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[bookmark: _heading=h.30j0zll]Introduction 

This assignment will explore the culture and context of Tesco PLC.  The report will explore and define the term culture, considering and comparing the various models and reflecting on which is the most relevant model in my workplace.

The organisational culture and ethical behaviour will be evaluated within the broader environment through the use of appropriate tools.
[bookmark: _heading=h.1fob9te]Definition of Culture
Organisational culture is made up of shared values, beliefs and assumptions about how people should behave and interact, how decisions should be made and how work activities should be carried out.  (Serpa, 2016) defined organisational culture as ‘the shared way of being, thinking and acting in a collective of coordinated people with reciprocal expectations’.  Workplace culture refers to the shared values, beliefs, behaviours, and practices that shape the environment and atmosphere of a workplace. The workplace culture can influence employee satisfaction, productivity, and retention, and it often reflects the organization's missions and goals. 
Leaders and managers are better placed to implement strategy and achieve their goals if they understand the culture of their organisation. 

Another definition of workplace culture is from the authors Fons Trompenaars and Charles Hampden-Turner who argue that there are major cultural differences between nations and that they affect the process of doing business and managing organizations, whereas in this context culture is understood as simply "the way in which a group of people solves problems and reconciles dilemmas". (Trompenaars & Hampden Turner, 1997)
[bookmark: _heading=h.3znysh7]Models of Culture 

There are a number of different models of culture that identify visible types of culture such as language and traditions, and invisible ones such as beliefs and values. 
[bookmark: _heading=h.2et92p0]Edgar Schein Model

Edgar Schein created a model of culture and used it as an organizing framework. Culture is a pattern of basic assumptions - invented, discovered, or developed by a given group as it learns to cope with its problems of external adaptation and internal integration - that has worked well enough to be considered valid and, therefore, to be taught to new members as the correct way to perceive, think and feel in relation to those problems. (Tierney, 1986).  However Schein made it clear that culture was not developed overnight and that the organisation experience many changes, but that employees learn from past experiences, and attitudes that shape the overall workplace culture (Schein, 1985).
(Schein, 1985) uses three levels of culture which are shaped as a pyramid, and include: 
1. Artefacts – any overt, visible, describable aspects of the organisation (Psychological Safety, 2024), which includes company logos, uniform, layout and behaviours. These artefacts can be changed but will not ultimately affect the culture.
2. Espoused values - how people would describe the organisation (Psychological Safety, 2024), what employees and customers say about the organisation and includes the value statement or mission statement. These could provide insight into the organisational culture 
3. Basic underlying assumptions - Unconscious, unspoken, hard to articulate elements of the organisation, particularly from within. They include the “real” but unspoken aim of the organisation (Psychological Safety, 2024). This would include statements such as to create wealth for shareholders, to serve the public or to create jobs. These beliefs are kept hidden but can give insight into organisational culture. 

[bookmark: _heading=h.tyjcwt]Charles Handy Model
According to Charles Handy’s model, there are four types of culture which the organizations follow (Management Study Guide, 2024):
· Power -  the power remains in the hands of only few people and only they are authorised to take decisions, they receive special privileges and make decisions. In such a culture the subordinates have no option but to strictly follow their superior’s instructions (Management Study Guide, 2024).
· Role - every employee is delegated roles and responsibilities according to his specialisation, educational qualification and interest to extract the best out of him (Management Study Guide, 2024)
· Task – small teams of 4/5 are formed to achieve targets or solve critical problems. In such organisations individuals with common interests and specialisations come together to form a team (Management Study Guide, 2024).
· Person – In some organizations employees feel that they are more important than the organization. In a personal culture, individuals are more concerned about their own self rather than the organization (Management Study Guide, 2024).

Handy (1993) argued that each of the above types of cultures may be fine, but sometimes, employees are often inflexible with regards to culture, meaning that they often believe in the myth that what works well in one organisation may also be successful in another (Cacciattolo, 2014), but culture does not always work in the same way and there is no one size fits all even for organisations in the same sector e.g. supermarkets.
[bookmark: _heading=h.3dy6vkm]Geert Hofstede Model

Geert Hofstede's research provides insights into other cultures to make businesses more effective when interacting with other countries. If understood and applied properly, this model should reduce frustration, anxiety, and concern (Traquandi, 2024). Hofstede proposed six dimensions that influenced organisational culture
· Power Distance Index (PDI) - the extent to which the less powerful members of organizations and institutions (like the family) accept and expect that power is distributed unequally.
· Individualism (IDV) -v- collectivism - the degree to which individuals are integrated into groups. Individualists are where the ties between individuals are loose: everyone is expected to look after him/herself and their immediate family. Collectivism is where people from birth onwards are integrated into strong, cohesive in-groups, often extended families who protecting them in exchange for unquestioning loyalty (Traquandi, 2024)
· Masculinity v femininity - refers to the distribution of roles between the genders. The assertive pole has been called 'masculine' and the modest, caring pole 'feminine' (Traquandi, 2024)
· Uncertainty Avoidance - addresses a society’s tolerance for uncertainty and ambiguity (Nickerson, 2023) and whether the organisation should control the future or wait and see what unfolds. 
· Long-term orientation v short-term orientation - refers to the degree to which cultures encourage delaying gratification or the material, social, and emotional needs of their members (Nickerson, 2023), Long term orientation focuses on long term success rather than short term, whereas short term orientation indicates a focus on the near future,
· Indulgence v restraint was the last dimension to be included in 2010 and considers the extent and tendency of a society to fulfil its desires (Nickerson, 2023)
.
[bookmark: _heading=h.1t3h5sf]Gerry Kevan Scholes Cultural Web

Johnson & Scholes (1993) offer a ‘cultural web’ that identifies various basics, which may be used to describe the culture of organisations (Johnson & Scholes, 2013). 
· ‘The Paradigm’ represents the purpose of the organisational business, its mission and its values (Cacciattolo, 2014)
· ‘Control Systems’ are the procedures set to control what happens in the organisation (Johnson & Scholes, 2013).
· Organisational Structures -  deal with hierarchies and the way work flows through the organisation (Cacciattolo, 2014) and will show the power structure in the organisation
· Power structures - deal with the kind of power adopted in an organisation, the persons in charge of decision-making and how broadly power is spread in the organisation (Cacciattolo, 2014)
· Symbols - relate to logos and designs used in an organisation (Cacciattolo, 2014) and could include status symbols such as parking spaces and name plaques.
· ‘Rituals and Routines’ refer to automatic repetitive routines such as management meetings and board of directors’ reports (Johnson & Scholes, 2013) 
· Stories’ are anecdotes made up about employees and actions (Cacciattolo, 2014)
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Johnson’s Cultural Web (1992), is a theoretically diverse and inclusive framework for the study of culture in organisations (McDonald & Foster, 2013), and its power lies in its simple, clear presentation of cultural elements whilst offering a complex integration of several approaches to the study of culture that have often been segregated in the management literature.
[bookmark: _heading=h.4d34og8]Fons Trompenaars Model

Another model of workplace culture is proposed by Trompenaars and Hampden-Turner who argue that there are major cultural differences between nations and that they affect the process of doing business and managing organizations, whereas in this context culture is understood as simply "the way in which a group of people solves problems and reconciles dilemmas". Trompenaars & Hampden-Turner, (1997).  The model focuses on specific dimensions such as specific-diffuse, internal-external orientation, universalism/particularism, individualism/collectivism, achievement-ascription, and neutral-affective, providing a framework to observe and understand behaviour in various contexts (Gerguri, 2024).
    [image: 50 Strategy and Management Models Google Slides Templates Part 2 ...] 
                                                        Source: Trompenaars’ Cultural Dimensions 
 
The cultural dimension offers invaluable insights for managing across cultures. The first five dimensions focus on human relationships, relating to teamwork and communication, facilitating the understanding of how they influence cross-cultural interactions. The last two dimensions shed light on how different cultures view time, punctuality, and their surroundings (Gerguri, 2024).
[bookmark: _heading=h.2s8eyo1]Critical Assessment of 2 models 

As can be seen from the models illustrated above there is a difficulty in attempting to make comparisons. One important point is the fluidity of culture and the difficulty to identify culture within organisations. Lewin proposed a change model whereby there was a suggestion of freezing, making the change and refreezing but change is now constant which means that culture is changing too, culture in organisations is always developing. The two models that will be assessed are Handy (1999) where the culture is categorised into four types and Hofstede who identified six different types of culture.  Handy’s model is useful to help show why a person can help one understand why a person settles and works more effectively in some organisations and is unable to settle in others and attributes this to the way a company operates, their values, cultures, behaviours and leadership style used within the company. 

Handy’s model shows where decisions and responsibilities sit, where the level of power and control sits and whether employees receive work from above and follow rules and regulations or is there more innovation and flexibility.  Hofstede’s model pays more attention to how an organisation treats their employees as individual versus group interests with the expectation that individuals will only take care of  themselves. 
Within Handy’s model there is an understanding that within some organisations culture follows clear procedures and hierarchies, and individuals know their place within that hierarchy due to the designated roles and responsibilities. Positions are held according to skills, qualifications, interests, and specialisms and an individual can progress up the career ladder gaining more power. A clear career path is quite usual in such workplaces. Hofstede's model shows some similarities as he identifies less powerful members of the organisation who accept that power is distributed unequally, and low power distance will see people seek justification for unequal power. Further similarities are seen in Hofstede’s Individualism v collectivism reflects on how an organisation treats individuals and expects them to take care of themselves – seeking ways to gain more power by progressing up the career ladder. 
Hofstede’s model found that elements of both regional and national culture affected the way organisations and their employees behaved. Handy’s model concentrated more on delegating roles and responsibilities according to education, specialism, and interest to get the best out of their employees.

Handy’s models lack any reflection on family, religion, or ethnic groups whereas these are important aspects of Hofstede’s research and they will certainly influence the way  people act and behave as they are the basics for authentic behaviours, being accountable and also being aware of personal and unconscious bias. This lack of reflection is also concerning as organisations have increasingly diverse workforces so there is a need to be aware of religion and ethnicity or there is a chance of greater conflict.
[bookmark: _heading=h.17dp8vu]Models in My workplace 

Within (TESCO) it is possible to see that the Hofstede model identifies the social values and influence on the culture of the organisation In Tesco power is not equally distributed as there are supervisors, section managers, middle managers and senior managers within each store, then there are area managers and ultimately the Directors and Chief Executive as well as shareholders and other stakeholders.

Whilst Tesco claim ‘We know that looking after our colleagues in a culture of trust and respect is essential to the success of Tesco’ (Tesco.com, 2024) ‘ the evidence of a hierarchical culture where decisions affecting staff are made at senior level on a daily basis evidence inequalities in power and the lack of inclusion in decisions which can eradicate trust and relationship building. There is an argument that Tesco displays uncertainty avoidance because there is some uncertainty about whether Tesco should try to control the future or see what happens, such as the cost-of-living crisis which is resulting in the rise of competition such as Aldi and Lidl, and advances in technology such as AI which could change the way shopping is done. There are codes of conduct, legislation and behaviours that Tesco have to follow which means they have to consider their approach to these changes and ensure they do not breach these rules.
Tesco claim they treat staff as individuals so that staff ‘feel recognised and rewarded, where they have the opportunity to get on and where they are supported in their development’ (Tesco.com, 2024), however this is not an opportunity that is extended to all staff.  There are some staff at lower levels who are not supported to develop themselves and even with many years experience they are not considered for promotion because they lack the requisite qualifications leaving them in a catch-22.  This does not make individuals feel recognised or rewarded and can lead to a toxic culture, especially when middle managers and graduates are supported to achieve as this makes the feelings of inequality even greater and reflects on a culture where individuals take care of themselves, while trying to promote collaboration and looking after others with their claim that ‘‘Everything we do begins and ends with our customers’ (Tesco.com, 2024).  It is obvious that Tesco have their culture which is set at the top, but as such a large organisation it is difficult to ensure that culture is evidenced in all their stores, particularly as Handy defined culture as ‘the way we do things around here’ (Martin, 2006), which means that culture will be different in every store because it is run by different managers and they will do some things differently.  The uniforms will be the same and the layout may be the same but the differences will be in attitudes and behaviours.

Tesco clearly have set roles and structure, and individuals know what their job roles are and what the expectations of that role are. They know where their responsibilities lie and what is outside their remit and must be escalated upwards. This is very clearly evidence of Handy’s role culture

[bookmark: _heading=h.3rdcrjn]Culture in my workplace 

Tesco state that their core purpose is: “Serving our customers, communities and planet a little better every day” (Tesco.com, 2024)
To achieve this their culture is split  into 6 key elements: 
· Customer Focus: The emphasis is on putting customers first, meeting customers needs and enhancing the shopping experience. 
· Teamwork and Collaboration: promoting a collaborative environment where employees work harmoniously across departments to achieve common goals, leading to delivery of an effective service. 
· Inclusivity and Diversity: Tesco values diversity and strives to create an inclusive workplace, believing that a diverse workforce leads to better decision-making and innovation. 
· Continuous Improvement: Emphasis is placed on learning and development within Tesco. Employees are encouraged to pursue personal and professional growth, which will ultimately contribute to Tesco’s overall performance.  
· Sustainability and Responsibility: Tesco is committed to sustainable practices and social responsibility. They have initiatives aimed at reducing environmental impact and supporting local communities. 
· Innovation: The culture at Tesco encourages innovation and adaptability. Tesco are always looking for new ways to improve processes, products, and services to ensure they stay competitive in the retail market. 
 
Overall, Tesco’s organisational culture aims to create a positive work environment that aligns with its business goals and values, fostering employee engagement and customer satisfaction. However verbalising culture and actually supporting those claims with suitable behaviours can be a challenge,
Whilst it is claimed that customers are put first there is evidence that they have changed their clubcard points exchange rate, increased the minimum basket price on online shopping and started charging for data roaming in Europe (Lewis, 2023) three steps that show they are not putting their customers first. This is alongside many complaints that food prices are higher than they need to be, and some evidence on facebook that although Tesco are price matching with Aldi they are matching with inferior products and smaller packs which can be misleading.
Teamwork and collaboration are deemed to be important with claims that teams work harmoniously but this is not always the case in store.  Some teams will not support colleagues in other sections and are only focussed on what they can get themselves.
As stated above the continuous improvement does not extend to the whole workforce as I had a colleague who had worked for Tesco for 20 years and in that time had made many attempts to get promoted. She was eventually told she needed a degree, and should achieve a 2:2.  They did not support her financially but she went and got the degree herself, achieved the 2:2 required the manager then stated that the goalposts had changed and she should have got a 2:1, refusing to put her on the graduate scheme.  This was very demotivating and she eventually left the organisation.

[bookmark: _heading=h.26in1rg]PESTEL Analysis

To analyse how external factors could impact Tesco, a PESTEL analysis has been undertaken which allows insight into the external environment (Appendix 1)

There are many political factors that could impact Tesco in a number of ways, for example the new labour Government have ‘set out its stall on workers’ rights in the employment rights bill’ (Patmore, 2024) which propose wide ranging reforms that impact Tesco e.g. tightening zero hours contract, changes to fire and rehire regulations, changes to unfair dismissal, parental leave and sick pay
The cost-of-living crisis means that customers are looking for cheaper alternatives which has resulted in supermarkets such as Aldi now holding 10.4% share of the market and rapidly becoming the 3rd largest supermarket in the UK (Boland, 2024)

Economic factors also include the cost-of-living crisis, but Tesco was "doing very well" while the cost of living crisis is causing many of its customers to struggle (Simpson & Masud, 2023). A key issue for Tesco is the cost of utilities such as gas and electric and increase in supplier food prices which led to Tesco reporting  that while sales rose 7% to £66bn, pre-tax profits dropped 51% to £1bn with Tesco saying it had faced "unprecedented" rises in prices charged by suppliers (Simpson & Masud, 2023), this has meant passing price increases on to customers which may affect the customer belief that Tesco are putting them central. Tesco profits could be further dented by the changes in employment rights and also by the NI increase which will have big cost implications for businesses (Race, 2024) including Tesco.

Under the Social section the cost-of-living crisis is again paramount with changes in consumer behaviour impacting on Tesco. People are now buying in discount stores such as Home Bargains and B&M, plus Iceland and FarmFoods to get bargains and best value for money, and this will impact Tesco. The Obesity crisis is another area where Tesco needs to keep a close eye on what is happening. (Tesco, 2023) state that ‘with the backdrop of cost-of-living challenges, we are aware of the risk of wider socio-economic inequalities being exacerbated’ and that they will use this knowledge to ensure that any opportunities across their business are as inclusive and accessible as possible. Many proposals such as sugar tax (Benton, 2024) will initially affect the food producer but as they supply Tesco the price increases will be passed on causing price increases in food which will not help the cost-of-living crisis.

One of the greatest potential impacts in the world of technology is Artificial Intelligence (AI). Tesco are planning to vastly expand their application of artificial intelligence to customer data as they seek to attract more customers by personalising how they shop (Herbert , 2024). Tesco are hoping to  encourage customers to purchase healthier products and reduce waste by using AI alongside Clubcard data. AI also has the potential improve employee’s daily workflows, and help developing-term projects and goals (Noenickx & Casey, 2023)

Legal factors include policy and law imposed by the government. As previously stated the new Government is making changes to employment laws which will affect Tesco from the number of hours an individual can work, to holiday entitlements and national minimum wage and NI payments. Tesco also need to be mindful of GDPR Laws and the protection of claimant’s data especially when considering the data linked to their Clubcard. 
Tesco considers diversity and inclusion as important, claiming that fostering a diverse and inclusive culture is at the core of how we do business (Tesco, 2023) with research showing that  diversity has a direct impact on organisational performance, with diversity of thinking enhancing innovation by 20%. Furthermore, 67% of job seekers think workplace diversity is a vital factor when seeking employment opportunities (Tesco, 2023).
A Key environmental issue for Tesco is sustainability and they claim that they have ‘made good progress in decarbonising our own operations, recording a 55% reduction in emissions in 2022/23, from a 2015 baseline, through actions such as sourcing 100% renewable electricity, which previously made up half of our footprint (Lorains, 2023).
 In terms of packaging Tesco is a signatory of 2018’s UK Plastics Pact, which brings together businesses “from across the entire plastics value chain” to tackle waste, with the focus on 
· the elimination of unnecessary single-use packaging; 
· for all packaging to be reusable, recyclable, or compostable; 
· the effective recycling of 70 percent of plastic packaging; 
· and a 30 percent average recycled content across all plastic packaging .
Tesco has an ongoing goal of reducing plastic to “an absolute minimum” and to date has  saved over 5,900 tonnes of packaging, thanks to measures such as its popular plastic-free “tattooed” avocados (Pritchett, 2024)
When considering McKinsey’s 7S model (Cascade, 2024) in relation to Tesco we can see that:
Hard:
· Strategy – Tesco have a well-curated business plan that has allowed them to develop a long term plan of action designed to achieve sustainable competitive advantage. This business plan is reinforced by the company’s values & mission
· Structure – Tesco has a very clear, hierarchical structure which identifies how it is organised. There are clear delineations of the Management structure, team structure, service structure and there is clarity around the reporting pathways. 
· Systems – there is a clear chain of decision making both at organisation level and at store level.  The technical infrastructure is advanced and can establish workflows, and capture customer data which is used to support the achievement of competitive advantage.
Soft:
· Skills – Tesco offers graduate programmes and apprenticeships. Staff on the programmes can build their skills through real-life experience, workshops and resources, and support and mentoring from colleagues. This ensures the core values and mission are embedded in the learning enabling Tesco to achieve their objectives
· Staff – Tesco are fortunate because their talent pool is vast, they have significant numbers wanting to join their graduate and apprenticeship programmes and are able to be selective.  They have a huge workforce which is quite diverse, and they offer opportunities for those still in school, school leavers, mothers, career opportunists, graduates, early retirees and anyone in between.
· Style – this is the area where there could be some deviation from the overall culture and mission.  Leaders will have gone through the management training but as ‘people’ they may not apply the learning in the same way.
· Shared values (at the heart of the S’s) – this is the core purpose/mission of Tesco - Tesco state that their core purpose is: “Serving our customers, communities and planet a little better every day” (Tesco.com, 2024).
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[bookmark: _heading=h.lnxbz9]Critical assessment of the  Cultural/Ethical Behaviours of the workplace

[bookmark: _heading=h.35nkun2]Values, Attitudes and Beliefs

(Schein, 1985) describes values, beliefs and attitudes as “A basic pattern of assumptions invented, discovered or developed by a given group as it learns to cope with its problems of external adaptation and internal integration”.

Tesco states that ‘Everything we do begins and ends with our customers. By understanding our customers, we can anticipate and respond to their needs and expectations’  (Tesco.com, 2024). To try and ensure they achieve this they treat people how they want to be treated (Tesco.com, 2024),  looking after their colleagues in a culture of trust and respect. They want their colleagues to feel recognised and rewarded, can get on and are supported in their development, believing that this will ensure employees will then try their hardest for customers (Tesco.com, 2024).
[bookmark: _heading=h.1ksv4uv]Why does Tesco behave this way?

Tesco, like all other workplaces, have a corporate social responsibility (CSR) and should be seen to be doing the right thing to develop a high-performance culture. Tesco recognise their impact on society, on the economy, and on the environment. They focus efforts on practical activities that make a difference: maximising the benefits they bring and minimising negative impacts. We aim to take responsibility for these impacts, to measure and tackle their effects (Tesco.com, 2024). Tesco is a 102-year-old supermarket that dominates British retail, and they have set out plans to hit a net zero carbon target by 2035 by using renewable energy, cutting plastic and encouraging more sustainable diets (Holton & Davey, 2021).
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Applying Caroll’s (1991) pyramid of responsibilities to Tesco shows that:
Economic responsibilities -  Tesco’s economic responsibilities are profit generation, job creation, fair wages and benefits, supply chain management, community investment, economic stability, tax contributions.
Legal Responsibilities – The legal responsibilities that Tesco have are consumer protection, employment law, data protection, health and safety, environmental regulations, corporate governance, tax compliance.
Ethical Responsibilities – Tesco are one of the largest retailers in the UK and they have many ethical responsibilities which include, sustainability, fair trade practices, customer health and safety, community engagement, animal welfare, diversity and inclusion, supply chain responsibility.
Philanthropic Responsibilities - The philanthropic responsibilities are, community engagement, food donations, sustainability efforts, health and well-being, diversity and inclusion.
Tesco must be constantly innovative if it is to remain competitive in the highly competitive supermarket industry. This will enable them to be able to respond to external pressures such as the cost-of-living crisis, NI increases, sustainability requirements and technological advancements such as AI in a way that enables them to maintain their position in the market. Tesco uses Business Systems UK Ltd to facilitate the delivery of a consistent approach to customer service (Business Systems UK, 2009). The organisation works hard to improve its image and embraces change within the organisation.

[bookmark: _heading=h.44sinio]Stakeholders

Internal Stakeholders 							External Stakeholders 


Employers 									Suppliers


Managers							

Tescoshareholders



Colleagues								Customers							

    								                        community					
The success or failure of Tesco can affect the Stakeholders identified above, if there is an issue for example data protection breaches could damage Tesco’s reputation, cause additional work for managers and colleagues, increase danger of identity theft for customers.  The fines that could be generated by the breach will affect profits which will affect shareholder dividends

[bookmark: _heading=h.2jxsxqh]Teams
Teams are important because they can help organizations achieve goals, improve problem solving, and create a positive company culture (Indeed Editorial Team, 2024)
Clear leadership can help unify and focus the team but poor leadership can be detrimental. Changes to leadership can affect the team performance and change the culture as ‘the way we do things around here’ will change. Having defined goals means that teams can perform in ways that align with companies’ organisational goals.  Within Tesco colleagues have assigned roles, there are specific roles for each colleague based on their skills and expertise. 

Whilst Tesco may believe their teams have open communication that allows colleagues to discuss their thoughts and opinions to help solve problems and complete tasks this is quite limited and the sharing of knowledge, and ideas happens more frequently at supervisor/manager level. Many colleagues at the lower level of the organisation feel that they are just there to do their jobs and do not feel that their thoughts and opinions are valued at all.

Again Tesco claim their colleagues collaborate across departments to complete tasks and collective goals but in reality many departments see each other as challenges for budget, innovations, colleagues and therefore do not actively seek help when problems arise.  

[bookmark: _heading=h.z337ya]Conclusion

To conclude, Tesco uses many variations of models of culture within the workplace, not every model works well within the team, but with good communication from staff members to management, the management can let higher management know where to improve in the workplace, and their customer care. They also value their customers, and helping the environment.
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Figure 1 The cultural web of an organization
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