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[bookmark: _Toc235813089]Executive Summary 
Organisational Culture is known to influence the behaviour of workers, the leadership practice, strategic decision making and organisational performance so it is a basic factor that determines organisational effectiveness. This report critically analyses and assesses the organisational culture of British Airways and how the culture can affect the organisational structure, decision-making, adaptation to environment and overall performance of a business. The report uses established theories such as The Three Levels of Organisational Culture (Schein), Cultural Types (Handy) and Cultural Dimensions (Hofstede) to give an analysis of the dominant cultural traits in British Airways and their practical applications.
The analysis reveals that British Airways has gradually become more customer-centered, safety-focused and team-oriented in its cultures, but it still has some features of a traditional job-based structure. Despite enabling a degree of operational stability, regulatory compliance and service quality, history of industrial relations, organisational hierarchy and a reluctance to change remain a cultural challenge. The report also assesses the way that British Airways' organisational culture has been used to react to the expectations of its customers, the challenges of digital transformation and sustainability in such a competitive industry. The report draws theoretical conclusions and practical implications from the study and the findings that an organisational culture can be mainly regarded as an enabler of organisational performance, if it is complemented by adaptive leadership and continuous organisational learning. To conclude, and as part of the evidence-based recommendations, a few ideas are suggested to improve innovation, employee engagement and cultural adaptability at British Airways.




[bookmark: _Toc235813090]1. Introduction 
[bookmark: _Toc235813091]1.1 Background to Organisational Culture
Organisational Culture is the values, assumptions, beliefs and norms that shape the behaviour of employees and how they make decisions to reach the goals of the organisation. Organisational culture is more than just organisational practices that can be seen; it is also a deeply embedded set of assumptions that are taken for granted and have an effect on both employee behaviour and managerial action, finds Schein (Hattangadi, 2020). Likewise, Mingaleva et al. (2022) suggest that the organisational culture has become a strategic tool of the organisation as it establishes the ability of the organisation to innovate, adapt and be sustainable. In the more globalized, technologized industries the organizational culture also has an impact on employee commitment, customer satisfaction, and organizational resilience (Zhang et al., 2023). Organisations with a robust and adaptable culture, therefore, tend to be more equipped to weather uncertainty in their environment and to sustain a competitive edge (AlSaied and McLaughlin, 2024).

[bookmark: _Toc235813092]1.2 Introduction to British Airways
British Airways is a major full-service airline and a large subsidiary of international airline group, International Airlines Group (IAG). With its main airport terminal at London Heathrow, the airline flies to over 200 destinations in the world and has tens of thousands of employees in its flight operations, engineering and customer service and corporate divisions (International Airlines Group, 2025). British Airways Company's operational disruption as a result of COVID-19 has focused the organisation on transformation, with a focus on digital innovation, customer experience, sustainability and workforce development. The significance of organisational culture has grown in importance in relation to the strategic priorities of increasing the importance of achieving operational excellence, employee engagement and long-term organisational performance (International Airlines Group, 2025).
[bookmark: _Toc235813093]1.3 Aim of the Report
The purpose of this report is to critically analyze the effect organisational culture has on the organisational structure, decision making, adaptability to the environment and organisational performance at British Airways and to suggest evidence-based recommendations to improve the organisation in the future.

[bookmark: _Toc235813094]1.4 Report Structure
The report starts the analysis of the relationship between the Organisation's Culture, Organisation's Structure and Decision-Making at British Airways. It then uses Schein's Three Levels of Organisational Culture, Handy's Cultural Types and Hofstede's Cultural Dimensions to ascertain the prevalent culture in the airline organization. The report then discusses the role of organisational culture in coping with external pressures of the environment and then concludes with a critical analysis of the role of organisational culture as an enabler or barrier. Lastly, the report examines the influence of organisation culture on organisation performance and theory-informed recommendations are given before concluding.






[bookmark: _Toc235813095]2. Organisational Culture and Decision-Making at British Airways 
[bookmark: _Toc235813096]2.1 Organisational Structure of British Airways
British Airways is part of the International Airlines Group (IAG) and has a hierarchical functional organisational structure to aid the management of complex international airline operations. It is highly regulated and has a number of specialist divisions with high levels of operational control, such as flight operations, engineering, customer experience, finance, commercial operations, human resources and corporate governance (International Airlines Group, 2025). This is especially crucial in the aviation sector where passenger security, uniformity and reliability in operations depend on responsibilities and decision-making authority that are clearly defined.
Rahmati, Darouian and Ahmadinia (2011) argue that organisational culture has an impact on organisational structures because shared values affect how people communicate, how things coordinate and the managerial responsibilities. Similarly, Chión, Charles and Morales (2019) suggest that the organisational structure should be designed to promote knowledge sharing and organisational learning, rather than just define authority relations. The Functional Structure is used at British Airways to enable each department to operate efficiently as specialist expertise is used to inform decisions. The Multi-Layer Management System can also decrease organisational flexibility and slow down the cross-functional collaboration in the face of fast environmental changes. As a result, the culture is crucial to have characteristics that support and drive organisation agility, which means collaboration, innovation and responsive leadership (International Airlines Group, 2025).

[bookmark: _Toc235813097]2.2 Influence of Culture on Structure
British Airways' Organisational Structure is significantly affected by Organisational Culture beyond the formal reporting structure. Organisational charts define authority, culture defines how employees collaborate, communicate and solve operational challenges. The underlying assumptions that influence organisational behaviour are more powerful than formal organisational systems because the expectations on the behaviour that employees internalize are far stronger, according to Schein (2020). This is a critical view when it comes to safety, customer service and operational reliability within British Airways, where standards are crucial and need to be maintained consistently in a geographically scattered operation.
British Airways has cultivated a customer excellence, accountability, inclusion and continuous improvement culture, with a particular focus post-pandemic with its transformation initiatives (International Airlines Group, 2025). These values have a positive impact on the increase of cooperation between operational units in spite of the hierarchical organization. However, the culture of organisations has not always matched structural needs. Grugulis and Wilkinson (2002) noted that culture change initiatives at British Airways in the past have met with resistance from the existing organisational culture because of ingrained organisational procedures and managerial practice. Recent research also acknowledges that organisational culture can both inhibit and facilitate the flexibility of the organisation's structure (Gamage, Jayawardana and Rusu, 2026). Thus, British Airways illustrates that organisational culture and organisational structure were reinforcing and that the effectiveness of the combined depends on continuous adaptation of the culture, not only of the structure.

[bookmark: _Toc235813098]2.3 Influence of Culture on Decision Making
Formal Governance Systems and Organisational Culture that underpins managerial decision-making both have an impact on British Airways. In sectors with high regulations like aviation, the decisions related to safety and passenger welfare, operational risk, staff management and customer experience cannot be based on mere compliance with procedures, they must also be supported by a shared organisational value that enable responsible decision making. Jalal (2017) claims that organisational culture is also an unofficial decision-making structure as it affects how managers perceive, prioritize and accept changes within the organisation. Likewise, Yates and de Oliveira (2016) note that cultural values influence decision-making by influencing how a business manages uncertainty, decision-making on what to do and how to respond to the challenges of the environment.
This is the relationship that can be seen in the change strategy of British Airways (BA). In recent years, the organisation has placed a strong emphasis on investing in digital technologies, enhancing customer service, implementing sustainability initiatives and training its employees (International Airlines Group, 2025). The strategic moves represent a move towards greater innovation and customer focus while continuing the airline's legacy of safety and operational excellence. Yet, decision making is limited because of all the factors that make it hard to run a large multinational airline, such as regulatory demands, employment law and financial pressures all vying for management focus.
Moreover, Cassar, Tracz-Krupa and Bezzina (2024) show that the organisational culture affects the quality of managerial decisions because it impacts the leaders' receptivity to evidence-based management. British Airways therefore proves that governance structures are not the only factor that can lead to good organisational decisions; good decisions can also be made as part of a culture that encourages accountability, collaboration and organisational learning. However, maintaining the effectiveness of decision-making will require ongoing investment in adaptive leadership and cross-functional communication to keep cultural values in line with the increasingly dynamic aviation environment.





[bookmark: _Toc235813099]3. Identifying British Airways' Organisational Culture Using Theory 
Theoretical Frameworks offer a way of thinking about organisational culture that goes beyond behaviours. British Airways has changed its culture to help it become an operational business, whilst embracing digitalisation, sustainability and shifting customer needs. According to a study by Hattangadi (2020), Schein's model of underlying assumptions explains employee behaviour, Handy's identifies dominant cultural characteristics, and Hofstede's dimensions is a way of highlighting the influence of cultural diversity within a multinational workforce, which explains the behaviours of employees in different companies. As a group, these models illustrate how British Airways maintains a balance between operational rigor and greater collaboration, innovation and customer orientation to boost its organisation's effectiveness (International Airlines Group, 2025).

[bookmark: _Toc235813100]3.1 Schein's Three Levels of Organisational Culture
Organisational culture is defined as Artefacts, Espoused Values and Underlying Assumptions that create organisational behaviour (Hattangadi, 2020). British Airways' visible artefacts are the sign of professional uniform, the safe operation of the business, and the standards of customer service, all of which are signs of operational excellence. The airline's core value statements focus on safety, teamwork, sustainability and customer satisfaction, including actions to improve services and facilitate digital transformation (International Airlines Group, 2025). But Makumbe and Washaya (2022) contend that values can only have an impact on performance when they are reinforced consistently by the leadership. In addition, deep-rooted underlying beliefs about safety and accountability can also hinder flexibility and resistance to organizational change when employees become resistant to change (Gamage, Jayawardana and Rusu, 2026).
[image: ]

[bookmark: _Toc235813101]3.2 Handy's Cultural Types
Organisational Culture is classified by Charles Handy as Power Culture, Role Culture, Task Culture and Person Culture, which have different impacts on the organisational effectiveness (Abdala, Morais and Rebelatto, 2021). British Airways is characterized mainly by the role culture, in which the formal authority, specialized responsibilities and standardised procedures are important to ensure the consistency of operations and adherence to regulations. According to Nasaireh, Abdullah and Obeidat (2019) role cultures increase accountability and organisational stability. However, increasingly, British Airways shows signs of task culture in its cross-functional cooperation for digital innovation and sustainability projects (International Airlines Group, 2025). This is a combination that allows organisations to be more reliable and continuously enhance their flexibility and responsiveness.
[image: ]

[bookmark: _Toc235813102]3.3 Hofstede's Cultural Dimensions
The Cultural Dimensions of Hofstede describe the impact of national cultural values on the behaviour of organisations in a multinational context. Jan, Alshare and Lane (2022) state that the framework continues to be useful in the comprehension of leadership and employee dynamics in various work teams. British Airways is a moderately high-power distance, which involves balancing the authority of management with efforts to engage employees and a high uncertainty avoidance, which is an attitude towards safety and regulation in the aviation industry (International Airlines Group, 2025). The organisation also demonstrates a long-term perspective in investments in sustainability and digital transformation. But industry needs and national culture affect organisational culture (Escandon-Barbosa et al., 2021).
[image: ]

[bookmark: _Toc235813103]3.4 Determining the Prevailing Organisational Culture
The application of the Three Theory Frameworks suggests that British Airways has a mostly role-oriented organisational culture with well-developed assumptions of safety, professionalism and service. Both Schein's model and Handy's model corroborate the existence of deeply entrenched organizational values and structured responsibilities and procedural control as the dominant forces (Hattangadi, 2020; Abdala, Morais and Rebelatto, 2021). But there's a gradual evolution of an adaptive and collaborative culture through employee development and sustainability, as well as digital innovation investments (International Airlines Group, 2025). So, British Airways has the operational discipline and organisation learning to ensure it remains competitive while still undergoing a cultural change.

[bookmark: _Toc235813104]4. Organisational Culture and External Environment 
Airlines need to be flexible in the face of economic instability, technological advancements, and growing sustainability demands, as the external environment plays a significant role in shaping organisational culture within the aviation industry. Mingaleva et al. (2022) suggest that in fostering collaboration and continuous learning, adaptive organisational cultures boost innovation and long-term competitiveness. Likewise, Zhang et al. (2023) assert that organizational change cultures positively affect innovation performance and businesses' strategic resilience. British Airways has faced a challenge in adapting to the changing expectations of its customers, regulatory demands, and digital transformation, necessitating a mix of cultural shifts to ensure flexibility and operational stability without compromising on service quality (International Airlines Group, 2025).

[bookmark: _Toc235813105]4.1 External Environmental Pressures
British Airways is operating in a dynamic external environment that is regulated, technologically advanced, environmentally sustainable and continually evolving as a result of the expectations of passengers. Orkamo et al. (2025) propose that "adaptive cultures" and "effective leadership" are key to an organisation's ability to effectively deal with digital transformation. British Airways has responded by focusing on digital innovation, customer service enhancement and staff capability to boost resilience and competitiveness (International Airlines Group, 2025). Moreover, sustainability efforts have become more active due to the growing pressures on the environment, and customer expectations for superior service, innovation and continuous improvement are driving a culture of service excellence (Afifa Ladjel & Abdallah 2025).

[bookmark: _Toc235813106]4.2 How British Airways Uses Culture to Adapt
British Airways uses their organisational culture to drive change by encouraging customer focus, employee growth and sustainability. Continuous learning is the way to improve the adaptability of the organisation, as noted by Cameron, Edwards and Harper (2024), and leadership creates innovation and collaboration, as pointed out by Jarl (2024). As a result, British Airways has beefed up the skills of its staff, embraced its digital transformation and its Better World sustainable programme, in order to make the organisation more in line with stakeholder expectations (British Airways, 2025). However, AlSaied and McLaughlin (2024) warn that “ingrained practices can stifle innovation.” Leadership commitment and organisational learning are thus essential to cultural adaptability in order to face future environmental challenges.











[bookmark: _Toc235813107]5. Is Organisational Culture an Enabler or Barrier? 
Organisational Culture has both positive and negative aspects within British Airways, depending on the situational context of the organisation. AlSaied and McLaughlin (2024) state that adaptive cultures can foster innovation, collaboration and organisational resiliency which help firms adapt to their environment. Stakeholders' focus on safety, service and continuous improvement have improved operational reliability and accountability among employees (International Airlines Group, 2025). But in the past, bureaucracy and industrial relations issues have sometimes stunted organisational agility and the pace of transformation. So, while there may be some aspects of the airline's traditional culture that inhibit a quick change, the prevailing culture is more and more becoming an enabler, facilitating strategic renewal, digital transformation and sustainable organisational performance (Grugulis and Wilkinson, 2002).










[bookmark: _Toc235813108]6. Impact on Organisational Performance and Recommendations 
[bookmark: _Toc235813109]6.1 Impact on Performance
The impact of organisational culture on British Airways' operational and strategic performance is significant, as it affects employees' behaviours, customer experiences, and organisational resilience. According to Afifa Ladjel and Abdallah (2025), a positive organisational culture has a positive impact on job performance because of shared values and employee commitment. Similarly, Vasumathi et al. (2025) show that organisational cultures that have supportive elements are beneficial to the performance of the organisation; as they improve employee engagement and organisational support. Investing in digital innovation and employee capability and sustainability has helped British Airways improve its services and recovery from the pandemic (International Airlines Group, 2025). However, to ensure high performance, one must continually adapt the culture to effectively meet the needs of the market and the expectations of stakeholders.

[bookmark: _Toc235813110]6.2 Theory-Informed Recommendations
To strengthen the organisational culture, British Airways must ensure that they encourage adaptive leadership, cross functional cooperation, and organisational learning. According to Schein's model, if we want to achieve a lasting cultural change, we need to change the assumptions, not superficial organisational initiatives (Hattangadi, 2020). Additionally, Cameron, Edwards and Harper (2024) highlight that when employees are more capable, they contribute to the adaptability of the organisation as it strives to remain innovative. British Airways should also aim to increase the sharing of knowledge in different departments so as to solve organisational silos and the better decision-making (Chión, Charles and Morales, 2019). The recommendations here would make the organisations more agile, better employee engagement and support to long-term sustained competitive advantage in a more dynamic aviation industry.

[bookmark: _Toc235813111]7. Conclusion 
This report has critically explored how organizational culture affects the organizational structure, decision making, adaptability and performance of British Airways, theory from Schein, Handy and Hofstede. The results reveal a primarily role-oriented culture with strong values concerning safety and professionalism/customer service, and a growing culture of innovation and sustainability amongst British Airways. While the past has brought its own cultural hurdles, the recent shift in organisational structure showcases adaptability and strategic resilience (International Airlines Group, 2025). Overall, an organisation's culture is still an important source of competitive advantage, where long-term cultural development, learning and collaboration are still promoted by the leadership in anticipation of future industry challenges.
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Hofstede’s Cultural Dimensions Applied to British Airways
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Figure 3.3: Hofstede’s Cultural Dimensions influencing organisational culture at British Airways.
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and personal goals

High level of autonomy
for individuals

Limited application due to
the highly regulated nature
of the aviation industry

Not a primary driver of
organisational culture

Conclusion

British Airways demonstrates a predominantly role culture that ensures operational excellence and
regulatory compliance, while an emerging task culture supports innovation and transformation initiatives.
A balanced combination of these cultures strengthens both reliability and adaptability.

—

Figure 3.2: Analysis of British Airways using Handy’s Cultural Types.




