]3.2 Hofstede's Cultural Dimensions
Hofstede's cultural framework helps explain how national culture influences organizational culture (Hofstede, Hofstede and Minkov, 2010). As a British organization operating globally, BA reflects certain characteristics associated with UK national culture.
Firstly, moderate power distance suggests that hierarchical structures exist, but employees may still expect some level of participation in organizational processes. Secondly, the UK demonstrates high individualism, which can encourage personal initiative and performance-based reward systems within the organization. Thirdly, relatively low uncertainty avoidance supports adaptability and innovation in response to changing market conditions.
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However, operating internationally requires BA to integrate employees and customers from diverse cultural backgrounds. Consequently, the organization must manage cultural differences across international teams, airports, and markets.
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3.3 Handy's Cultural Types
Handy (1993) identified four main organizational culture types: power culture, role culture, task culture, and person culture.
British Airways historically reflects characteristics of role culture, which is common in large bureaucratic organizations. Role culture emphasizes defined responsibilities, formal procedures, and structured hierarchies. Such cultures prioritize stability, predictability, and efficiency, which are essential within highly regulated industries such as aviation.
However, elements of task culture have also emerged within BA, particularly within customer service innovation and digital transformation initiatives. Task culture focuses on teamwork, project-based collaboration, and problem-solving. This cultural shift reflects the airline's efforts to improve service quality and adapt to competitive pressures from low-cost carriers and international competitors.
Overall, BA's prevailing culture can therefore be described as a hybrid of role and task culture, balancing operational control with increasing innovation.
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Organizations operating within highly competitive and globally interconnected industries must continually adapt to external environmental pressures such as economic changes, technological advancements, regulatory requirements, and evolving customer expectations. Organizational culture plays a crucial role in shaping how companies interpret these external influences and respond strategically (Schein, 2010). In the case of British Airways (BA), organizational culture has been instrumental in enabling the airline to respond to external environmental challenges through its emphasis on safety, service excellence, operational efficiency, and innovation.
One key external influence affecting British Airways is the intensely competitive nature of the global airline industry. The aviation sector is characterized by competition from both legacy airlines and low-cost carriers, which exert significant pressure on pricing, service quality, and operational efficiency (Johnson et al., 2020). British Airways leverages its organizational culture by emphasizing a premium service-oriented identity, positioning itself as a full-service airline offering superior customer experience. This cultural focus on service excellence supports strategic initiatives such as enhanced cabin services, loyalty programs like the Executive Club, and investment in premium travel experiences. By embedding customer-centric values ​​within its culture, BA is able to differentiate itself from low-cost competitors and maintain a competitive advantage within the premium airline segment.
Another major external environmental influence is technological transformation. The airline industry has undergone rapid digitalisation in areas such as online booking systems, automated customer service platforms, and data-driven operational management. British Airways has leveraged its organizational culture to support technological adaptation through investments in digital innovation, including mobile applications, digital boarding processes, and enhanced data analytics capabilities. A culture that increasingly values ​​innovation and continuous improvement allows the organization to adopt new technologies that improve operational efficiency and enhance the customer journey (Cameron and Quinn, 2011). This alignment between cultural values ​​and technological change enables BA to remain competitive within an increasingly digital aviation marketplace.
Regulatory pressures and safety requirements represent another significant environmental factor influencing airline operations. Aviation is one of the most heavily regulated industries globally, with strict standards governing safety, security, and operational procedures. British Airways' organizational culture places strong emphasis on safety and procedural compliance, which closely aligns with regulatory expectations from bodies such as the Civil Aviation Authority (CAA) and the International Air Transport Association (IATA). According to Schein (2010), deeply embedded cultural assumptions within organizations guide behaviour even in high-risk situations. In BA's case, a strong safety culture ensures that employees consistently prioritize operational discipline, reducing risks and supporting regulatory compliance. This cultural alignment allows the organization to adapt effectively to regulatory changes and maintain high safety standards.
The company's culture has also supported adaptation to globalization and workforce diversity. British Airways operates internationally across multiple continents and employs staff from diverse cultural backgrounds. Managing such diversity requires a culture that promotes inclusivity, collaboration, and effective communication across different nationalities and professional roles. By encouraging shared organizational values ​​cantered around professionalism and customer service, BA fosters a cohesive organizational identity despite the diversity of its workforce. Hofstede's cultural theory suggests that organizations operating across different national cultures must develop internal cultural practices that bridge these differences while maintaining organizational cohesion (Hofstede, Hofstede and Minkov, 2010). BA's emphasis on professional standards and service values ​​supports this integration.
More recently, environmental sustainability and climate change concerns have emerged as critical external pressures for the aviation industry. Governments, regulators, and consumers increasingly expect airlines to reduce carbon emissions and adopt environmentally responsible practices. British Airways has responded by incorporating sustainability initiatives into its organizational strategy, including investment in sustainable aviation fuels, carbon offset programs, and commitments to achieving net-zero emissions by 2050 (International Airlines Group, 2023). Organizational culture plays an important role in supporting these initiatives by promoting environmental responsibility and long-term strategic thinking among employees and leadership.
Additionally, the COVID-19 pandemic demonstrated the importance of cultural adaptability in responding to sudden environmental shocks. The airline industry faced unprecedented disruptions due to travel restrictions and declining passenger demand. During this period, British Airways implemented organizational restructuring, cost-control measures, and operational adjustments. A culture that emphasizes resilience and operational discipline enabled the company to navigate these disruptions and gradually recover as travel demand resumed.
However, while BA's culture supports adaptation in many areas, certain cultural characteristics—such as hierarchical decision-making structures—can sometimes limit organizational agility. Large, bureaucratic organizations may struggle to respond as quickly as smaller or more flexible competitors. Therefore, continued cultural evolution towards greater collaboration and innovation may further strengthen the organization's ability to respond to future environmental changes.
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5. Organizational Culture as a Barrier or Enabler
Organizational culture can function either as an enabler or a barrier to effective organizational performance depending on how well it aligns with organizational strategy, employee expectations, and external environmental conditions. Culture shapes behaviour, influences decision-making processes, and determines how employees interact with each other and with customers. According to Cameron and Quinn (2011), organizations with cultures that promote collaboration, adaptability, and shared values ​​are more likely to achieve sustainable performance. However, when organizational culture becomes rigid or misaligned with strategic objectives, it may create barriers to innovation, communication, and organizational effectiveness.
In the case of British Airways (BA), organizational culture acts as both an enabler and a potential barrier to effective functioning. On the one hand, the company's strong emphasis on professionalism, safety, and operational discipline provides a foundation for reliable airline operations. The aviation industry requires strict compliance with safety regulations and procedural standards, making a structured and disciplined organizational culture essential. According to Schein (2010), shared underlying assumptions within an organization guide employee behaviour even in complex or high-risk situations. British Airways' strong safety culture therefore supports operational efficiency and reduces risks associated with aviation operations. This cultural emphasis acts as an enabler by ensuring that employees prioritize safety, reliability, and high standards of service delivery.
Another enabling aspect of BA's organizational culture is its customer service orientation. As a premium airline, British Airways differentiates itself by focusing on high-quality customer experience. Cultural values ​​within the organization encourage employees to deliver professional and attentive service, particularly among frontline staff such as cabin crew and customer service teams. A strong service culture contributes to improved customer satisfaction, which in turn strengthens brand reputation and competitive advantage within the global aviation market (Kotter and Heskett, 1992).
However, organizational culture within British Airways has also at times acted as a barrier to effective organizational functioning, particularly in relation to employee relations and organizational change. Historically, the company has experienced several labor disputes between management and employee unions, particularly concerning restructuring initiatives and working conditions. These conflicts suggest that aspects of the organizational culture may have emphasized managerial control and hierarchical decision-making at the expense of employee participation. According to Mullins and Christy (2016), cultures characterized by rigid hierarchies and limited communication can reduce employee engagement and increase organizational conflict.
[bookmark: _Toc224330929]6. Impact of Organizational Culture on Performance
Organizational culture plays a significant role in shaping organizational performance by influencing employee behaviour, motivation, operational efficiency, and the overall strategic direction of the company. According to Kotter and Heskett (1992), organizations with strong and adaptive cultures are more likely to achieve superior long-term performance because shared values ​​guide employee actions and align organizational objectives with day-to-day operations. In the context of British Airways (BA), organizational culture has a direct impact on operational reliability, customer service quality, employee engagement, and the company's competitive position within the global airline industry.
One of the most significant ways organizational culture influences performance in British Airways is through its strong emphasis on safety and operational discipline. The aviation industry is highly regulated and requires strict adherence to safety procedures to ensure passenger security and minimize operational risks. A strong safety culture ensures that employees consistently follow established protocols, reducing the likelihood of operational failures and accidents. According to Schein (2010), deeply embedded cultural assumptions influence employee behaviour even in complex or high-pressure situations. In British Airways, the prioritization of safety as a core organizational value supports operational reliability and contributes positively to the company's overall performance and reputation.
Another important area where organizational culture affects performance is customer service and brand reputation. British Airways positions itself as a premium airline offering high-quality international travel experiences. As a result, the organization's culture emphasizes professionalism, customer care, and service excellence. Employees, particularly frontline staff such as cabin crew and ground service teams, play a critical role in delivering this value proposition. A positive organizational culture that encourages customer-focused behaviour can improve service quality and enhance customer satisfaction. Research suggests that organizations with strong service-oriented cultures are more likely to achieve higher levels of customer loyalty and competitive advantage (Cameron and Quinn, 2011).
Organizational culture also influences employee motivation and engagement, which in turn affects organizational performance. When employees feel aligned with organizational values ​​and believe their contributions are valued, they are more likely to demonstrate higher levels of commitment and productivity (Mullins and Christy, 2016). Within British Airways, efforts to promote a professional and collaborative working environment can improve staff morale and support efficient service delivery. However, historical labour disputes between management and employee unions highlight how cultural tensions can negatively affect employee engagement. When organizational culture fails to adequately address employee concerns, it may lead to industrial action, reduced morale, and operational disruptions that negatively impact performance.
Furthermore, organizational culture plays a key role in shaping the company's ability to innovate and adapt to change. The airline industry faces constant environmental pressures, including technological advances, environmental sustainability demands, and shifting customer expectations. A culture that supports innovation and continuous improvement enables organizations to adapt to these challenges effectively. British Airways has demonstrated efforts to embed innovation within its organizational culture through investments in digital technologies, improved booking systems, and sustainability initiatives such as the adoption of sustainable aviation fuels and commitments to reducing carbon emissions (International Airlines Group, 2023). These initiatives illustrate how cultural values ​​that support strategic adaptation can enhance organizational competitiveness.
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To strengthen organizational performance, British Airways should implement several culture-focused improvements.
First, the organization should promote greater employee participation in decision-making. Empowering employees can improve engagement, reduce workplace conflict, and enhance innovation.
Second, BA should further develop a collaborative and learning-oriented culture. Encouraging knowledge sharing and cross-departmental cooperation can improve organizational agility.
Third, leadership should reinforce inclusive organizational culture that recognizes the diversity of its international workforce. Diversity and inclusion initiatives can improve employee satisfaction and enhance organizational creativity.
Finally, the organization should continue investing in digital and sustainability initiatives, aligning cultural values ​​with broader societal expectations regarding environmental responsibility and technological innovation.

[bookmark: _Toc224330931]8. Conclusion
Organizational culture plays a critical role in shaping how organizations structure their operations, make decisions, and respond to environmental challenges. In the case of British Airways, culture has historically emphasized professionalism, safety, and structured organizational processes. These cultural characteristics have supported operational reliability and brand reputation within the global aviation industry.
Using theoretical frameworks such as Schein's Model, Hofstede's Cultural Dimensions, and Handy's Cultural Types, it is evident that BA exhibits a predominantly role-oriented culture with increasing elements of task culture. While this culture provides operational stability, it can also present challenges related to flexibility and employee relations.
Ultimately, organizational culture functions both as an enabler and a potential barrier within British Airways. By fostering greater collaboration, employee engagement, and innovation, the organization can strengthen its cultural alignment with strategic objectives and enhance long-term organizational performance.
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