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1. Introduction 
“The pervasive nature of culture in terms of ‘how things are done around here’ and common values, beliefs and attitudes will therefore have a significant effect on organisational processes such as decision-making, design of structure, group behaviour, work organisation, motivation, job satisfaction, and management control. With increasing globalization, work organisations are becoming even more complex and internationally based. There is greater emphasis on the understanding and management of a diverse group of people from different nationalities into a coherent culture.”
 (Mullins and Christy, 2016, pg. 574). 


Organisational culture plays a significant role in shaping how organisations operate, make decisions, and respond to internal and external pressures. According to Mullins and Christy (2016), organisational culture represents shared values, beliefs, and behavioural norms that influence the way employees interact and how organisational processes are carried out.

This report analyses the organisational culture of Tesco and examines how culture influences organisational structure, decision-making processes, and overall performance. The report also explores how organisational culture enables companies to respond to external environmental factors such as competition, technological change, and globalisation.

Tesco operates in multiple countries and serves millions of customers weekly, making it a highly complex, multinational organisation. In such environments, organisational culture is a key determinant of success, as it influences decision-making, employee behaviour, and the company’s ability to adapt to changing markets. Studying Tesco’s culture provides insight into how large retail organisations balance hierarchical control with local autonomy, innovation, and responsiveness to customer needs. This report therefore examines the interaction between culture, structure, decision-making, and performance, providing a comprehensive understanding of its strategic impact.

To support this analysis, the report applies key theoretical frameworks including Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions Theory, and Handy’s Cultural Types. These frameworks provide insight into how organisational culture can be identified, analysed, and evaluated within a large multinational organisation. The report further assesses whether organisational culture acts as a barrier or an enabler to effective organisational functioning within Tesco.


2. Influence of Culture on Structure and Decision-Making within Tesco


Organisational culture strongly influences both the structure of organisations and the way decisions are made. The values and beliefs shared within an organisation shape management practices, communication patterns, and the distribution of authority across different levels of the organisation.

Within Tesco, the corporate culture emphasises customer focus, teamwork, and accountability. These values contribute to a relatively hierarchical organisational structure that ensures clear reporting lines and defined responsibilities. The company operates through structured leadership levels including store managers, regional managers, and senior executives, which supports coordination and accountability across its large network of stores.

Despite this hierarchical structure, Tesco also encourages employee input and operational feedback, particularly from employees working directly with customers at store level. As a result, while strategic decisions are typically made by senior management, operational decisions are often delegated to store managers. This balance between centralised strategic control and decentralised operational decision-making enables the organisation to maintain consistency while remaining responsive to local market needs.

For example, store managers may make decisions regarding staffing, local promotions, and day-to-day operational issues, while corporate leadership remains responsible for major strategic decisions such as pricing strategies, technological investments, and organisational expansion. This combination of structured hierarchy and decentralised authority reflects a culture focused on both efficiency and responsiveness.

In addition, Tesco promotes data-driven decision-making using customer analytics and performance metrics. Information gathered from customer data, including the Tesco Clubcard loyalty programme, enables managers to make more informed decisions regarding product offerings, marketing strategies, and store operations. This analytical approach demonstrates how organisational culture influences management control systems and decision-making practices.

While Tesco’s hierarchical structure ensures clarity and operational consistency, it may limit innovation at times, particularly in rapidly changing market conditions. For example, the introduction of new store layouts or digital services often requires multiple approval layers, which can delay implementation. However, the decentralised decision-making at store level allows managers to tailor promotions and staffing to local needs, demonstrating how culture balances control and flexibility. This combination reflects a pragmatic approach: the organisational culture encourages efficiency and accountability while still enabling employees to make operational decisions that directly affect customer satisfaction.


3.	Identifying Cultural Types: Models and Frameworks

Using frameworks such as Edgar H. Schein’s cultural model, Geert Hofstede’s cultural dimensions, and Charles Handy’s cultural typology, it is evident that Tesco operates primarily with a role-oriented and customer-focused culture.

Schein’s model highlights that Tesco’s underlying assumption – that customers drive business success – influences all levels of decision-making, from marketing strategy to store operations. However, while Schein provides a deep understanding of internal culture, it does not fully explain cross-cultural challenges in Tesco’s international stores. Similarly, Hofstede’s model is useful in assessing how national cultures affect employee behaviour, but it may oversimplify the complexity of multicultural teams. Handy’s typology allows classification of Tesco as a role culture, but it does not capture the dynamic nature of project teams and digital innovation, where task-oriented approaches are increasingly evident. Therefore, while these frameworks are complementary, they have limitations that should be acknowledged when analysing a large, global organisation.

· Edgar H. Schein’s cultural model 
The framework developed by Edgar H. Schein explains organisational culture at three levels:
· Artefacts
These are visible organisational elements such as:
· Store layouts
· Customer service standards
· Branding and uniforms
· Corporate slogans such as “Every Little Helps”

At Tesco, artefacts reflect a strong customer-service orientation.

· Espoused Values
These represent the organisation’s declared values, including:
· Customer satisfaction
· Respect for colleagues
· Continuous improvement
These values guide employee behaviour and operational priorities.

· Basic Underlying Assumptions
These are deeply embedded beliefs such as:
· Customers drive business success
· Efficiency and scale create competitive advantage

These assumptions shape strategic choices and internal processes.

· Charles Handy’s cultural typology

Charles Handy identified four culture types:
· Power Culture
· Role Culture
· Task Culture
· Person Culture

Tesco largely demonstrates a Role Culture, where responsibilities are clearly defined through organisational hierarchies and job descriptions. Procedures and policies ensure consistency across stores.

However, elements of Task Culture also appear in project teams, particularly in areas such as supply chain innovation and digital transformation.


· Geert Hofstede’s cultural dimensions 

Geert Hofstede developed cultural dimensions used to analyse organisational behaviour.

In Tesco’s international operations:
· Low Power Distance encourages employee participation and feedback.
· Moderate Uncertainty Avoidance allows flexibility in adapting to market changes.
· Long-Term Orientation supports investment in technology and sustainability initiatives.

These cultural dimensions help Tesco operate effectively across international markets.












4 	Organisational Culture and the External Environment


Organisations operate in constantly changing environments influenced by economic conditions, technological developments, competitive pressures, and regulatory requirements. Organisational culture plays an important role in enabling companies to respond effectively to these external factors.

Tesco’s organisational culture emphasises customer focus, innovation, and operational efficiency. These cultural values enable the company to adapt effectively to changing market conditions and evolving consumer expectations. In the highly competitive UK retail sector, Tesco faces strong competition from other major supermarket chains such as Sainsbury’s, Aldi, and Lidl. As a result, the organisation continuously adapts its strategies to maintain its competitive position.

One example of this adaptation is Tesco’s investment in digital transformation and technological innovation. The company has developed online grocery shopping services, mobile applications, self-checkout systems, and home delivery services in response to increasing consumer demand for convenience and digital accessibility. These initiatives demonstrate how the organisation’s culture encourages innovation and responsiveness to changing customer behaviour.

Tesco’s organisational culture has enabled the company to respond effectively to external pressures such as Brexit, economic fluctuations, and the COVID-19 pandemic. During COVID-19, Tesco rapidly implemented social distancing, online delivery expansion, and priority shopping for vulnerable customers, demonstrating a culture of responsiveness and customer focus. Similarly, environmental regulations and sustainability pressures have prompted Tesco to implement carbon reduction strategies and ethical sourcing initiatives, reflecting the integration of social responsibility into its cultural values. Hofstede’s cultural dimensions provide insight into how Tesco balances global standardisation with local adaptation, allowing managers in different countries to make culturally sensitive decisions while adhering to core organisational values.

Tesco also incorporates sustainability and corporate social responsibility into its organisational culture. Initiatives aimed at reducing food waste, improving supply chain transparency, and lowering carbon emissions demonstrate the organisation’s efforts to respond to environmental and regulatory pressures. By embedding these values into its culture, Tesco can align its operations with broader social and environmental expectations.
5	Organisational Culture as a Barrier

Organisational culture can either support or hinder organisational effectiveness.

While Tesco’s culture largely supports organisational effectiveness, it can also act as a barrier in certain circumstances. Hierarchical structures, strong routines, and established procedures can limit flexibility and slow decision-making. For example, the 2014 accounting scandal highlighted weaknesses in governance and internal controls, revealing that even a customer-focused culture could not fully prevent operational failures when cultural assumptions about accountability were not consistently applied. To overcome these barriers, Tesco could reinforce ethical leadership, improve transparency, and promote a culture of continuous improvement, ensuring that operational routines support innovation rather than hinder it.

Culture as a Potential Barrier

Certain cultural characteristics can create challenges such as.

1. Hierarchical structures may slow decision-making. 
2. Strong established routines may limit innovation. 
3. Large organisational size can make cultural change difficult. 

Tesco’s culture supports effectiveness through:

· Strong customer focus 
· Clear roles and responsibilities 
· Emphasis on performance and accountability 
· Collaborative teamwork 

These factors promote operational efficiency and consistent service delivery.

For example, Tesco faced reputational challenges during the accounting scandal in 2014, which highlighted weaknesses in governance and internal controls.  Therefore, while culture generally supports organisational performance, it must continuously evolve.









6	Impact of Culture on Organisational Performance


Organisational culture has a significant impact on organisational performance, as it influences employee behaviour, operational efficiency, and the organisation’s ability to achieve its strategic objectives. Mullins and Christy (2016) suggest that culture affects key organisational processes such as motivation, communication, leadership, and management control, all of which contribute to overall performance.

Tesco’s organisational culture has a direct impact on its performance across multiple dimensions. A strong customer focus enhances customer loyalty, contributing to higher market share and brand recognition. Employee engagement and empowerment foster a motivated workforce, which improves productivity and reduces turnover costs. Operational consistency ensures that service quality is maintained across hundreds of stores, supporting efficiency and profitability. However, the hierarchical elements of the culture may sometimes slow innovation, which could affect responsiveness in a fast-moving retail environment. Overall, the interplay between culture and performance demonstrates that organisational culture is not merely descriptive but acts as a strategic tool in achieving competitive advantage.

Within Tesco, organisational culture plays an important role in supporting business success and maintaining competitive advantage. A culture that emphasises teamwork, accountability, and customer focus helps create a positive working environment where employees are encouraged to contribute to organisational goals.

Firstly, organisational culture influences employee motivation and engagement. When employees understand and share organisational values, they are more likely to demonstrate commitment to their roles and contribute to improved productivity. A supportive work environment can also increase job satisfaction and reduce employee turnover.

Secondly, Tesco’s customer-focused culture contributes to strong customer relationships and brand loyalty. Employees are encouraged to prioritise customer satisfaction, which helps ensure consistent service quality across stores. This focus on customer experience supports the organisation’s ability to maintain its market position within the highly competitive retail industry.

Finally, organisational culture contributes to operational efficiency by providing clear expectations regarding behaviour and performance standards. Shared organisational values help ensure consistency across Tesco’s large network of stores, allowing the organisation to maintain effective coordination and reliable service delivery.

Overall, organisational culture plays a fundamental role in shaping organisational performance by influencing employee behaviour, service quality, and the organisation’s ability to respond to market changes.

Recommendations.tTo strengthen organisational culture and performance, the following recommendations are proposed:

1. Strengthen Ethical Governance
The company should reinforce ethical leadership and transparency through stronger accountability mechanisms.

2. Encourage Innovation
Tesco should promote a culture that supports experimentation and creative problem-solving.

3, Enhance Cross-Cultural Leadership
As a multinational organisation, greater emphasis should be placed on managing cultural diversity across international operations.

4. Increase Employee Participation
Greater involvement of frontline employees in decision-making can improve service quality and innovation.



7	Conclusion

This report has demonstrated that organisational culture is not only influential but acts as an Organisational culture is a fundamental factor influencing how organisations operate, make decisions, and achieve their strategic objectives. As highlighted by Mullins and Christy (2016), shared values, beliefs, and behaviours shape organisational processes and management practices.

The analysis of Tesco demonstrates that organisational culture significantly influences the company’s structure, decision-making processes, and overall performance. Tesco’s culture emphasises customer focus, operational efficiency, and teamwork, which supports a structured organisational framework with clearly defined roles and responsibilities.

The application of theoretical frameworks including Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions Theory, and Handy’s Cultural Types provides valuable insight into how culture operates within the organisation. These frameworks demonstrate that Tesco largely reflects characteristics of a role-oriented culture while also incorporating elements that support adaptability and innovation.

Overall, organisational culture acts primarily as an enabler of organisational effectiveness within Tesco. By promoting customer satisfaction, employee engagement, and operational consistency, the company’s culture contributes positively to organisational performance. However, it remains important for large organisations such as Tesco to continuously review and develop their culture to remain flexible and responsive to changing business environments.
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