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[bookmark: _Toc216148650]Abstract 
In this report, I will be critically assessing the Organisational Culture of the world’s biggest retailer Walmart. I will be explaining how its Organisational Culture shapes the company’s structure, decision making, the adaption to the external environment and its overall performance. 
According to Walmart Careers (2025), “ We define culture as our values in action. It’s how we deliver superior customer service, create a great front line work environment and improve performance in order to achieve our common purpose of saving people money so they can live better”.  This statement indicates that Walmart’s culture is built around the four core values which are Respect, Service, Excellence and Integrity. Its placed in a hierarchical, functionally structured organisation that is designed to support cost leadership and global scalability.
By using established organisational culture and change frameworks such as Schein’s levels of culture and Handy’s typology, this report analyses will show how Walmart’s culture has influenced behaviour, decision-making processes and how the company responses to competitive and technological pressures. The discussion will focus on the cultural strengths such as operational discipline and customer focus as well as weaknesses that include centralisation, employee dissatisfaction and barriers to innovation and empowerment.
The report will then conclude with Walmart’s culture and how’s it’s been a major source of competitive advantage but at the same time, till this day they are still face ongoing challenges, especially in areas of employee engagement and agility to quickly change retail environment. Recommendations will include strengthening participative practices, as well as it will help by investing more into learning and development. Building a more innovation-oriented subculture in digital operations, will improve integrating global and local cultural expectations.







[bookmark: _Toc216148651]Introduction 
 Walmart is a multinational retail corporation based in the United States, the company operates on a global network of hypermarkets, discount department stores and e-commerce platforms. It has sustained a competitive advantage throughout its history by guaranteeing everyday low prices, scale efficiencies and a highly disciplined operating model, but yet behind these strategic capabilities lies an organisational culture that moulds how employees behave, in a way their decisions are made and how the company responds to environmental pressures.
“Organisational Culture can be defined as the shared values, beliefs and underlying assumptions that influence how people act within an organisation” (Schein, 2010).  Culture is very important in large retailers such as Walmart, where there is millions of employees that must cooperate with complex activities across geographically dispersed operations. Walmart as a company explicitly emphasises on culture as “our values in action”, linking day to day behaviour with performance and customer service.
This report will critically examine Walmart’s organisational culture, how it interacts with corporate structure and decision making, the types of culture operating within the company and how the culture supports or adapts to the external environment. I will then use relevant theories to explore barriers to effective functioning and the impact of culture on performance, before giving recommendations, conclusion and a list of references.
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[bookmark: _Toc216148653]3.1 Organisational Structure of Walmart
Walmart’s organisational Structure is controlled by the company’s activities and these activities are currently in the retail industry including operations in the e-commerce market. The company’s corporate structure imposes limitations on how the business addresses its problems and with these structural characteristics it helps facilitate the company’s strategic implementations in capturing bigger share of the retail market. 
The history of Walmart Inc. in succeeding and continuing growing internationally shows that the company’s organisational structure and organisational culture are accommodating in bringing competitive advantages and success. Both, organisational structure and culture maintain the right amount of competitive advantage of Walmart against other company’s such as Adli, Costco, Amazon and Home Depot, as well as many others smaller retailers.
[bookmark: _Toc216148654]3.2 Walmart’s Company Structure
Since February 2014, Walmart has been run by a nine-strong Executive Committee that includes a President and CEO Doug McMillion. Other Walmart CEOs (Walmart International, Walmart U.S., and Sam’s Club) are also part of the Walmart Executive Committee, as are other C-level positions such as Chief People Officer and the Chief Technology Officer. 
Walmart operates a hierarchical, functional organisational structure, at times can be described as a hierarchical-functional hybrid also known as a matrix structure. This structure displays the following characteristics, a Clear Vertical lines of Authority, Functional Departments and some Divisional Elements. 
Clear Vertical Lines of Authority have multiple management layers from stores associates to store managers, regional managers and corporate executives.
Functional Departments such as Human Resources, Merchandising, Operations, Technology and Finance specialise in certain activities and are controlled at higher hierarchical levels.
Divisional Elements reflect on geographic segments such as Walmart U.S, Walmart international and Sam’s Club.

[bookmark: _Toc216148655]3.3 Decision-Making 
In Walmart decision-making is highly centralised, especially for strategic and policy issues for example, pricing, merchandising strategies, technology investments and ethical standards. The company utilises data-driven decision-making tools that include predictive analytics and supply chain optimised systems. with these systems they highlight key characteristics which include Data-oriented decisions by using real time inventory and sales data, centralisation for consistent global branding and cost control, limited autonomy at individual stores levels, although managers may adjust themselves to local demands from customers, and evaluations are made with a well driven performance that emphasises efficiency and customer satisfaction.
Its known in history, that leadership has been characterised as relatively autocratic with power concentrated at the top and decisions cascading down the hierarchy. According to an online article written by Bouttell. L (2025) “What Leadership Style Does Walmart Use: A Strategic Analysis”, it suggests that there is a trend towards more participative and transformational leadership styles, mostly in digital and innovation-oriented areas. Since 2014, Doug McMillion the CEO of Walmart embodied what leadership scholars what the term transformational leadership means, it is a style that is focused on inspiring others to  achieve extraordinary outcomes while developing  capabilities.
This structural and decision-making configuration supports tight control, consistency and cost efficiency but at the same time may also limit local discretion and organisational agility especially in fast-changing markets.
[bookmark: _Toc216148656]Organisational Culture of Walmart
Walmart states that culture is built around four core values which are, Services To The Customers, Respect for the Individual, Striving For Excellence and Acting Integrity. These values are operationalised through behavioural expectations as a customer focus, efficiency, caution and compliance with ethical standards. Walmart’s ethics and integrity policies emphasise adherence to laws, transparency and responsible conduct, suggesting a strong normative framework that guides behaviour.
 From Schein’s (2010) perspective, Walmart’s culture can be understood at three levels, Artefacts, Espoused Values and Basic Underlying Assumptions. 
Artefacts are elements such as store layouts, stuff uniforms, standardised procedures, metrics dashboards and formal policies.
Espoused Values have the official value and slogans that include respect, service, excellence and integrity which shapes expectations for managers and associates.
Basic Underlying Assumptions are less visible but include a belief in cost leadership as the primary way to competitiveness, the importance of disciplined execution and the view that performance metrics are central to controlling behaviour and making sure that there are results. 
According to the online article written by ResearchGate. Net (2021), Walmart’s culture highlights tensions between espoused values and experienced reality. There are studies that show that employees are concerned about low pay, limited training and perceived “anti-employee” policies which can generate a high turnover, dissatisfaction and union-related conflicts. 
Altogether, Walmart culture can be characterised as performance-oriented, well driven efficiency and value-based but has a few ongoing challenges in alignment with the lived experience of workers and corporate values.
[bookmark: _Toc216148657]Types of Culture Within Walmart
No large multinational has a single uniform culture, instead they display subcultures across functions, levels and geographics. In this section of the report I will be using Handy’s 4 types of culture (1993) typology to identify several cultural types that are within Walmart. These types of culture are Power Culture, Role Culture, Task Culture and Person Culture. 
The Power Culture depends on a central power source with rays of influence from the central figure throughout the organisation. This culture is normally found in small entrepreneurial organisations and relies on trust, empathy and personal communications for its effectiveness. In Walmart’s case, the organisation continues to focus on cost, market share and customer satisfaction that reflects a strong market culture, where competitiveness, productivity and achieving targets are central. A way that this culture is reinforced is by having performance metrics such as sales per square foot, on time delivery and inventory turnover.
The Role Culture is often stereotyped as a bureaucracy and works by logic and rationality but rests on the strength of strong organisational ‘pillars’ such as functions of specialists in finance, purchasing and production. This controlled culture within Walmart is hierarchical and role-based which emphasises, rules, procedures, stability and formal reporting lines. Employees are assigned specific roles with clear defined responsibilities and performance metrics, this strongly aligns with a hierarchy culture.
Task Culture is job or project orientated, in structural terminology the task culture can be linked to a net, some strands are strong and with much of power and influence at the interstices and a example is the matrix organisation. Influence is broadly spread and based more on expert power than on position or personal power, and with this being said this culture seeks to bring together the right resources and people. There are some studies that state Walmart exhibits elements of a task culture, especially in within store teams and cross functional projects where problem solving and teamwork are emphasised. In areas such as cross-functional teams, technology, logistics and e-commerce often collaborate with each other to improve processes and to implement innovations.
Person Culture is where the individual is the central focus and any structure that exists is to serve the individuals within it. Although it is found in only a few organisations, many individuals have a preference for person culture for example university professors and specialists. As a multinational, Walmart adjust aspects of this culture to local norms like China or Latin America by creating variations in communications styles, labour relations and management practices.
These overlapping culture types both generate synergies and tension and with the combination of strong hierarchy and market orientation that supports cost leadership, but at the same time it may cause confliction with aspirations for innovation, employee well-being and empowerment.
[bookmark: _Toc216148658]5.2 The Cultural Web Model Within Walmart 
This is the Johnson and Scholes’(1992) Cultural Web and it contains six inter-related elements, Stories and Myths, Symbols, Power Structure, Organisation Structure, Control Systems and Ritual and Routines.Power Structures
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I will be also be using this Cultural Web Design to identify the underlying assumptions that define Walmart’s culture:
Stories – the past and present events and what people talk about inside and outside of the company.  For Walmart the stories of Sam Walton’s humble beginnings and hands one leadership is told. Sam Walton was the founder of Walmart and he made the company the largest retailer in the world, he started in 1962 by focusing on low prices and a high sale volume in small towns and then growing it into a global giant. There has also been stories of other successful employee promotions from store roles to management.
Symbols – the visual representations of the company including logos, office décor and formal and informal dress codes. In Walmart the uniform is blue vests with Walmart’s smiley logo and the everyday low prices slogan is used regularly. In most cases, store have designs that emphasise simplicity and practicality.


Power Structure – in the company and its known that the power structure may lie for example, with a group of executives or a department, or it may be evenly distributed in a flat organisational structure. In the case of influence on decisions, operations and strategic direction these people have the strong position in demonstrating this. As in for Walmart, the company contains a very strong influence of centralised leadership and senior executives, as well as emphasising efficiency, compliance and accountability.
Organisational Structure – this includes structures defined by the organisational chart and the unwritten lines of power and influence that indicates whose contributions are most valued. In Walmart, its expected to have rigid hierarchies that reinforce top-down decision-making and a clear chain of command in stores and corporate offices.
Control Systems – are the ways that the organisation is controlled and this includes financial systems, quality systems and rewards. Extensive use of KPIs, sales data and cost metrics are used by Walmart as well as technologies are monitored in supply chain and store operations.
Rituals and Routines – the behaviour and actions of people that signal acceptable behaviour on a daily basis. For most Walmart stores daily meetings are conducted, as well as a strict compliance with operational routines and customer services standards, also performance reporting rituals across managerial levels.


[bookmark: _Toc216148659]Organisational Culture and the Adaption to the External Environment (PESTEL)
It is known that Walmart operates in a highly competitive retail environment that is shaped by economic fluctuations, changing consumer behaviour, regulatory pressures, technology disruption and rising sustainability expectations. In this section of my report I will be using the PESTEL analysis to highlight Walmart’s Political and legal scrutiny, social trends towards e-commerce and ethical consumption and very fast advances in digital technologies.

P   Political – Leadership changes, policy shifts, trade policies, political stability, tax policies, health and safety regulations and tariffs.
E   Economic – Global economic fluctuations, exchange rates, labour market conditions, supply chain disruption, interest rates and competition.
S   Social – Changing consumer preferences, health-conscious trends, demographic shifts, urbanisation, income inequality and CSR (Corporate Social Responsibility).
T   Technological – Growth of eCommerce, automation and AI, supporting technology, mobile technology, big data, robotic omnichannel retailing and cybersecurity.
E    Environmental – sustainability initiatives, waste management, sustainable sourcing, climate change impacts water and resource management and packaging waste.  
L    Legal – Compliance with labour laws, product liability, antitrust laws, consumer protection laws and employment discrimination laws.
Walmart’s hierarchical culture can sometimes have slow adaptation, as decision making is centralised and its strongly emphasis on standardisation may reduce experimentation and local responsiveness. In summary, Walmart’s culture has historically been an asset in response to external pressures related to cost and scale, but it must continue evolving to meet it technological, social and environmental expectations.
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While Walmart’s culture has given substantial benefits, it has also created barriers that can block its effective functioning. One barrier that has been highlighted is the employee dissatisfaction and turnover, some researchers have said about the issues around the low wages, limited benefits, restricted career opportunities and perceived favouritism that has leas to a high employee turnover and negative publicity. Some of these issues even undermine the espoused value of “respect for the individual” and can reduce commitment and service quality.
 Another barrier that can effective to functions of Walmart would be the centralisation and limited voice. in most cases, strong hierarchical control can discourage upward communication and innovation from frontline staff. Autocratic tendencies in leadership and a heavy level of focus on compliance may make employees reluctant to challenge practices or even suggest improvements.
There are more barriers that can be effective to the functioning of Walmart such as resistance to change, reputational challenges and external criticism and global integration vs local responsiveness, with these barriers it indicates that Walmart’s culture, while being strong it can still be rigid and cost-centric, requiring adjustments that are on going to support effective functioning and sustainable performance.


[bookmark: _Toc216148661]Organisational Culture and Organisational Performance of Walmart (SWOT)
Walmart’s culture has contributed to significantly to its long term success. Key performance outcomes Linked to its culture include, Market Leadership, Supply Chain Excellent, Customer Loyalty, Employee Productivity and Negative Impacts. 
Market Leadership – contains a strong cost-efficiency culture that supports its global dominance.
Supply Chain Excellence – Cultural values of discipline and technology adoption enhances logistics capabilities
Customer Loyalty – Commitment to low prices aligns with consumers expectations.
Employee Productivity – structured routines and training programmes are given to increase efficiency.
Negative Impacts – Employees being dissatisfied and turn over from cost cutting pressures as well as public backlash over labour issues that affects the brands reputation. 

[bookmark: _Toc216148662]8.2 SWOT Analysis for Walmart
In this section of the report I will also be demonstrating a SWOT analysis within Walmart, so that it shows its Strengths, Weaknesses, Opportunities and Threats.
Strengths: Strong brand Recognition, Efficient Supply Chain management, diverse revenue, economies of scales and strong customer base.
Weakness: Overdependence on the U.S market, labour practices, limited E-commerce presence, inconstant customer service and thin project margins.
Opportunities: Global expansion, E-commerce growth, demand for environmentally friendly products, diversification and technological advancements.
Threats: Intense Competition, economic downturns, changing consumer preferences, increasing regulatory scrutiny and litigation.
Overall, Walmart’s culture has historically been a source of high performance in cost and operational domains but its impact on employee experience and innovation are more uncertain which would require a more careful approach towards management.


[bookmark: _Toc216148663]Recommendations 
There are several ways that Walmart should consider to strengthen its organisational culture and sustain its long-term performance.
1. Investing in Employee Wellbeing – improved wages, benefits and work life balance can reduce turnover and enhance morale.
2. Increasing Employee Autonomy – this is where staff will be empowered to make local decisions that improves motivation and customer responsiveness.
3. 
4. Enhancing Local Cultural Adaptation – allowing greater cultural flexibility in international markets so that it improves alignment.
5. Promoting Innovation Culture – encourage on taking risks and creativity among employees that can help Walmart compete with digital-first retailers.
6. Strengthening Ethical Practices – have continuous improvements in sustainability and labour standards that will enhance Walmart’s public image and stakeholder trust.
These recommendations aim to preserve the strengths of Walmart’s culture efficiency, discipline and customer focus while still addressing its weaknesses in employee experience, innovation and global adaptability.
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Walmart’s organisational culture is a central element of its business model and strategic success. Its built around strong core  values and embedded in a hierarchical, functionally structured organisation. The culture emphasises efficiency, operational discipline and customer service. This has supported Walmart’s cost leadership, global expansion and resilience in a competitive retail environment.
Nevertheless, the same cultural characteristics that drive performance can also create significant barriers. Centralisation is a strong role that market cultures as well as intense focus on cost can lead to employees being dissatisfied with having a limited voice, resistance to change and reputational challenges. As the external environment becomes more digitised, socially conscious and volatile, Walmart must evolve its culture to better support innovation, employee well-being and local responsiveness.
By applying this organisational culture and changing frameworks it will highlight the need to reconcile espoused values with real life experiences, balance control with flexibility and integrate global and local cultural expectations. By adopting a more inclusive, innovative and ethically focused culture, Walmart can enhance its organisational performance and better adapt to future challenges as well as align leadership behaviours with values.
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