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Organisational Culture and its Influence on Structure, Decision-Making and Performance: Tesco 
1. Introduction
Organisational culture plays a crucial role in shaping how organisations operate, make decisions and interact with their internal and external environments. Culture refers to the shared values, beliefs, assumptions and behaviours that influence how employees perceive and respond to organisational situations (Schein, 2017). According to Laurie J. Mullins and Gill Christy, organisational culture reflects “how things are done around here” and significantly affects organisational processes including decision-making, structural design, employee motivation and management control (Mullins and Christy, 2016). 
One organisation where organisational culture has played a vital role in shaping operations is Tesco Plc. Founded in 1919, Tesco has grown into one of the largest retailers globally, operating thousands of stores across multiple countries and employing hundreds of thousands of staff (Tesco, 2024). The company’s success has been partly attributed to its strong organisational culture focused on customer satisfaction, employee engagement and innovation (Johnson et al., 2020).
This report critically evaluates how organisational culture influences the structure and decision-making processes within Tesco. Finally, the report evaluates the impact of organisational culture on Tesco’s overall performance and proposes evidence-based recommendations for improvement.

2. Influence of organisational culture on Tesco structure and Decision-Making
Organisational culture strongly influences how structures are designed and how decisions are made within companies. Culture determines the distribution of authority, communication patterns and employee autonomy within organisations. In the case of Tesco, the organisational structure reflects a balance between centralised strategic leadership and decentralised operational decision-making, which aligns with its customer-focused culture (Johnson et al., 2020).
Tesco operates through a hierarchical but relatively flexible organisational structure that includes corporate leadership, regional management and store-level teams. This structure allows strategic decisions to be made centrally while enabling store managers to respond to local customer needs (Hill and Jones, 2019). Such structural arrangements demonstrate how organisational culture can influence decision-making processes by promoting responsiveness and operational flexibility (Mullins and Christy, 2016).
Furthermore, Tesco’s culture emphasises teamwork and employee empowerment, which influences participative decision-making practices. Managers often encourage employee feedback and engagement through initiatives such as “Every Voice Matters,” which aims to incorporate employee perspectives into operational improvements (Tesco, 2024). This reflects a participative management approach where decision-making authority is partially distributed across organisational levels (Armstrong and Taylor, 2023).
However, the influence of culture on decision-making has not always been positive within Tesco. During the financial misreporting scandal in 2014, critics argued that internal pressures and performance-driven culture contributed to flawed decision-making processes . This suggests that while organisational culture can support efficiency and coordination, it may also create risks if performance pressures overshadow ethical considerations (Johnson et al., 2020).
Therefore, organisational culture at Tesco has significantly shaped both its structural design and decision-making processes by promoting decentralised operational authority while maintaining central strategic control. Nevertheless, the organisation must continuously monitor cultural influences to ensure that decision-making remains ethical, transparent and aligned with corporate values.

3. Identifying Organisational Culture at Tesco Using Schein and Hofstede Models

3- Schein’s Model of Organisational Culture
One of the most influential frameworks for analysing organisational culture is the model developed by Edgar H. Schein. Schein’s model explains that organisational culture operates at three interconnected levels: artefacts, espoused values, and underlying assumptions Schein, E. (2017). These levels range from visible cultural elements to deeply embedded beliefs that shape behaviour within organisations. Applying Schein’s framework to Tesco provides a comprehensive understanding of how culture influences employee behaviour, organisational practices and strategic decision-making.

3.1 Artefacts (Visible Organisational Structures and Behaviours)
The first level of Schein’s model refers to artefacts, which are the visible and observable aspects of organisational culture. Artefacts include physical environment, company symbols, dress codes, organisational rituals, communication patterns and observable employee behaviour (Schein, 2017
Within Tesco, several artefacts demonstrate the organisation’s culture and strategic priorities. One prominent example is the store layout and customer-focused design used across Tesco supermarkets. Stores are maximise accessibility and convenience for customers, with clear signage, organised product displays and efficient checkout systems,(Johnson et al., 2020).
Another important artefact within Tesco is its branding and corporate identity, particularly the well-recognised Tesco logo and slogan “Every Little Helps.” This slogan represents a cultural message emphasising customer service and continuous improvement. 
3.2. Espoused Values (Strategies, Goals and Philosophies)
The second level of Schein’s model refers to espoused values, which represent the stated principles, strategies and goals that guide organisational behaviour. Espoused values are often communicated through mission statements, corporate policies and leadership communication (Schein, 2017).
Tesco’s espoused values strongly emphasise customer focus, teamwork, responsibility and continuous improvement. The company’s corporate mission highlights the importance of serving customers effectively while maintaining high standards of quality and efficiency. These values influence organisational behaviour and provide a framework for decision-making at different levels of the company (Tesco, 2024).
One of the most significant espoused values within Tesco is its commitment to customer satisfaction. The organisation consistently emphasises that meeting customer needs is central to its long-term success. This value is reflected in Tesco’s investments in customer loyalty programmes, improved service delivery and digital retail platforms. These initiatives demonstrate Tesco’s commitment to corporate social responsibility and sustainable business practices (Hill and Jones, 2019).

3.3 Underlying Assumptions
Underlying assumptions represent deeply embedded beliefs that shape organisational behaviour (Schein, 2017). Within Tesco, one key assumption is that customer satisfaction drives long-term profitability. This belief influences decision-making processes related to pricing strategies, product assortment and service delivery (Hill and Jones, 2019).
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3.4- Schein’s Three Levels of Organisational Culture

	Level of Culture
	Description
	Examples in Organisations
	Example in Tesco plc

	Artefacts
	Visible and observable elements of organisational culture such as physical environment, language, dress code, rituals and behaviours. These are easy to observe but difficult to interpret without understanding deeper values.
	Office design, logos, uniforms, employee behaviour, organisational ceremonies.
	Tesco store layout, employee uniforms, customer service interactions, Tesco branding and loyalty programmes (Tesco, 2024).

	Espoused Values
	The stated values, strategies, goals and philosophies that organisations claim to follow. These guide employee behaviour and decision-making.
	Mission statements, corporate strategies, leadership principles.
	Tesco’s value of “Serving customers a little better every day”, commitment to teamwork, innovation and sustainability initiatives (Tesco, 2024).

	Basic Underlying Assumptions
	Deeply embedded, unconscious beliefs that determine how employees perceive situations and behave within the organisation. These assumptions are taken for granted and rarely questioned.
	Beliefs about leadership, trust, teamwork, and organisational success.
	Strong belief in customer satisfaction, efficiency in retail operations, and data-driven decision-making within Tesco.








3.2 Hofstede’s Cultural Dimensions
Geet Hofstede is well-known for his work exploring the national and regional cultural influences which affect the behaviour of organisations. Hofstede identified several dimensions that explain how cultural values influence organisational behaviour Hofstede, G., Hofstede, G.J. and Minkov, M. (2010). 
Concept of Means-Oriented Culture Tesco
A means-oriented culture focuses primarily on how work is carried out rather than the outcomes achieved. In such organisations, employees emphasise following established procedures, maintaining stability and reducing risks (Hofstede et al., 2010). Decision-making tends to prioritise compliance with rules, organisational policies and operational processes.
Means-oriented cultures are commonly found in organisations that operate in highly regulated environments or where consistency and standardisation are essential. Employees in these environments typically feel responsible for performing their tasks correctly rather than being individually accountable for final outcomes (Mullins and Christy, 2016).
Within large retail organisations such as Tesco, elements of a means-oriented culture can be observed in operational procedures related to inventory management, food safety standards, supply chain logistics and store operations. These processes require strict adherence to organisational guidelines to ensure operational consistency across thousands of stores (Johnson et al., 2020). Standardised procedures allow Tesco to maintain quality control and deliver a consistent customer experience.

Concept of Goal-Oriented Culture Tesco
In contrast, a goal-oriented culture focuses on achieving results and organisational objectives rather than strictly following processes. Employees in goal-oriented organisations are encouraged to take initiative, accept responsibility and focus on performance outcomes (Hofstede et al., 2010).
Goal-oriented cultures typically promote innovation, competitiveness and accountability. Managers in such organisations measure performance through targets, financial results and strategic achievements rather than procedural compliance (Armstrong and Taylor, 2023).
In the context of Tesco, elements of a goal-oriented culture are visible in the organisation’s emphasis on customer satisfaction, market leadership and financial performance. 
For example, store managers are often evaluated based on sales performance, customer satisfaction scores and operational efficiency indicators, which reflect a goal-oriented performance management system. Such systems encourage employees to focus on outcomes that contribute directly to organisational success (Hill and Jones, 2019).
Internally Driven Cultural Characteristics in Tesco
While Tesco exhibits strong externally driven characteristics, certain elements of internally driven culture are also present within the organisation. Performance management systems within Tesco also reflect internally driven cultural characteristics. The company utilises key performance indicators (KPIs) to monitor store performance, employee productivity and financial outcomes (Johnson et al., 2020). Such systems ensure that internal processes remain aligned with corporate objectives and operational standards.
For example, during the accounting scandal in 2014, excessive pressure to meet financial targets was identified as a factor contributing to inaccurate financial reporting practices. This incident highlights how internally driven performance cultures can potentially lead with in organisation.
Externally Driven Cultural Orientation in Tesco
An externally driven organisational culture places significant emphasis on understanding and responding to customer needs, market trends and external environmental pressures (Hofstede et al., 2010). Tesco’s investment in customer data analytics and loyalty programmes such as the Clubcard system demonstrates the organisation’s strong external orientation. Through data-driven insights, Tesco can analyse consumer purchasing patterns and tailor its product offerings accordingly.
encouraged the company to introduce policies aimed at reducing plastic packaging, lowering food waste and improving ethical sourcing practices (Tesco, 2024). By aligning its corporate strategies with broader societal expectations, Tesco demonstrates how an externally oriented culture allows organisations to adapt to social and environmental pressures.

2. Easy-going vs Strict
This relates to Hofstede’s uncertainty avoidance dimension:
· Easy-going culture: Flexible rules, employees have autonomy, tolerant of ambiguity.
· Strict culture: Strong rules, detailed procedures, low tolerance for deviation.
Tesco is moderately strict. It has formal processes for operations, compliance, and safety (e.g., food safety, store procedures), reflecting a structured approach (Tesco, 2024).
· Simultaneously, the culture allows employee initiative and innovation, particularly in customer service or local store promotions, reflecting some easy-going flexibility (Armstrong and Taylor, 2023).
Critical Understanding: The blend of easy-going and strict enables Tesco to ensure operational efficiency while remaining responsive to customer and market needs. however, could stifle innovation, whereas too much flexibility risks inconsistent service delivery.

3. Local vs Professional
This dimension aligns with individualism vs collectivism and global integration vs local responsiveness:
· Local-oriented culture: Emphasis on understanding local communities, informal interactions, and adapting practices to local norms.
· Professional-oriented culture: Emphasis on standardisation, formal structures, and corporate professional values.
At Tesco:
· Tesco demonstrates a professional culture at the corporate level, with standardised processes, ethical codes, and performance metrics across countries (Hill and Jones, 2019).
· At the store level, there is a local orientation—store managers adapt promotions, stock selection, and community engagement to suit local preferences. This is visible in Tesco’s “local heroes” initiatives or local supplier collaborations.
Critical Understanding: Tesco’s ability to balance professional corporate standards with local responsiveness aligns with Hofstede’s findings that global organisations succeed when they reconcile global consistency with local flexibility (Hofstede et al., 2010).

4. Open System vs Closed System
This relates to Hofstede’s uncertainty avoidance and long-term orientation:
· Open system culture: Transparent, encourages feedback, external collaboration, and learning.
· Closed system culture: Insular, rigid, decision-making confined internally.
At Tesco:
· Tesco is largely an open system: it has structured channels for employee feedback (e.g., “Every Voice Matters”), encourages collaboration with suppliers, and adapts to market signals like digital trends (Tesco, 2024).
· Yet, corporate strategic decisions are often centralised, reflecting some closed-system traits (Johnson et al., 2020).
  5. Employee-Oriented vs Work-Oriented
This links to individualism vs collectivism and Maslow-inspired values:
· Employee-oriented: Focus on employee welfare, engagement, satisfaction, development.
· Work-oriented: Focus on output, productivity, efficiency, and organisational goals.
At Tesco:
· Tesco is strongly employee-oriented, offering training programs, career progression, and wellbeing initiatives (Idemudia, E.C.(2021).
· At the same time, there is a strong work-oriented drive, seen in KPIs, sales targets, and operational efficiency metrics (Hill and Jones, 2019)
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4. Organisational Culture and Adaptation to External Environmental Influences
Gerry Johnson and Kevan Scholes developed the Cultural Web in 1992. Organisations must continuously adapt to external environmental changes such as technological developments, economic shifts and changing consumer behaviour (Johnson et al., 2020). Organisational culture can play a crucial role in facilitating such adaptation by encouraging innovation and responsiveness.

PESTEL Analysis of Tesco
External environmental factors significantly influence organisational culture and strategic decision-making. A PESTEL analysis helps identify political, economic, social, technological, environmental, and legal factors affecting Tesco PLC.
	Factor
	                                          Impact on Tesco

	Political
	Government policies, trade regulations, and taxation policies influence Tesco’s supply chains and international expansion strategies (Johnson et al., 2020).

	Economic
	Inflation, consumer spending patterns, and economic recessions affect customer purchasing behaviour and pricing strategies (Hill et al., 2022).

	Social
	Changing consumer lifestyles, demand for convenience shopping, and health awareness influence Tesco’s product offerings (Kotler and Keller, 2019).

	Technological
	Growth of e-commerce, automation, and digital payment systems has transformed Tesco’s retail operations and online services (Tesco, 2024).

	Environmental
	Sustainability concerns and pressure to reduce carbon emissions influence Tesco’s supply chain practices and packaging policies (Grant, 2021).

	Legal
	Employment laws, food safety regulations, and competition laws shape Tesco’s operational policies and compliance requirements (Johnson et al., 2020).


These external factors require Tesco to continuously adapt its organisational culture to remain competitive and responsive to market changes.





5. Organisational Culture as a Barrier or Enabler to Effective Functioning
Organisational culture can act either as a facilitator or barrier to organisational effectiveness depending on how it influences behaviour and decision-making (Robbins and Judge, 2022). In Tesco’s case, culture has largely functioned as an enabler by promoting customer focus, collaboration and innovation.
The emphasis on teamwork and employee engagement contributes to improved operational efficiency and service quality, Leon, R.-D. (2020) .Employees who share common values and goals are more likely to cooperate effectively and contribute to organisational objectives.
However, organisational culture can also create barriers when strong norms discourage critical thinking or ethical accountability. The Tesco accounting scandal demonstrated how internal performance pressures may encourage unethical decision-making if organisational culture prioritises results over integrity (Vine, A. 2019).
Therefore, while Tesco’s culture generally supports organisational effectiveness, it must be continuously reinforced with strong ethical leadership and governance mechanisms.


6. Impact of Organisational Culture on Tesco’s Performance
Organisational culture has a significant impact on company performance, influencing employee motivation, customer satisfaction and financial outcomes (Santos, M.J., Gomes, D.R. and Ribeiro,Neuza (2024).
Tesco’s customer-focused culture has contributed to its strong market position within the UK retail sector. By prioritising customer needs and service quality, the company has maintained high levels of customer loyalty and brand recognition (Johnson, et al., 2020).
Employee engagement is another important outcome of organisational culture. Research indicates that organisations with strong cultures often experience higher employee commitment and productivity Armstrong, M. and Taylor, S. (2023). Tesco’s internal communication and employee development programmes contribute to positive workplace experiences and improved performance outcomes.
Furthermore, organisational culture influences innovation and strategic decision-making. Tesco’s investments in digital retail technologies and supply chain optimisation demonstrate how culture can support strategic transformation and long-term competitiveness (Hill and Jones, 2019).
Overall, Tesco’s organisational culture has played a critical role in supporting operational effectiveness, customer satisfaction and long-term business growth.




7. Recommendations of Tesco Improvement
Despite the strengths of Tesco’s organisational culture, several improvements could enhance organisational effectiveness.
First, Tesco should strengthen ethical leadership and governance to ensure that performance objectives do not undermine transparency and accountability (Palmer, 2018). This can be achieved through stronger ethical training programmes and internal audit systems.
Second, the company should further promote cultural diversity and inclusion across global operations. As organisations become increasingly international, managing diverse workforces effectively becomes essential for innovation and organisational learning (Hofstede et al., 2010).
Third, Tesco should continue investing in employee development and leadership training to maintain a culture of continuous improvement. Developing leadership capabilities can help reinforce organisational values and enhance decision-making quality (Armstrong and Taylor, 2023).
Finally, the company should strengthen mechanisms for employee feedback and participation in decision-making processes, Bartosik-Purgat, M.and Guzek, M.(2024). Encouraging open communication can enhance organisational learning and improve operational performance.


8. Conclusion
Organisational culture plays a fundamental role in shaping organisational structures, decision-making processes and overall performance. The case of Tesco Plc demonstrates how culture influences multiple aspects of organisational functioning, from operational decision-making to strategic adaptation.
Using Schein’s model, Tesco’s culture can be understood through visible artefacts, espoused values and underlying assumptions centred on customer service and operational efficiency. Hofstede’s cultural dimensions further reveal how the organisation balances hierarchical control with collaborative practices.
Tesco has successfully leveraged its organisational culture to adapt to external environmental changes including technological innovation and sustainability challenges. However, cultural dynamics can also create risks if performance pressures overshadow ethical considerations.
Overall, Tesco’s organisational culture has acted primarily as an enabler of organisational success, supporting employee engagement, innovation and customer satisfaction. By strengthening ethical governance, promoting diversity and enhancing employee participation, Tesco can further improve its cultural effectiveness and sustain long-term organisational performance.


References (Harvard Style)

Armstrong, M. and Taylor, S. (2023) Armstrong’s Handbook of Human Resource Management Practice. London: Kogan Page.
Hill, C. and Jones, G. (2019) Strategic Management Theory. Boston: Cengage Learning.
Hofstede, G., Hofstede, G.J. and Minkov, M. (2010) Cultures and Organisations: Software of the Mind. 3rd edition.New York: McGraw-Hill.
Johnson, G., Scholes, K. and Whittington, R. (2020) Exploring Strategy. Harlow: Pearson Education.
Mullins, L. and Christy, G. (2016) Management and Organisational Behaviour. 11th edition .Harlow: Pearson Education.
Palmer, I. (2018) Organisational Change. London: McGraw-Hill Education.
Robbins, S. and Judge, T. (2022) Organisational Behaviour. 19th edition London: Pearson.
Schein, E. (2017) Organizational Culture and Leadership. 5th edition. Hoboken: Wiley.
Tesco (2024) Annual Report and Financial Statements. Available at: https://www.tescoplc.com
Vine, A. (2019) Miscellaneous order : manuscript culture and the early modern organization of knowledge. First Edition. Oxford: Oxford University Press. Available at: https://doi.org/10.1093/oso/9780198809708.001.0001.

Santos, M.J., Gomes, D.R. and Ribeiro,Neuza (2024) Sustainability and Human Resources Management: Evaluating Challenges and Impacts for the Employee-Organization Relation. MDPI - Multidisciplinary Digital Publishing Institute. Available at: https://doi.org/10.3390/books978-3-7258-1472-5.

Leon, R.-D. (2020) Strategies for business sustainability in a collaborative economy. Edited by R.-D. Leon. Hershey, Pennsylvania: IGI Global. Available at: https://doi.org/10.4018/978-1-7998-4543-0.

Deresky, H. (2017) International management : managing across borders and cultures : text and cases. Ninth, global edition. Boston: Pearson.

Idemudia, E.C.(2021) Handbook of research on social and organizational dynamics in the digital era. Edited by E.C. Idemudia. Hershey: Business Science Reference. Available at: https://doi.org/10.4018/978-1-5225-8933-4.

Bartosik-Purgat, M.and Guzek, M.(2024) International Business and Culture : Challenges in Cross-Cultural Marketing and Management. First edition. New York ; Routledge.


.

2

image1.png




image2.jpg
Schein’s Organizational Culture Model

Schein's Organizational Culture Triangle

‘Things you can see and touch

HO Artifacts Visible organizational structures and
5 business processes

(Hardto Decipher)

L2 )

2. Espoused What is understood to be valued
" Values ——————— Strategies, goals, vision, philosophies.

(Espoused Justifications)
Underlying core beliefs
3. Basic Unconscious beliefs, perceptions,

thoughts and feelings
Assumptions (Uhtimate Source of Values and Action)





image3.png
Hofstede - cultural similarities and differences

@@E

GeerHofstode (1980)




