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[bookmark: _Toc236385961]1. Introduction 
Tesco PLC is one of the biggest food and general merchandise retailers in the UK, which runs a large store network, online and now increasingly data-driven stores. Because it is so large, the culture of the organisation is significant as common values and behavioural expectations can contribute to consistency across function, store and management levels. The importance of culture to the way in which the organisation is managed and the way that it performs is also strategic for Tesco, with customers, colleagues and responsible business also being part of their strategic priorities (Tesco PLC, 2025a). Overall, organisational culture is a reflection of the values, assumptions and accepted approaches of working that affects the behaviour of the employees and organisational practices (Bogale and Debela 2024). But culture should not only be measured in formal declarations, as what is not said or communicated on the formal level might differ from the deeper assumption conveyed by an organisation's values (Schein and Schein, 2016). In this report, therefore, it critically appraises Tesco's culture in respect of its structure and decision making, dominant cultural traits, external adaptation, enabling and restrictive influence and effects on the organisational performance.
[bookmark: _Toc236385962]2. Organisational Culture, Structure and Decision-Making 
[bookmark: _Toc236385963]2.1 Tesco’s Structure and Cultural Control 
Tesco needs a formal governance, management and control framework to coordinate their operation in a large retail establishment, and their culture has an impact on the implementation of these arrangements in the day-to-day operations of an organisation. The governance structure of the company sets clear accountability for senior leaders and the Board, and colleague engagement and organisational values are also highlighted as the critical aspects of the way the business is run (Tesco PLC, 2025a). The importance of organisational culture in this context stems from the fact that employees' interpretations and uses of formal systems are not independent of the cultural context, and the shared assumptions and values shape how these systems are lived. The overhaul of Tesco's HR operating model is also indicative of an attempt to provide a more uniform colleague journey and optimise the structuring of people services across the business (CIPD, 2024). This continuity can enhance the accountability, coordination and implementation, which are key in a big retail company. But, lack of flexibility in change management and reliance on formal processes by managers could reduce the effectiveness of strong formalisation. Leadership has the power to effect shared behaviours of people and the priorities of the organisation, which in turn can produce a cultural impact and impact performance (Nguyen et al., 2023). A learning-oriented organisational climate can also facilitate the change-oriented behaviour, indicating that control is more effective when it is associated with opportunities for employee learning and adapting instead of merely following procedures (Gil et al., 2023).
[bookmark: _Toc236385964]2.2 Participation, Employee Voice and Decision Making
The level of employee participation in relation to formal managerial control is also important in determining the effectiveness in decision making in Tesco. The evidence from the organisational change at Tesco suggests that the involvement of employees is important during the technological and operational change as employees have direct impact on the new working practices and in return, they can contribute practical knowledge to the implementation of the change (Awadari and Kanwal, 2019). The people-model transformation at Tesco has also put the spotlight on colleague experience and providing a more uniformed people support throughout the organisation (CIPD, 2024). These developments indicate that participation should be considered as integral to good organisational operation rather than outside of the control of management.
While employee voice may be used to bring operational issues to light, allowing employees to have a voice can also bring front line knowledge to the table and support better decision making, but employees do not speak up when they don't see the value in doing so, or attribute personal risk to doing so (Morrison, 2023). An employee's preference for control may also affect a manager's desire to seek input from employees, especially when the manager feels that giving employees input dilutes their power over decisions (Sherf, Tangirala and Venkataramani, 2019). This adds an interesting conundrum for Tesco. Central control ensures that consistency is maintained across a large retail network, but over-controlling may result in inadequate organisational learning when the organisation is undergoing change. Fostering a culture with learning and change-oriented behaviour can improve the readiness of employees to deal with new requirements in a positive way (Gil et al., 2023). Thus, to function properly, both formal coordination and meaningful participation are required by Tesco and neither of these can function without the other.
[bookmark: _Toc236385965]3. Understanding Tesco's Prevailing Organisational Culture
[bookmark: _Toc236385966]3.1 Schein’s Three Levels of Culture 
Tesco's organisational culture can be more clearly identified by examining three levels of culture – artefacts, espoused values and underlying assumptions (Schein and Schein, 2016). Formal management systems, customer facing routines, employee processes and structured people practice are seen at the artefact level throughout the organisation at Tesco. Its HR operating model is also undergoing a redesign to ensure consistency of colleague experience and the support of people, highlighting that, while values may be the right approach, the organisation's systems need to reinforce them too (CIPD, 2024). Another example of employee involvement in organisational change is the introduction of working practices and management processes which is a visible cultural aspect of Tesco (Awadari and Kanwal, 2019).
On the espoused level, Tesco explicitly focuses on their service to customers, collaborative working, and fair treatment of people through their stated core purpose and values (Tesco PLC, 2025b). But it can be said that stated values are not necessarily the more common culture, as underlying assumptions are more clearly manifested in the repetition of behaviour and organisation priorities. Such a focus on customers, consistent performance and colleagues suggests that a key factor in Tesco's perspective is that of a customer value and aligned performance which is again an interpretation of evidence from the organisation and not necessarily a statement of employee beliefs (Tesco PLC, 2025a). Organisational culture is thus seen as a combination of visible practices, shared meanings and embedded assumptions not simply corporate values (Bogale and Debela, 2024).
[bookmark: _Toc236385967]3.2 Prevailing Culture and Competing Values Framework 
The Competing Values Framework also offers a second approach since it acknowledges that an organisation may have all four types of characteristics simultaneously (Cameron and Quinn, 1999). Apart from the formal governance, standardised operating arrangements and a need for consistency in such a large retail network, Tesco also demonstrates competitive positioning and a strong focus on customers' outcomes, which shows the market-oriented features (Tesco PLC, 2025a). The above features suggest control and external performance to be important features of the culture Tesco is promoting.
But Tesco cannot be considered as strictly hierarchical. In its “Values”, it highlights colleagues and shared purpose, which brings some characteristics of a clan, while its changes to “People” demonstrate an attempt to enhance employee experience and organisational teamwork (Tesco PLC, 2025b). The element of adhocracy is also extended in the area of innovation and adaptation, where organisational culture is conducive to learning, sharing knowledge and new working methods. In cultures where knowledge is the main currency, strengthening the capability of innovation can be achieved if the employees can exchange and use the organisational knowledge effectively (Lam et al., 2021). Meanwhile, good cultural practices could foster resistance as employees or managers may find it hard to challenge successful, long-established practices (Naveed et al., 2022). Tesco is thus seen as a culture that is hybrid, a mixture of a strong sense of hierarchy, market characteristics and clan and more adaptative elements.
[bookmark: _Toc236385968]3.3 Cultural Web and Hofstede
The Cultural Web provides additional understanding by focussing on routines, control systems, organisational structures, power relationships and the overall organisational paradigm, each of which explains how culture and its elements become part of the day-to-day organisational behaviour (kehinde_ayeni, 2021). The Hofstede's dimensions can give a limited insight into the national influences on management behaviour and authority relationships (Hofstede, Minkov and Hofstede, 2010). But Hofstede's main focus is on the national culture and is unable to deduce Tesco's organisational culture. The frameworks, thus, complement the more solid findings of Schein and Competing Values Framework, rather than supplanting them.
[bookmark: _Toc236385969]4. Culture and Adaptation to External Environmental Influences 
[bookmark: _Toc236385970]4.1 Digital Transformation and Competitive Adaptation 
Digital transformation is an important external challenge since retail is becoming a more competitive market in which it is essential to integrate technology alongside process and structural changes and the relationship with the customer. Adaptation has not just been about implementing new technologies (Tesco PLC, 2025a), but has also seen the company invest in digital capabilities and data-driven customer propositions as part of its broader strategy. Digital transformation is not a simple process of implementing IT but a process of wider transformation within the organisation which can lead to a change of the value creation and organisation (Vial, 2019). This requires leadership and organisational agility to be aligned with digital strategy to a certain degree (AlNuaimi et al., 2022).
Established behaviours are critical to this transformation, thus culture becomes a significant factor. Collaboration, experimentation, and organisational learning are essential for successful digital transformation, and a supportive culture will support them (Butt et al., 2024). Likewise, cultural conditions to enable organisations to truly put information to use in decision making and organisational processes are the basis for data-driven transformation (Ghafoori et al., 2024). This is relevant to Tesco as they have undertaken a HR operating-model transformation which aims to bring consistency and enhance colleague experiences and extended organisational change (CIPD, 2024). However, culture and digital transformation can also have an impact on innovation outcomes and not necessarily the other way around (Cao, Duan and Edwards, 2025).
Transformation can, however, impact the levels of an organisation differently, so individual experiences and impact may not be the same across an organisation as a whole given senior level commitment (Pfaff et al., 2023). Digital change should thus rather be seen as a process of ongoing organisational adaptation that is characterised by strategy, structures and routines (Hanelt et al., 2021). Culture can then help Tesco adapt competitively by making it okay to be disciplined in its operations while still learning and being agile, but when quicker experiments are needed, established routines can become limiting.
[bookmark: _Toc236385971]4.2 Resilience and Sustainability 
Environmental and social demands put yet another external pressure, and Tesco has stated to have pledges relating to climate, nature, food waste, products and responsible supply chains (Tesco, 2025). Cultural adaptation is important because resilience is not just about bouncing back from disruption, it takes a capacity to anticipate potential threats, manage challenges and adapt after. (Duchek, 2020) If sustainability actions and commitments are to be seen as cultural adaptations instead of isolated corporate actions, then they must be integrated into ordinary business practice and decision-making processes at Tesco. Caution should be taken with the concept of resilience, as it is a multifaceted construct of the organisation that can be conceptualised and measured in a variety of ways (Hillmann and Guenther, 2020). This will mean that no automatic assumption can be made that Tesco is responding to an external pressure and therefore exhibits a resilient culture. Building capacities that enable ongoing adaptation can help businesses perform better, given innovation and resilience. The adaptive culture is therefore best developed when external pressures bring about organisational learning and sustainable capability building in Tesco.
[bookmark: _Toc236385972]5. Organisational Culture as an Enabler or Barrier 
[bookmark: _Toc236385973]5.1 Culture as an Enabler 
Tesco's culture can be an enabling factor if there is an expectation of coordinating, but the culture will not be inhibiting learning and adaptation. It is officially governed, is customer-led and has colleague-led practices that offer a means to keep the organisation consistent in such a vast retail network as Tesco PLC (Tesco PLC, 2025a). Organisational culture can be used to enhance the operational effectiveness if characteristics of culture support the management system instead of the culture clashes with the management system (Hardcopf, Liu and Shah, 2021). So, this implies that restrictions on Tesco's hierarchy characteristics is not a universal issue, as there is also the possibility of standardization to offer stability and coordinated implementation. Where employees can share knowledge and be involved in organisational learning the enabling effect is more pronounced. The ability to innovate can be reinforced by the collaboration between knowledge management and organisational culture, as they can contribute to the creation and use of knowledge (Lam et al., 2021). Tesco's new people operating model is one example of how they are working to enhance colleague experience and organisational consistency (CIPD, 2024). But it is not enough to have a strong attitude on the values to innovate, it is necessary to have the mechanisms that link culture and behavior (Vargas-Halabi and Yagüe-Perales, 2023). Tesco's culture thus makes its work as a whole more effective when learning, sharing knowledge and adapting is coupled with coordination.
[bookmark: _Toc236385974]5.2 Cultural Barriers 
The same culture that makes a person strong can make him or her rigid when it comes to changing his or her ideas and assumptions. Assumptions are deep-rooted and create a set of meanings around appropriate behaviour, thus, the successful routine might continue when the conditions have changed, necessitating a different approach (Schein and Schein, 2016). When employees and/or managers do not appreciate certain changes, they can cause an organisational resistance that may weaken the link between culture, innovation and organisational effectiveness (Naveed et al., 2022). This could put Tesco at odds with itself as to whether they should keep themselves consistent or try to experiment. Another potential constraint is employee voice. Involvement becomes more significant when organisational changes involve new technologies which impact on the existing working practices, as seen in Tesco's case (Awadari and Kanwal, 2019). Organisational silence, in general, can be used to silence valuable concerns and ideas that would not reach decision makers (Morrison, 2023). When having personal control is significant to the manager, they may not be more inclined to seek employee voice (Sherf, Tangirala and Venkataramani, 2019). Culture can also impact employee attrition, illustrating the effects of culture beyond processes to people (Wright, 2021). The overall picture of Tesco's culture is one of a strong culture that is largely an enabler, but with some formal controls that may become restrictive in terms of employee engagement, experimentation or response to change.
[bookmark: _Toc236385975]6. Effect on Organisation Performance and Recommendations 
[bookmark: _Toc236385976]6.1 The Role Culture Plays in the Performance of the Organisation
Tesco culture can affect performance of the organisation in terms of operational consistency, employee behaviour, innovation and organisation's ability to adjust to changes. Tesco achieved further progress in terms of strategic priorities in 2024/25, and improved financial and operational performance but it is important to point out that these results are not directly attributable to culture as market conditions, competition and strategic decisions play a role in this as well (Tesco PLC, 2025a). When values and behaviours align with management practices and are reinforced in the organization, they are likely to reinforce operational performance and support management practices (Hardcopf, Liu and Shah, 2021). Leadership is also related to organisational culture and performance and thus, part of the organisational performance is dependent on the way the leadership behaves, which in turn influences the expectations of the organisation (Nguyen et al., 2023).
Culture can have an impact on Tesco's performance in the long term, via innovation. Cultures that foster knowledge management can improve the innovation capability of the organisation by enabling knowledge to be disseminated and utilised throughout the organisation's activities (Lam et al., 2021). The association, however, is not automatic as culture and innovation can lose the grip as a driver of organisational effectiveness if there is resistance (Naveed et al., 2022). This is especially true when it comes to digital transformation, as the cultural conditions have an impact on the effectiveness of digital capabilities in supporting innovation (Cao, Duan and Edwards, 2025). A data-oriented culture can also help drive transformation by enabling information to be part of the organisation's decision-making process instead of focusing solely on technology and its use in isolation from working methods (Ghafoori et al., 2024). Resilience, employee and sustainability outcomes, in addition to financial outcomes, should be included in the performance, as well. Tesco publishes the environmental and social performance data in various categories, such as climate, food waste and responsible sourcing, thus reflecting the extent to which organisational effectiveness can be judged (Tesco, 2025). Organisational resilience has the potential to enhance performance if the organisation learns and adapts from the disruptions but to be resilient, the organisation needs to build and develop resilience, which takes time (Duchek, 2020). Culture is thus not the only factor contributing to Tesco's performance, but one important factor.
[bookmark: _Toc236385977]6.2 Theory-Informed Recommendations 
[bookmark: _Toc236385978]6.1 Recommendation 1: Strengthen Employee Voice During Change
Tesco needs to better establish employee involvement in structural changes in its operations and technology. The involvement of employees has been a part of the organisational change at Tesco, and hence the above recommendation should not disregard that employees' voice is not missing in the change, but rather draw on it (Awadari and Kanwal, 2019). Voice mechanisms can enable management to learn information that may be unsaid (Morrison, 2023). Tesco might have more frequent and formal points of change and feedback sessions after significant change and track participation, suggested changes and colleague engagement results.
[bookmark: _Toc236385979]6.2 Recommendation 2: Develop a More Adaptive Digital Culture
Tesco should follow the path of developing cultural abilities, as well as investing in digital systems. It is presently reflecting on an ongoing digital transformation of its strategy, and it is crucial that employees and functions evolve in line with the technology (Tesco PLC, 2025a). DTC benefits from cultures that allow for experimentation, collaboration and adaptability, rather than simply implementing technology as the solution (Butt et al., 2024). Developing cross-functional learning and digitalization, implementing controlled experiments and broader data sharing can be tracked in terms of training participation, adoption rates, and innovations implemented. But there should be a balance with consistency needed in retailing of large sizes.
[bookmark: _Toc236385980]6.3 Recommendation 3: Embed Organisational Learning and Resilience
Tesco needs to carefully transform learning from change and external disruption into learning within the organisation. Resilience relies on capacities to anticipate, cope and adapt to disruptions rather than just bounce back from a single disruption (Duchek, 2020). Organisational learning can also enhance the innovation capability in the context of knowledge sharing processes in which working practices are part of the organisational learning process (Lam et al., 2021). Therefore, a post change review, cross-functional learning sessions and documents of lessons learned might be able to help Tesco maintain knowledge and avoid repeat issues, and resilience and innovation indicators might be able to measure longer-term progress.
[bookmark: _Toc236385981]7. Conclusion
In general, there seems to be a blend of an organisational culture at Tesco, with a strong hierarchy, and market characteristics, and with clan and adhocracy elements in the form of having colleagues. Its formal arrangements provide for its coordination and consistency and its stated values focus on customers, colleagues and shared organisational purpose (Tesco PLC, 2025a). However, culture is not just the words from the mission statement, it is also based on assumptions and behaviours that guide the members of the organisation as they make decisions and adapt to change on a daily basis (Schein and Schein, 2016). Therefore, the overall culture of Tesco can be considered as mainly an enabler, especially when employee participation is used in conjunction with innovation and adaptation and coordination. However, strong routines and/or managerial control can be stifling when it comes to voice or resistance to change (Naveed et al., 2022). But culture should not be the only reason that accounts for Tesco's performance as organisation outcomes are determined by other strategic and environmental factors. Therefore, Tesco needs to further develop employee voice, digital adaptability and organisational learning, but also maintain the coordination benefits of its current culture (Morrison, 2023).
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