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Organisational culture is an important aspect of any organisation that influences the way the organisation functions. As stated by Mullins and Christy (2016), the culture is defined as shared values, beliefs and assumptions that shape how things should happen, work, and interact with each other. In the aviation sector, a strong organisational culture is essential for both safety and customer satisfaction and operational efficiency for developing sustainability.
British Airways (BA) the leading UK airline and member of International Airlines Group (IAG) operates in an intensely competitive and constantly changing global environment. The organization must constantly adapt to technological developments, changing customer expectations, regulatory requirements and sustainability challenges, while maintaining a high level of safety and service quality. (British Airways, 2025; IAG, 2025)
The essay analyses the influence of organizational culture on the organizational structure of British Airways. The research applies Schein’s Organisational Culture Model (2017), Handy’s Cultural Types (1993) and Hofstede’s Cultural Dimensions (Hofstede, Hofstede and Minkov, 2010) to identify what the organisation’s predominant culture is and how it affects organisational effectiveness. The report also explores how culture aids adaptation to external environmental changes, assesses whether it is an enabler or impediment to organisational success and theory-driven recommendations to improve organisation performance. (Robbins and Judge, 2023; Alvesson and Sveningsson, 2024)
[bookmark: _Toc236140706]Organisational Culture at British Airways 
The three-level model developed by Schein (2017) help explain what organisational culture is by revealing the combination of artefacts, espoused values and basic underlying assumptions. Using this framework, British Airways’ organisational culture is focused on safety, customer service, operational excellence and continuous improvement to ensure it can remain one of the world’s leading airlines (British Airways, 2025).
The visible aspect at the artefact level for British Airways is their employee uniforms, their stringent safety guidelines, their digital self-service technologies, their staff training programmes and branding. These artefacts enhance professionalism and ensure consistency of customer experience throughout the organisation (British Airways, 2025). Schein (2017) believes that these practices alone might not be enough to explain how things work in the organisation. There is another dimension that needs consideration known as the organisational values and underlying assumptions. (Schein and Schein, 2017)
According to British Airways (2025), their stated values emphasise safety, responsibility, customer centricity, teamwork, sustainability. Through investments in digital innovation, improving customer experiences and the airline's sustainability strategy A Better World, the airline displays them.  At the same time, prior employee conflicts and operation failures do disrupt these interrelationships leading to a disconnect between the values which they preach and what their employees experience. Thus, a real-life enactment of organisational values is still an issue (Mullins and Christy, 2016).
At the core of its operations, British Airways holds the belief that passenger safety, regulatory compliance, and customer trust are essential for long-term organisational success. They enable decision-making at every level of the organisation and are essential for ensuring the organisation can operate reliably in a regulated environment. British Airways (BA) with the application of Schein`s model can be said to exhibit a mainly customer-oriented and safety-oriented culture. However, it is essential to maintain alignment with organisational values and behaviour of employees in order to sustain a competitive advantage.
	Schein's Level
	Application to British Airways
	Critical Evaluation

	Artefacts
	Uniforms, safety procedures, digital check-in, employee training and corporate branding
	Promote professionalism and consistency but do not fully reflect underlying culture.

	Espoused Values
	Safety, customer focus, teamwork, operational excellence and sustainability
	Clearly communicated through corporate strategy, although implementation has occasionally been inconsistent.

	Basic Underlying Assumptions
	Passenger safety, regulatory compliance and customer trust drive decision-making
	Provide organisational stability but may contribute to cautious and slower decision-making.


(Table 1- Aplication of Schein`s Organisational Culture model to British Airways)
Source: Self-made adapted from Schein and Schein (2017)
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(Figure 1 - Schein`s Organisational Culture Triangle)
Source: Adapted from Schein and Schein (2017) and British Airways (2025)
Table 1 shows the application of Schein’s (2017) three levels of organisational culture to British Airways. The visible practices, organisational values and assumptions of this airline measures the extent to which the past practices of the airline enhance effectiveness and efficiency of the organisation. 
[bookmark: _Toc236140707]Organisational Culture as a Driver of Structure and Decision-Making
The structure and decision-making of organisations are influenced by their culture. Management practices, communications, authority, and employees’ behavior are shaped by culture Mullins and Christy (2016). So, culture is a determinant of effectiveness. The culture at British Airways supports the structured operation of each area and co-operates to ensure safety, service and operation delivery.
British Airways’ culture can be assessed using Handy’s (1993) Cultural Types framework. Mainly, the airline shows a Role Culture in which there are set defined duties and explicit procedures. With their strict regulatory requirements and safety standards demanding that employees adhere to proper procedures, the aviation industry is appropriate. The pilots, cabin crew, engineers and ground staff are assigned responsibilities with clearly defined roles to minimise operational risks and aviation rules.
British Airways also displays elements of Task Culture through various projects related to digital transformation, sustainability and customer experience. Teams from various functions collaborate to bring in new technologies and enhance operational efficiency and customer service. The organisation can be more responsive and adaptive to the changing customer expectations and competition (British Airways, 2025).
British Airways’s decision-making is also influenced by the combination of Role and Task cultures. Often the top management takes strategic decision according to the organizational objectives. This balancing act enables the organisation to maintain high safety standards while fostering problem solving and learning (Handy, 1993; Robbins and Judge, 2023).
The strength of the organisation is its structured culture. Decision making may be delayed in conditions of change and disruption due to a formal approval process and multiple levels of management. Dependence on procedures can hamper organisational flexibility and hinder innovation, as workers may not want to question established procedures Mullins and Christy, 2016. As British Airways’ organisational culture supports stability and operational control, it is important for the company to have greater flexibility and employee empowerment to remain competitive.
	Cultural Type
	Application to British Airways
	Evaluation

	Role Culture
	Clearly defined roles, formal procedures and regulatory compliance
	Supports safety and operational consistency but can slow decision-making.

	Task Culture
	Cross-functional teams for digital innovation, sustainability and customer experience
	Encourages collaboration, innovation and adaptability to market changes.


(Table 2 Application Handy`s Cultural Types to British Airways)
Source: Adapted from Handy (1993) and British Airways (2025)
As indicated in table 2 British Airways demonstrates a predominantly Role Culture, characterised by formal structures, clearly defined responsibilities and regulatory compliance. However, elements of Task Culture are increasingly evident through cross-functional collaboration, digital innovation and sustainability initiatives. This combination enables the organisation to maintain operational control while adapting to changing customer expectations and external market pressures (Handy, 1993).
[bookmark: _Toc236140708]Organisational Culture and Adaptation to the External Environment
British Airways operates in the global aviation industry where constant reaction to technological change, customer expectations, the environment and competition is essential. The influence of organisational culture on the adaptation of employees to change and the implementation of strategic decisions is important (Mullins and Christy, 2016).
Hofstede's Cultural Dimensions can be used to analyse how British Airways manages its diverse workforce and clients in foreign markets. British Airways is an airline that operates in several countries. The airline employs people of different cultures. Also, it serves millions of customers with different expectations. The use of Hofstede’s model suggests that the organisation encourages teamwork, cultural sensitivity and effective communication to provide consistent service standards while respecting cultural differences (Hofstede, Hofstede and Minkov 2010). A rise in customer satisfaction and assists the airline’s world operations.
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(Figure 2-External Factors Influencing Organisational Culture at British Airways)
Source: Self-made adapted from Schein and Schein (2017) and Robbins and Judge (2023)
Figure 2 demonstrates how external environmental factors influence organisational culture at British Airways. Technological change drives digital innovation, while customer expectations, sustainability initiatives and workforce diversity continuously shape organisational values focused on safety, service quality and innovation (Schein and Schein, 2017; Robbins and Judge, 2023).
British Airways’ organisational culture has also transformed to meet increasing technological and environment demands. British Airways (2025) asserts that the organisation has integrated a range of digital innovations, such as check-in online, biometric boarding, mobile applications and artificial intelligence to streamline operational efficiency and enhance customer experience. These initiatives show a culture that is increasingly more innovative and also maintains high safety and service quality standards.
Another important external influence is Environmental sustainability. British Airways’ A Better World commitment sees it invest in more fuel-efficient planes, sustainable aviation fuel and carbon reductions to hit long-term green goals (British Airways, 2025). These initiatives signify a cultural shift towards corporations acting legally; they showcase the changing organisational values to satisfy stakeholders.
Adjusting organisational culture continues to prove elusive. The change implementation can become slow due to the highly regulated and complex organisational structure of the aviation industry. Yet, British Airways is nevertheless developing its organisational culture by balancing operational stability with innovation, enabling the organisation to remain competitive within an increasingly dynamic global environment.
	External Influence
	Cultural Response
	Organisational Outcome

	Technological change
	Investment in digital technologies and AI
	Improved customer experience and operational efficiency

	Customer expectations
	Greater focus on personalised service
	Increased customer satisfaction and loyalty

	Environmental regulations
	Sustainability initiatives and carbon reduction
	Enhanced corporate reputation and regulatory compliance

	Global workforce diversity
	Cultural awareness and inclusive working practices
	Improved collaboration and service quality


(Table 3 External Environmental Influences and British Airways' Cultural Response)
Source: Adapted from Hofstede, Hofstede and Minkov (2010), British Airways (2025) 
According to table 3, British Airways uses a well-defined organisational culture in response to several external issues. By championing innovation, sustainability and inclusiveness, the organisation bolsters its adaptability while sustaining operational performance and customer satisfaction.
[bookmark: _Toc236140709]Organisational Culture: An Enabler or a Barrier to Organisational Effectiveness? 
Organisational culture can either enable or obstruct effectiveness at an organisation. It all corresponds to whether a culture fits well with strategic objectives and responds to changing conditions (Mullins and Christy, 2016). In British Airways, the organizational culture has a great contribution towards maintaining a high standard of safety, service quality, and operational reliability. British Airways focuses their efforts on the professionalism, training, and regulatory compliance of their employees, enabling them to operate in a consistent manner, instilling customer confidence, and enhancing the airline’s worldwide reputation (British Airways, 2025).
British airways is improving with increasing emphasis given to innovation, sustainability and customer experience is exhibiting how culture change of the organization can cause an improvement. The organization’s investments in digital technology, workforce and environmental initiatives show that it is changing its culture to meet market demands (IAG, 2025). The above activities improve the long-term competitiveness and reinforce a culture of the continuous innovation.
 Nonetheless, organizational culture can also create barriers to effectiveness. The airline's hierarchy and formal processes play an important role in maintaining safety and security, however, they hinder the organisational agility that causes slow decision-making in times of disruption. Past industrial disputes and operational problems has highlighted difficulties in achieving employee engagement and ensuring organisational values are put into practice in day-to-day life (Mullins and Christy, 2016). The morale of workers, the quality of services and the performance of organisations can be affected by such challenges.
All in all, the organisational culture of British Airways acts as more of an enabler. The commitment helps the organization to succeed and gives a strong foundation of safety, operational excellence and customer service. However, it is imperative that employee engagement, enhanced innovation and improved organisational flexibility become essential fixtures to ensure the culture continues to assist long-term organisational effectiveness within an increasingly competitive aviation.
	Culture as an Enabler
	Culture as a Barrier

	Strong safety culture improves operational reliability.
	Hierarchical structures may slow decision-making.

	Customer-focused values enhance service quality.
	Formal procedures can reduce organisational flexibility.

	Investment in innovation and sustainability supports long-term competitiveness.
	Previous industrial disputes have affected employee engagement.

	Continuous employee training strengthens organisational capability.
	Resistance to change may limit innovation in some areas.


(Table 4. Organisational Culture as an Enabler and Barrier at British Airways)
Source: self-made  analysis based on Mullins and Christy (2016), British Airways (2025) and IAG (2025)
The organizational culture of British airways creates opportunities and challenges which is shown in table 4. This statement conveys the idea that continuous improvement, customer service and safety is beneficial for enhancing the effectiveness of the organization. However, it also requires flexibility and employee engagement in order to ensure success in the long term.
[bookmark: _Toc236140710]Impact of Organisational Culture on Organisational Performance
Organizational culture impacts organizational performance directly as it shapes the employee’s behaviour, operating efficiency, and customer satisfaction. According to Schein (2017), a strong organizational culture which relates organizational values with employee behavior will enable organizations to realize their strategic objectives in a more effective way. British airways organisation culture maintains the world’s leading international airline. Its safety delivery, operation and customer service have proven quality resources in maintaining its position.
The culture of British Airways helps make the airline consistently reliable in its operations. An effective safety culture encourages workers to undertake official actions in compliance with regulatory standards, to lessen operational risk and reinforce service standardisation. As a result, it not only protects passengers but also bolsters customer confidence and the company’s image (British Airways, 2025).
Thanks to the organization’s customer-focused culture, performance has continuously improved service quality. Investments in technology, personnel and customer experiences are enhancing operational efficiencies in response to changing passenger demands (IAG, 2025). The organization’s culture is capable of supporting innovation and sustained competitiveness.
A negative influence on performance may result from culture by limiting organisational flexibility. Mullins and Christy (2016) assert that if an organisation’s activity is notably disrupted, highly prescribed procedures and hierarchical decision-making will slow their response.  As a result, it is crucial to develop operational control and organisational agility.
Essentially, the organisational culture of British Airways positively impacts organisational performance owing to its culture of safety and service quality.  But, continuing high performance will depend on developing employee engagement, fostering innovation, and ensuring cultural alignment with the organization’s long-term strategy.
	Performance Area
	Cultural Influence
	Impact

	Operational Performance
	Strong safety culture and regulatory compliance
	Improved operational reliability and risk management

	Customer Satisfaction
	Customer-focused values and service improvements
	Higher customer confidence and loyalty

	Employee Performance
	Training, teamwork and continuous learning
	Increased productivity and engagement

	Innovation
	Investment in digital technologies and collaboration
	Greater operational efficiency and competitiveness

	Corporate Reputation
	Commitment to safety, sustainability and service excellence
	Enhanced brand image and stakeholder trust


(Table 5 -Impact of Organisational Culture on British Airways' Performance)
Source: self-made  analysis based on Schein and Schein (2017), British Airways (2025) and IAG (2025)
As seen in the illustration of Table 5, British Airways’ organizational culture positively impacts organizational performance areas. Through enhancing safety, customer focus, innovation and employee development, the organisation further strengthens its competitive position and long-term business success.
[bookmark: _Toc236140711]Recommendations
British Airways must strengthen its organizational culture by enhancing employee engagement, collaboration and inclusive leadership. To begin with, the senior management must engage more and more with the frontline employees. This will help in strengthening the cultural alignment and increasing the commitment (Schien and Schien, 2017). Further, employees who understand the organisation’s values are more likely to accept the organisation’s goals. Second, more cross-functional collaboration would improve agility and innovation without compromising operational safety. This reflects Handy’s (1993) Task Culture. Lastly, by investing in inclusive leadership and cross-cultural awareness, improved communication and teamwork among the airline’s diverse workers would contribute to its organisational performance and global competitiveness (Hofstede, Hofstede and Minkov, 2010; Northouse, 2022).
Overall, these recommendations would enable British Airways to create a more adaptable organisational culture within the company.



[bookmark: _Toc236140712]Conclusion
The analysis has revealed the influence of the organisational culture of British Airways on its structure, decision-making and performance. Using Schein's model of organizational culture, Handy’s cultural types, and Hofstede’s cultural dimensions, the analysis identified a culture focused on safety, customer service, operational excellence and continuous improvement. As per the findings, such a culture allows British Airways to maintain a high standard of operation, adjust to external environmental changes and enhance its competitive position. To be sure, formal hierarchies and procedures can constrain an organisation’s agility. In addition, it can also make it harder to keep people engaged in their work. In general, the organisational culture of British Airways predominantly acts as an enabler of organisational effectiveness, however, improvement is needed. The implementation of the recommendations formulated in the document, which include enhancing staff engagement, increasing interdepartmental collaboration, and refining diversity and inclusivity culture, would contribute to improving organizational performance and achieving the airline’s long-term strategic goals in an increasingly global aviation industry.
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