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Introduction 

Within large organisations, culture often shapes not only how employees behave but 

also how effectively a business operates in a competitive environment. It influences 

everyday interactions, guides decision-making and plays a part in how organisations 

respond to both internal challenges and external pressures. In the retail sector, where 

customer expectations and market conditions can change rapidly, having a clear and 

consistent organisational culture is particularly important (Dimitrov, n.d.). 

This report focuses on Tesco, a major UK-based retailer with a strong presence across 

different markets and customer segments. The discussion explores how Tesco’s 

organisational culture is reflected in its working practices and how it supports the way 

the company is organised and managed. Relevant theoretical models are used to 

provide a deeper understanding of their cultural characteristics. The report also 

considers how Tesco responds to changes in its external environment, the extent to 

which its culture supports effective operations, and how it contributes to overall 

performance. 

 



 

Understanding Tesco’s Organisational Culture  

Tesco’s organisational culture is largely shaped by its position within the retail sector, 

where customer expectations, competition and operational efficiency are central to 

success. Rather than focusing on production processes, as seen in manufacturing 

companies, Tesco’s culture is more oriented towards service delivery, consistency and 

responsiveness to customer needs. 

One of the main characteristics of Tesco’s culture is its strong customer focus 

(CliffsNotes, n.d.). Employees are expected to prioritise the needs of customers in their 

day-to-day roles, whether that involves ensuring product availability, maintaining store 

standards or providing assistance. This creates a working environment where 

employees are constantly aware of how their actions influence customer satisfaction. It 

also reinforces the importance of reliability, as customers expect a consistent 

experience across different stores. 

Another key feature is the emphasis on performance and efficiency. Tesco operates on 

a large scale, which requires well-organised systems and clear expectations for staff. 

Employees are often given specific targets and are expected to follow structured 

procedures, particularly in areas such as stock control and store operations. This 

contributes to a culture that values discipline and organisation, helping the company 

maintain control across its operations. 

At the same time, teamwork plays an important role within Tesco. Store environments 

require employees to work closely together, often across different departments. This 

encourages communication and cooperation, allowing tasks to be completed more 

effectively. When issues arise, staff are expected to support one another and resolve 

problems quickly, which helps maintain smooth day-to-day operations. 

Tesco’s culture also reflects a need for adaptability. The retail industry is constantly 

evolving, with changes in consumer behaviour, technology and economic conditions. As 

a result, the organisation has developed a culture that supports ongoing adjustment 

rather than fixed ways of working. Employees are expected to adapt to new systems, 

processes and expectations as the business evolves. 

Taken together, Tesco’s organisational culture combines customer focus, efficiency, 

teamwork and adaptability, creating an environment that supports both operational 

effectiveness and the ability to respond to change. 



 



The Relationship Between Culture, Structure and 

Decision-Making  

Within Tesco, organisational culture plays a clear role in shaping both the structure of 

the business and the way decisions are made. As a large retail organisation, Tesco 

operates through a structured system with defined roles and responsibilities, but this is 

supported by a culture that allows communication and practical decision-making across 

different levels. This combination helps the company remain organised while still being 

able to respond to the fast-moving nature of the retail sector. 

Tesco’s structure can be described as hierarchical, with clear layers of management 

from head office to store level. Each level has specific responsibilities, which helps 

maintain consistency across operations. For example, policies related to pricing, 

branding and overall strategy are usually controlled centrally to ensure a unified 

approach. However, the culture encourages interaction between these levels rather than 

strict separation. Employees are expected to report issues, share feedback and 

contribute to improving day-to-day operations. This creates a more connected working 

environment, even within a structured system. That said, while communication is 

encouraged, there may still be limits to how much influence lower-level employees have 

on wider organisational decisions. 

In terms of decision-making, Tesco balances central control with local flexibility. 

Strategic decisions, such as pricing policies or long-term business direction, are 

typically made at a higher level to maintain consistency across the organisation. At the 

same time, store managers are given a degree of autonomy to respond to local 

conditions. For instance, they may adjust staffing levels, product placement or 

promotional activities depending on customer demand in a particular area. This reflects 

a culture that values practical judgement and responsiveness. However, this balance is 

not always easy to maintain, as too much centralisation can reduce flexibility, while too 

much autonomy may lead to inconsistency between stores. 

The fast-paced nature of the retail sector also influences how decisions are made. Many 

situations require quick responses, particularly when dealing with customer needs, 

stock shortages or operational issues. Tesco’s culture supports this by allowing 

employees at different levels to take action when necessary, rather than waiting for 

approval in every situation. This helps maintain efficiency and ensures that problems are 

addressed without delay. On the other hand, quick decision-making can sometimes lead 



to short-term solutions that may not fully address underlying issues, particularly if there 

is pressure to act quickly. 

Another important aspect is the use of data in decision-making. Tesco relies heavily on 

information such as sales figures, customer feedback and performance metrics to guide 

its actions. This creates a more structured and informed approach, where decisions are 

based on evidence rather than assumptions. It also helps the organisation identify trends 

and make adjustments more effectively. However, a strong reliance on data may limit 

creativity, as decisions are often driven by measurable outcomes rather than innovative 

ideas. 

In addition, teamwork influences how decisions are implemented. Even when decisions 

are made centrally, their success depends on how well employees work together to 

apply them in practice. Communication and cooperation are therefore essential in 

ensuring that changes are understood and carried out consistently. If teamwork is weak, 

even well-designed decisions may not achieve the intended results. 

When considering these factors together, it becomes clear that Tesco’s culture supports 

a structure that is both organised and adaptable. At the same time, it highlights the need 

to balance control with flexibility and efficiency with thoughtful decision-making, 

particularly in a fast-changing retail environment. 

Analysis Using Organisational Culture Theories  

Tesco’s organisational culture can be explored in more depth through the use of 

established theoretical models, particularly Schein’s model of organisational culture and 

Hofstede’s cultural dimensions. These frameworks help to explain not only the visible 

features of Tesco’s culture but also the underlying beliefs that shape behaviour across 

the organisation. By applying these models, it becomes easier to move beyond 

description and gain a more critical understanding of how culture operates in practice. 

Using Schein’s model, Tesco’s culture can be understood across three levels. At the 

most visible level, artefacts include elements such as store layout, employee uniforms 

and customer service practices. These are designed to create a consistent and 

recognisable experience for customers across different locations. For example, the 

layout of Tesco stores is typically organised to maximise accessibility and convenience, 

which reflects the company’s focus on efficiency and customer satisfaction. However, 

while these artefacts help reinforce brand identity, they may also limit flexibility, as 



employees are expected to follow standardised procedures rather than adapt freely to 

individual situations. 

At the level of espoused values, Tesco promotes ideas such as customer focus, 

teamwork and efficiency. These values are communicated through internal policies, 

training programmes and performance expectations. Employees are encouraged to 

work collaboratively and to maintain high standards in their roles, particularly in relation 

to customer service and operational performance. This suggests that Tesco aims to 

create a culture where employees understand the importance of their contribution to the 

overall success of the business. At the same time, there may be some tension between 

teamwork and performance targets, as employees are often evaluated individually, 

which can influence how these values are applied in practice. 

At a deeper level, underlying assumptions within Tesco’s culture include the belief that 

customer satisfaction is essential for business success and that efficiency must be 

maintained in order to remain competitive. These assumptions influence everyday 

behaviour, even if they are not always explicitly stated. Employees tend to prioritise 

tasks that directly impact the customer experience, which reflects these deeper beliefs. 

However, this strong focus on efficiency may also lead to pressure on employees, 

particularly in fast-paced store environments where meeting targets is a priority. 

Hofstede’s cultural dimensions provide further insight into Tesco’s organisational 

culture, particularly in relation to its UK context. Tesco reflects a relatively individualistic 

culture, where employees are expected to take responsibility for their own tasks and 

performance. This can support accountability and efficiency, as individuals are clear 

about their roles. However, it may also reduce collaboration in certain situations if 

employees focus more on personal performance than collective outcomes. 

In terms of power distance, Tesco demonstrates a moderate level. While there is a clear 

hierarchy, communication is generally open, and employees are able to raise concerns 

or suggest improvements. This can be seen as a strength, as it allows feedback to 

contribute to operational improvements. On the other hand, decision-making authority 

still tends to remain at higher levels, which may limit the extent to which employee input 

influences final decisions. 

Tesco also shows a strong results-oriented approach, with a focus on performance, 

targets and measurable outcomes. This aligns with the demands of the retail sector, 

where efficiency and competitiveness are essential for success. While this can drive 



high performance, it may also create pressure that affects employee motivation if not 

managed carefully. 

When these theoretical perspectives are considered together, they highlight that 

Tesco’s organisational culture is not only shaped by visible practices but also by deeper 

values and external influences. This provides a more balanced understanding of how 

culture supports performance while also presenting certain challenges that the 

organisation must manage. 

 

Responding to the External Environment  

Tesco operates within a highly competitive and constantly changing external 

environment, where factors such as economic conditions, technological developments 

and shifting consumer behaviour have a direct impact on performance. In this context, 

organisational culture plays an important role in supporting how the company responds 

to these external pressures. 

One of the key ways Tesco adapts is through its ability to respond to changing customer 

expectations. Over recent years, there has been a significant shift towards online 

shopping and convenience-based services. Tesco has responded by expanding its 

online platform, improving delivery options and investing in digital systems. This reflects 

a culture that recognises the importance of staying aligned with customer needs rather 

than relying on traditional retail models. 

Economic factors also influence Tesco’s operations, particularly in relation to pricing 

and consumer spending habits. During periods of economic uncertainty, customers 

often become more price-sensitive. Tesco’s culture supports this by maintaining a focus 

on value for money and affordability. This allows the company to remain competitive 

while still meeting customer expectations. The emphasis on efficiency also helps reduce 

costs, which can be passed on to customers through pricing strategies. 

In addition, Tesco must respond to increasing competition from both large retailers and 

smaller, more specialised businesses. The company’s culture encourages continuous 

adjustment, allowing it to refine its strategies and improve its services over time. Rather 

than making drastic changes, Tesco often adapts gradually, testing new approaches and 

responding to feedback before implementing wider changes. 



Technological developments have also had a significant impact on the retail sector. 

Tesco has introduced innovations such as self-checkout systems and mobile 

applications to improve customer experience and efficiency. The organisation’s 

willingness to adopt new technologies reflects a culture that supports innovation while 

maintaining operational stability. 

Another important external factor is sustainability and environmental responsibility. 

There is growing pressure on organisations to operate in a more environmentally 

conscious way. Tesco has responded by introducing initiatives aimed at reducing waste 

and improving sustainability practices. This shows that the company’s culture is not only 

focused on performance but also on meeting broader social expectations. 

Through its emphasis on customer focus, efficiency and adaptability, Tesco’s 

organisational culture enables the company to respond effectively to external challenges 

while maintaining its position within the retail market. 

 

The Role of Culture in Organisational Effectiveness  

The effectiveness of an organisation is closely linked to how well its internal systems, 

people and processes work together. In Tesco’s case, its organisational culture plays an 

important role in supporting day-to-day operations and ensuring that tasks are carried 

out efficiently across its stores and wider business. 

A key factor contributing to Tesco’s effectiveness is its emphasis on clear processes 

and consistency. Employees are expected to follow established procedures, particularly 

in areas such as stock management, customer service and store organisation. This 

helps reduce errors and ensures that operations run smoothly, even across a large 

number of locations. Consistency is especially important in retail, as customers expect a 

similar experience regardless of which store they visit. 

Another important element is communication. Tesco’s culture encourages information to 

be shared between employees and management, allowing issues to be identified and 

addressed more quickly. In a busy retail environment, this can make a significant 

difference, as delays in communication may lead to operational problems or reduced 

customer satisfaction. By maintaining open channels of communication, Tesco is able to 

respond more effectively to challenges as they arise. 



Teamwork also contributes to organisational effectiveness. Employees often work in 

teams to manage different sections of the store, which requires coordination and 

cooperation. This collaborative approach helps ensure that tasks are completed 

efficiently and that responsibilities are shared. When problems occur, staff are able to 

support each other, which reduces pressure on individuals and improves overall 

performance. 

Tesco’s focus on performance and accountability further supports effectiveness. 

Employees are given targets and are expected to meet certain standards, which helps 

maintain productivity and service quality. This creates a results-driven environment 

where performance is monitored and improvements can be made when necessary. 

However, there are also some limitations to consider. A strong focus on procedures and 

targets may reduce flexibility in certain situations. Employees might be less willing to 

deviate from established processes, even when alternative approaches could be more 

effective. In addition, the pressure to meet targets can sometimes impact employee 

motivation if not managed carefully. 

From this perspective, Tesco’s organisational culture supports effectiveness through 

structure, communication and teamwork, but it also requires balance to ensure that 

efficiency does not limit adaptability or employee engagement. 

 

Cultural Impact on Business Performance  

Tesco’s organisational culture has a clear impact on its overall business performance, 

particularly in areas such as efficiency, customer satisfaction and competitiveness. The 

values and expectations within the organisation influence how employees carry out their 

roles, which directly affects both service quality and operational outcomes. 

One of the most noticeable effects of Tesco’s culture is its focus on customer 

satisfaction. Employees are encouraged to prioritise customer needs, which helps 

create a consistent shopping experience across different stores. This consistency is 

important in building customer loyalty, as customers are more likely to return when their 

expectations are met. However, maintaining the same level of service across a large 

organisation can be challenging, particularly when performance varies between 

locations. 



Efficiency is another area where Tesco’s culture plays an important role. The 

organisation places a strong emphasis on structured processes and performance 

targets, which helps ensure that operations run smoothly. This supports cost control and 

productivity, allowing Tesco to remain competitive in terms of pricing. At the same time, 

a strong focus on efficiency may limit flexibility, as employees may prioritise meeting 

targets over adapting to specific situations. 

Tesco’s culture also encourages accountability, with employees expected to meet 

certain standards and take responsibility for their work. This helps maintain consistency 

and supports performance across the organisation. However, high expectations can 

sometimes create pressure, which may affect employee motivation if not managed 

carefully. 

Teamwork is another factor that contributes to performance. Employees often work 

together to manage store operations, which helps improve communication and problem-

solving. This collaborative approach can lead to more efficient processes and a better 

customer experience, particularly in busy retail environments. 

In addition, Tesco’s ability to adapt to changes in the external environment supports its 

performance. The company has responded to developments such as online shopping 

and increased competition by adjusting its strategies and services. This flexibility allows 

Tesco to remain competitive in a rapidly changing market, although frequent changes 

may create challenges for employees. 

When these factors are considered together, Tesco’s organisational culture can be seen 

as a key driver of performance. It supports efficiency, consistency and customer focus, 

while also presenting some challenges related to flexibility and employee pressure. 

Maintaining a balance between these elements will be important for sustaining long-term 

success. 

 

Conclusion  

This report has explored how Tesco’s organisational culture influences key aspects of 

its operations, including structure, decision-making and overall performance. The 

analysis has shown that Tesco’s strong focus on customer satisfaction, efficiency and 

teamwork supports consistent service delivery and operational effectiveness across its 

stores. 



The application of models such as Schein’s and Hofstede’s has provided a deeper 

understanding of both the visible and underlying elements of Tesco’s culture. These 

frameworks highlight how values and assumptions shape employee behaviour and 

organisational practices. At the same time, the findings suggest that while Tesco’s 

culture supports performance and competitiveness, it may also create challenges, 

particularly in relation to flexibility and employee pressure. 

Overall, Tesco’s organisational culture can be seen as a key strength, but maintaining a 

balance between efficiency, adaptability and employee wellbeing will be essential to 

support long-term success in a changing retail environment. 
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