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[bookmark: _Toc223948719]Introduction
Organisational culture plays a central role in shaping how organisations function, influencing employee behaviour, decision-making processes, organisational structure, and overall performance. Mullins and Christy (2016) describe organisational culture as the shared values, beliefs, and norms that define “how things are done around here.” In today's highly competitive, globalised business environment, a strong, adaptive organisational culture is essential for organisational effectiveness and long-term sustainability. This report examines the organisational culture of Tesco PLC, one of the largest multinational retail organisations headquartered in the UK. Tesco operates across multiple international markets and employs a diverse workforce, making it a suitable choice for analysing the influence of organisational culture within a complex organisational setting. Over time, Tesco's culture has evolved in response to market competition, technological advancement, and changing consumer expectations. The organisation emphasises values such as customer focus, teamwork, accountability, and continuous improvement to support its strategic objectives (Tesco, 2023). Drawing on the arguments presented by Mullins and Christy (2016), this report critically evaluates how organisational culture influences Tesco’s organisational structure and decision-making processes. The report also explores how Tesco leverages its organisational culture to respond to external environmental pressures and assesses whether culture acts as an enabler or a barrier to effective organisational culture. Tesco’s overall performance is evaluated, and recommendations for improvement are proposed.
[bookmark: _Toc223948720]Organisational Culture of Tesco PLC
Tesco PLC’s organisational culture plays a significant role in shaping employee behaviour, management practices, and overall organisational performance. Organisational culture can be understood as the shared values, beliefs, and assumptions that influence how work is carried out within an organisation (Mullins and Christy, 2016). At Tesco, culture is strongly aligned with its customer-focused strategy and is underpinned by clearly defined values such as “serving customers,”” working together,” and “taking responsibility” (Tesco, 2023). These values are embedded across different levels of the organisation and influence everyday decision-making, employee interactions, and leadership behaviour. Using Schein’s (2010) model of organisational culture, Tesco’s culture can be analysed through its artefacts, espoused values, and underlying assumptions. Artefacts include visible practices such as staff uniforms, structured training programs, and performance targets emphasise efficiency and customer service. Espoused values are reflected in Tesco’s public commitment to teamwork, diversity, inclusion, and ethical business practices, which are communicated through internal policies and corporate reporting (Tesco, 2023). At a deeper level, underlying assumptions within Tesco suggest a strong belief in continuous improvement, accountability, and responsiveness to customer needs, which aligns with the organisation’s competitive retail environment. Furthermore, Tesco’s culture demonstrates elements of Handy’s (1993) task and role culture, where clear structures, defined responsibilities, and performance-based objectives coexist with teamwork and collaboration. This cultural blend supports operational efficiency while enabling flexibility in responding to market changes. However, Tesco’s culture has also evolved following past organisational challenges, including governance and performance issues, leading to a stronger emphasis on transparency, ethical conduct, and employee engagement. In a highly competitive and globalised retail sector, Tesco’s organisational culture acts largely as an enabler by supporting strategic alignment, motivating employees, and enhancing customer satisfaction. Nevertheless, maintaining cultural consistency across international operations remains an ongoing challenge due to differing national cultures and local market conditions. Overall, Tesco’s organisational culture is a critical factor influencing its internal functioning and ability to adapt to external environmental pressures, reinforcing the view that culture is a key driver of organisational effectiveness (Mullins and Christy, 2016).
[bookmark: _Toc223948721] Influence of Culture on Structure and Decision-Making
Organisational culture plays a significant role in shaping structure and decision-making within Tesco. According to management and organisational behaviour, culture reflects shared values, beliefs and assumptions that influence how organisations operate and make decisions (Mullins and Christy, 2016). Tesco’s customer centred culture, summarised in its philosophy of “serving customers a little better every day,” has strongly influenced its relatively decentralised and flexible organisational structure. Store managers and regional leaders are empowered to make operational decisions based on local customer needs, enabling faster responses to market changes and improving service quality. This reflects a culture of trust, accountability and responsiveness, where decision making authority is not concentrated solely at the top but distributed across different levels of management. Furthermore, Tesco’s performance driven culture supports a structured hierarchy with clear roles, targets and reporting systems, ensuring consistency and control across its large global operations. Decision making is heavily data driven, supported by insights from Clubcard loyalty data and performance metrics, demonstrating how a culture focused on efficiency and continuous improvement shapes strategic and operational choices. Additionally, Tesco’s collaborative culture encourages cross-functional teamwork between departments such as supply chain, marketing and store operations, influencing a matrix-style coordination approach rather than a rigid functional structure. This enables more informed and balanced decisions, particularly in responding to external pressures such as competition, digital transformation and economic uncertainty. However, while Tesco’s strong cost efficiency culture promotes disciplined decision making and operational control, it can sometimes centralise strategic decisions at senior leadership level, especially in areas involving financial risk, large investments or corporate strategy. This reflects the need to balance empowerment with control in a large organisation. Moreover, Tesco’s ethical and inclusive cultural values influence decision making by embedding corporate social responsibility, sustainability and stakeholder considerations into strategic planning, demonstrating that decisions are not based solely on profit but also long-term reputation and social impact. Overall, Tesco’s organisational culture acts as a guiding framework that shapes both its structural design and decision making processes by promoting customer focus, accountability, collaboration and efficiency. This alignment between culture, structure and decision making enhances organisational effectiveness, responsiveness and long term performance in a complex and competitive retail environment (Mullins and Christy, 2016).   
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[bookmark: _Toc223948723]Hofstede’s Cultural Dimensions Applied to Tesco PLC
Geert Hofstede’s cultural dimensions theory explains how national culture shapes organisational behaviour within Tesco. The United Kingdom’s low power distance encourages participative leadership, reflected in Tesco’s open communication and employee involvement in decision-making processes (Quarterdeck, 2025). The UK’s strong individual culture is evident in Tesco’s focus on employee development and flexible working practices, enabling staff to take initiative while contributing to organisational performance. Additionally, Tesco promotes teamwork, equality, and employee wellbeing through diversity and inclusion policies, aligning with Hofstede’s femininity dimension (Essay48, 2020). Moderate uncertainty avoidance within British culture also allows Tesco to adopt flexible operational practices, enabling local stores to respond effectively to customer needs while maintaining overall strategic direction. Therefore, Hofstede’s framework helps explain how Tesco’s management style aligns with UK cultural values and supports organisational effectiveness.
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Edgar schein’s three levels of organisational culture model explains how organisational values and behaviours operate within companies such as Tesco. The first level, artefacts, refers to visible elements such as Tesco’s store layout, uniforms, customer service standards, and branding, which reflect a strong customer focused culture. The second level, espoused values, includes Tesco’s commitment to teamwork, inclusivity, and delivering value for customers, demonstrated through employee engagement initiatives and service policies. The deepest level, basic underlying assumptions, represents shared beliefs guiding behaviour, such as prioritising customer satisfaction and operational efficiency across all stores. These cultural layers influence employee behaviour and organisational decision making, ensuring consistency between Tesco’s strategy and daily operations. Schein’s model therefore helps explain how Tesco maintains a unified organisational identity while operating across diverse markets and adapting to changing customer expectations (Schein, 2010).
[bookmark: _Toc223948725]Handy’s Cultural Types Applied to Tesco PLC
Charles Handy’s cultural typology identifies four organisational cultures: power, role, task, and person culture. Within Tesco, role culture is strongly evident due to its structured hierarchy, clearly defined job roles, and formal procedures that ensure efficiency across large retail operations. Standardised processes allow Tesco to maintain consistency in customer service and operational performance across multiple stores (Handy,1993). Tesco also demonstrates aspects of task culture, particularly through teamwork and problem solving initiatives aimed at improving customer experience and store performance. Employees collaborate within departments to meet targets, reflecting flexibility alongside structure. Elements of power culture exist at senior management level, where strategic decisions regarding expansion, pricing, and digital transformation are directed by leadership to maintain competitive advantage (Johnson et al., 2020). However person culture is less dominant, as organisational goals generally take priority over individual autonomy. Overall, Tesco operates through a combination of role and task cultures, enabling operational control while encouraging teamwork and innovation. Handy’s framework therefore highlights how Tesco balances structure with collaboration to achieve organisational effectiveness within a competitive retail environment.
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Terrence Deal and Allan Kennedy developed a cultural model based on risk level and speed feedback, identifying four organisational cultures: tough-guy macho, work hard/ play hard, bet-your-company, and process culture. Within Tesco, the work hard/play hard culture is most evident. Retail operations require fast feedback through daily sales performance, customer interactions, and service outcomes. Tesco encourages teamwork, customer engagement, and performance targets, reflecting an energetic environment focused on high service standards and continuous improvement (Deal and Kennedy, 2000). Elements of process culture are also present due to Tesco’s reliance on operational procedures, compliance standards, and structured management systems required in large scale retailing. Employees follow established policies related to stock control, health and safety, and customer service to minimise risk and ensure consistency across stores (Johnson et al., 2020). In contrast, Tough-guy macho and Bet-your-company cultures are less dominant because Tesco operates within calculated commercial risks rather than high-risk individual decision-making. Overall, Deal and Kennedy’s framework demonstrates how Tesco balances performance driven teamwork with procedural stability to maintain organisational effectiveness.
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Gerry Johnson and Kevin Scholes developed the cultural web to explain how organisational culture is formed through interconnected elements surrounding a central paradigm. Within Tesco, symbols such as branding, store layouts, and employee uniforms reinforce a strong customer-focused identity. Rituals and routines, including daily team meetings and performance monitoring, support operational consistency and service quality across stores. Stories about customer service success and business transformation help communicate Tesco’s values to employees, while power structures remain centred on senior management guiding strategic decisions. The company’s organisational structure reflects a hierarchical yet decentralised system, enabling local store managers to respond to customer needs while aligning with corporate strategy. Additionally, control systems, including sales targets and performance reviews, reinforce efficiency and accountability (Johnson et al., 2020). Together, these elements create Tesco’s cultural paradigm, centred on customer satisfaction, teamwork, and operational efficiency. The cultural web therefore illustrates how visible practices and underlying assumptions interact to sustain Tesco’s organisational performance and competitive positioning (Johnson and Scholes, 1992).

[bookmark: _Toc223948728]Culture and the External Environment
Tesco’s organisational culture demonstrates continuous adaption to external environmental pressures, which can be analysed effectively through a PESTLE framework alongside Denison’s organisational culture model. Politically, changes in UK trade policy, food regulation, and labour standards have required Tesco to embed compliance and ethical governance into its cultural values, particularly following heightened scrutiny after accounting controversies and Brexit-related supply distributions. This has strengthened a culture focused on accountability, transparency, and operational control (Johnson et al., 2020). Economically, fluctuating inflation rates, rising energy costs, and shifts in consumer purchasing power have encouraged Tesco to reinforce its value-driven culture centred on efficiency and customer affordability, reflected in initiatives such as price-matching strategies and expansion of own-brand ranges. These economic pressures align with Denison's adaptability trait, which emphasises responsiveness to market demands and customer needs (Denison, 1990). Social factors have also reshaped Tesco’s culture, particularly evolving consumer expectations regarding sustainability, ethical sourcing, and inclusivity. Tesco’s commitment to reducing food waste and promoting healthier choices illustrates how organisational culture evolves to reflect societal values, supporting Denison’s mission and involvement traits by aligning employee behaviour with broader social purpose. Technological change represents another major external driver; the growth of e-commerce, data analytics, and automation has required Tesco to cultivate a culture of innovation and learning. Investment in online grocery platforms and digital loyalty schemes demonstrates how technological pressures reinforce cultural norms encouraging collaboration, continuous improvement, and customer insight utilisation (Cameron and Green, 2019). Legally, stricter data protection regulations such as GDPR have influenced Tesco’s internal culture toward risk awareness and responsible data management, embedding compliance into everyday decision-making processes. Environmentally, climate change expectations and net-zero targets have prompted Tesco to integrate sustainability into its organisational identity, shaping employee engagement around long-term environmental stewardship. Denison’s consistency trait is particularly relevant here, as shared values surrounding sustainability create coordinated behaviour across stores, supply chains, and leadership levels. Overall, Tesco’s culture is not static but dynamically shaped by external PESTLE forces, balancing operational stability with strategic flexibility. By embedding adaptability, shared mission, employee involvement, and internal consistency, Tesco demonstrates how organisational culture acts as a strategic mechanism enabling resilience in a highly competitive retail environment. The integration of Denison’s cultural traits within responses to political, economical, social, technological, legal, and environmental pressures highlights how cultural alignment supports organisational performance and long-term competitiveness.
Tesco uses organisational culture as a strategic tool to adapt to changes in its external environment, including shifting consumer expectations, technological advancements, and increasing competition in the retail sector. The company promotes a customer-focused culture summarised by it core value of “serving customers a little better every day,” which encourages employees to prioritise service quality, responsiveness, and innovation. This cultural emphasis enables Tesco to respond effectively to external pressures such as the growth of online shopping, sustainability concerns, and price competition from discount retailers. For example, a collaborative and data-driven culture supports the company’s investment in digital platforms, loyalty programmes, and supply-chain technologies, allowing it to analyse consumer behaviour and adjust products or pricing strategies accordingly. Additionally, Tesco’s culture promotes accountability and continuous improvement among employees, which helps the organisation remain flexible when responding to economic fluctuations or regulatory changes in the retail market. By embedding adaptability, customer orientation, and innovation within its organisational culture, Tesco aligns internal behaviours with external market demands, strengthening its competitiveness and long-term performance. Therefore, organisational culture plays a critical role in enabling Tesco to interpret environmental changes and implement strategic responses effectively (Johnson, Scholes and Whittington, 2017; Tesco, 2023). 

[bookmark: _Toc223948729]Organisational Culture as a Barrier
Organisational culture can sometimes act as a barrier to effective functioning within Tesco if established values, behaviours, or management practices limit flexibility and innovation. In large organisations such as Tesco, a strong and long-standing corporate culture may create resistance to change among employees, particularly when new technologies, strategies, or operational processes are introduced. For example, if staff are accustomed to traditional ways of working, they may be reluctant to adopt digital systems or new customer service approaches, slowing organisational adaptation to a rapidly evolving retail environment. Additionally, hierarchical decision-making structures or pressure to meet performance targets may discourage open communication, reducing employee willingness to share ideas or report operational issues. This can limit collaboration and reduce organisational learning. Furthermore, a highly performance-driven culture may increase stress and reduce employee engagement, which can negatively affect productivity and service quality. Therefore, if not managed carefully, organisational culture can hinder innovation, adaptability, and effective organisational performance within Tesco (Schein, 2017).

[bookmark: _Toc223948730] Impact of Culture on Organisational Performance
Organisational culture has a significant impact on organisational performance because it influences employee behaviour, decision-making, and the overall effectiveness of business strategies. In the case of Tesco, a strong customer-focused culture plays a key role in supporting performance and competitiveness in the retail industry. Tesco promotes values such as teamwork, accountability, and the principle of “serving customers a little better every day,” which encourages employees to prioritise customer satisfaction and operational efficiency. This cultural approach can improve service quality, employee engagement, and productivity, all of which contribute to stronger financial performance and brand loyalty. However, the impact of organisational cultures not always entirely positive. A highly performance-driven culture may place pressure on employees to meet targets, which can lead to stress or unethical behaviour if not properly managed, therefore, while Tesco’s organisational culture generally supports strategic goals and customer service excellence, it must balance with ethical leadership and employee wellbeing to maintain sustainable organisational performance (Johnson, Scholes and Whittington, 2017).
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In conclusion, organisational culture plays a critical role in shaping how Tesco operates, makes decisions, and responds to its internal and external environment. The analysis of Tesco’s organisational culture demonstrates that shared values such as customer focus, teamwork, accountability, and continuous improvement strongly influence employee behaviour and organisational performance. Through the frameworks such as Schein’s three levels of culture, Hofstede’s cultural dimensions, and the cultural models of Handy and Deal and Kennedy, it becomes evident that Tesco’s culture combined structured management practices with collaborative teamwork. These cultural characteristics support operational efficiency, consistent service delivery, and strategic alignment across Tesco’s global operations. Furthermore, Tesco’s decentralised decision-making approach allows local managers to respond quickly to market changes while still maintaining alignment with the organisation's overall strategic objectives. However, the evaluation also highlights that organisational culture can present challenges if not carefully managed. In large multinational organisations like Tesco, maintaining a consistent culture across diverse international markets can be difficult due to differences in national culture, employee expectations, and market conditions. Additionally, a strong focus on performance targets and operational efficiency can create pressure for employees, which may affect morale or decision-making if not balanced with ethical leadership and employee well-being initiatives. Overall, Tesco’s organisational culture largely functions as an enabler of organisational effectiveness rather than a barrier. Its emphasis on customer satisfaction, accountability, collaboration, and innovation helps the company remain competitive within the highly dynamic retail industry. At the same time, Tesco must continue adapting its culture to evolving external factors such as technological change, economic uncertainty, and shifting consumer expectations. By maintaining a culture that supports flexibility, ethical governance, and employee engagement, Tesco can sustain long-term organisational performance and resilience in an increasingly competitive global market (Mullins and Christy, 2016; Schein, 2010).
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