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Organisational Culture and Its Influence on Structure and Decision-Making: Tesco

[bookmark: _Toc224538920]1. Introduction
Organisational culture plays a fundamental role in shaping the behaviour, values and decision-making processes within organisations. It represents the shared beliefs, assumptions, attitudes and practices that influence how employees interact and perform their roles. According to Laurie Mullins and Gill Christy (2016), organisational culture determines how work is conducted within a company and significantly affects organisational structure, leadership style, motivation and performance. In increasingly globalised and competitive markets, organisations must develop strong and adaptable cultures to manage diverse workforces and respond effectively to external challenges.
Organisational culture is particularly important in large multinational companies where employees from different backgrounds work together to achieve common objectives. A well-developed culture can improve employee engagement, strengthen organisational identity and enhance decision-making processes. However, strong cultures may also create resistance to change if deeply embedded beliefs discourage innovation or adaptability.
This report critically evaluates the organisational culture of Tesco, one of the largest retail organisations in the United Kingdom. The report analyses how organisational culture influences Tesco’s structure and decision-making processes using established theoretical frameworks including Schein’s model of organisational culture, Hofstede’s cultural dimensions and Handy’s cultural types. The report also examines how Tesco leverages its culture to adapt to changes in the external environment, including technological developments, consumer expectations and sustainability concerns.
Furthermore, the report evaluates whether Tesco’s organisational culture acts primarily as an enabler or barrier to effective organisational functioning. Finally, recommendations are provided to improve Tesco’s cultural practices and support long-term organisational performance and adaptability in the competitive retail sector.
[bookmark: _Toc224538921]2. Company Background
Tesco is one of the largest supermarket retailers in the world and the leading grocery retailer in the United Kingdom. The company was founded in 1919 by Jack Cohen as a small market stall in East London. Over the decades, the organisation has expanded significantly and now operates thousands of stores across the UK, Europe and Asia.
Tesco’s core business focuses on grocery retail, but the company has diversified its services to include banking, telecommunications and online retail operations. Tesco serves millions of customers every week through its physical stores and digital platforms. The organisation employs more than 300,000 employees worldwide, making it one of the largest private sector employers in the UK.
Tesco operates several store formats to meet different consumer needs. These include Tesco Extra hypermarkets, Tesco Superstores, Tesco Metro stores and Tesco Express convenience outlets. In addition to its physical presence, Tesco has developed a strong online shopping platform that allows customers to purchase groceries and other products for home delivery or in-store collection.
The company’s mission focuses on delivering value to customers by providing high-quality products at competitive prices while maintaining excellent customer service. Tesco emphasises customer satisfaction, employee engagement and innovation as key components of its organisational strategy.
However, Tesco has faced significant challenges in the past. In 2014 the company experienced an accounting scandal that damaged its reputation and highlighted weaknesses in governance and corporate culture. In response, Tesco implemented major reforms to strengthen transparency, ethical leadership and organisational accountability.
Today Tesco aims to promote a culture built around customer focus, teamwork, trust and continuous improvement. Understanding how this culture operates provides valuable insights into how the organisation manages its employees, makes strategic decisions and maintains its competitive position in the retail industry.
[bookmark: _Toc224538922]3. Organisational Culture Analysis Using Schein’s Model
One of the most widely recognised frameworks for analysing organisational culture is the model developed by Edgar Schein. According to Schein, organisational culture exists at three interconnected levels: artefacts, espoused values and basic underlying assumptions.
[bookmark: _Toc224538923]Artefacts
Artefacts represent the visible elements of organisational culture that can be easily observed within an organisation. These include physical environments, organisational structures, employee behaviour, communication practices and company policies.
Within Tesco, artefacts can be seen in the company’s store layouts, customer service procedures and employee training programmes. Stores are designed to provide convenient shopping experiences, with clearly organised product displays and accessible customer service points. Employees are trained to prioritise customer satisfaction and provide assistance when required.
Another important artefact within Tesco is the use of technological innovations to enhance the shopping experience. Examples include self-service checkouts, online grocery shopping platforms and digital loyalty programmes such as the Tesco Clubcard. These systems demonstrate the organisation’s commitment to efficiency and customer convenience.
[bookmark: _Toc224538924]Espoused Values
Espoused values represent the official strategies, goals and philosophies promoted by an organisation. These values guide employee behaviour and help establish expectations regarding how work should be performed.
Tesco emphasises several core values including customer focus, teamwork, respect and continuous improvement. The company encourages employees to collaborate and contribute ideas that enhance efficiency and service quality. Managers are expected to support employees, recognise their contributions and promote positive working relationships.
Tesco also places strong emphasis on ethical business practices. Following the accounting scandal in 2014, the company strengthened its governance systems and introduced policies aimed at promoting transparency and accountability.
[bookmark: _Toc224538925]Basic Underlying Assumptions
The deepest level of organisational culture consists of basic underlying assumptions. These are the unconscious beliefs and perceptions that influence how employees interpret situations and behave within the organisation.
At Tesco, one key underlying assumption is that customer satisfaction is essential for business success. This belief shapes many aspects of the organisation’s operations, including pricing strategies, product selection and customer service policies.
Another underlying assumption is the importance of efficiency and cost control. As a retailer operating in a highly competitive market, Tesco must manage resources effectively to maintain affordable prices and sustain profitability.
[bookmark: _Toc224538926]5. Handy’s Cultural Types and Tesco
The organisational culture framework developed by Charles Handy identifies four main cultural types: power culture, role culture, task culture and person culture.
Tesco primarily demonstrates characteristics of a role culture. Role cultures are typically found in large organisations where responsibilities are clearly defined and employees operate within structured systems. In this type of culture, rules, procedures and organisational hierarchies guide decision-making and behaviour.
Given the scale of Tesco’s operations, a structured role culture is necessary to maintain efficiency and coordination across multiple departments and locations. Employees are assigned specific roles, and managers oversee operations to ensure consistency and accountability.
However, Tesco also demonstrates elements of task culture in certain areas of the organisation. Task cultures emphasise teamwork and problem-solving, particularly in project-based environments. For example, teams responsible for digital innovation, logistics improvements and sustainability initiatives often work collaboratively to develop new strategies.
The combination of role culture and task culture allows Tesco to maintain operational stability while encouraging innovation and improvement.

[bookmark: _Toc224538927]6. Organisational Culture and Decision-Making at Tesco
Organisational culture significantly influences decision-making processes within Tesco. The company promotes a culture that prioritises customer satisfaction, operational efficiency and employee engagement.
Decision-making often involves collaboration between multiple levels of management. Store managers, department leaders and senior executives work together to implement strategies that enhance performance and customer experience.
Tesco also encourages employee participation in decision-making. Staff feedback systems, performance reviews and employee engagement surveys allow workers to share ideas and raise concerns regarding store operations or organisational policies.
This participative approach to decision-making helps ensure that employees feel valued and involved in the organisation’s success. It also improves the quality of decisions by incorporating insights from employees who interact directly with customers.
Furthermore, Tesco’s culture emphasises accountability and transparency. Following the 2014 accounting scandal, the organisation introduced stronger governance frameworks and financial controls to improve oversight and prevent future misconduct.
These cultural changes have strengthened decision-making processes by promoting ethical behaviour and responsible management practices.
[bookmark: _Toc224538928]7. Culture and the External Environment
Tesco operates in a highly competitive retail environment characterised by rapid technological developments, changing consumer expectations and increasing sustainability concerns. To remain competitive, the organisation must continuously adapt to these external influences.
Tesco’s organisational culture supports adaptability through its emphasis on innovation and customer focus. The company has invested significantly in digital technologies, including online grocery shopping platforms, mobile applications and automated distribution systems.
Sustainability has also become a central component of Tesco’s organisational culture. The company has implemented several initiatives aimed at reducing environmental impact, including efforts to minimise food waste, reduce plastic packaging and achieve carbon neutrality.
By aligning its culture with broader societal and environmental trends, Tesco demonstrates a commitment to responsible business practices and long-term sustainability.

[bookmark: _Toc224538929]8. Culture as an Enabler or Barrier
Overall, Tesco’s organisational culture functions primarily as an enabler of organisational effectiveness. The strong emphasis on customer satisfaction, teamwork and operational efficiency contributes to improved service quality and organisational performance.
However, organisational cultures can sometimes become barriers if they discourage change or innovation. Large organisations like Tesco may face challenges when adapting quickly to disruptive technological developments or shifting consumer preferences.
The 2014 accounting scandal revealed weaknesses in Tesco’s governance and internal communication systems. However, the organisation responded by implementing reforms that strengthened transparency and ethical leadership.
These reforms demonstrate how organisations must continuously evaluate and adapt their cultures to maintain trust and accountability.
[bookmark: _Toc224538930]9. Recommendations
To further strengthen its organisational culture and improve long-term performance, Tesco should consider several strategic recommendations.
First, the company should continue investing in leadership development programmes that promote ethical decision-making and effective management practices. Strong leadership is essential for maintaining positive organisational culture and employee engagement.
Second, Tesco should encourage greater innovation by promoting cross-functional collaboration and experimentation with emerging technologies. Retail markets are evolving rapidly, and organisations must remain flexible to respond to new opportunities and challenges.
Third, Tesco should strengthen its sustainability initiatives by integrating environmental responsibility into organisational values and operational practices. Consumers increasingly expect organisations to demonstrate commitment to social and environmental responsibility.
Finally, improving communication between senior management and frontline employees will help ensure that organisational culture remains inclusive, transparent and responsive to employee feedback.

[bookmark: _Toc224538931]10. Conclusion
Organisational culture plays a crucial role in shaping organisational behaviour, decision-making processes and overall business performance. This report has analysed the organisational culture of Tesco using theoretical frameworks including Schein’s model of organisational culture, Hofstede’s cultural dimensions and Handy’s cultural types.
The analysis demonstrates that Tesco’s culture emphasises customer focus, teamwork and operational efficiency. These cultural values influence organisational practices such as decision-making, employee engagement and technological innovation.
Tesco’s culture has also supported the organisation’s ability to adapt to external challenges including technological change, sustainability concerns and evolving consumer expectations. Although challenges have occurred in the past, particularly during the accounting scandal, the organisation has taken significant steps to strengthen governance and ethical leadership.
By continuing to invest in leadership development, innovation and sustainability initiatives, Tesco can further strengthen its organisational culture and maintain its competitive position 
[bookmark: _Toc224538932]Critical Analysis of Organisational Culture at Tesco
[bookmark: _Toc224538933]Critical Evaluation of Schein’s Cultural Model
Although the cultural framework developed by Edgar Schein provides a useful method for analysing organisational culture, its application to Tesco reveals both strengths and limitations. Schein’s model is particularly valuable because it emphasises the deep underlying assumptions that shape behaviour within organisations. In Tesco’s case, the assumption that customer satisfaction is central to organisational success strongly influences operational practices, pricing strategies and employee behaviour.
However, Schein’s model can be criticised for being difficult to apply empirically because underlying assumptions are often unconscious and difficult to measure. While visible artefacts such as store layout and customer service policies are easily identifiable at Tesco, identifying deeper cultural beliefs requires extensive qualitative research. Consequently, the model may not fully capture the complexity of organisational culture within large multinational corporations where multiple subcultures may exist.
For example, Tesco operates across numerous geographic regions and business divisions, each of which may develop slightly different cultural practices. Store-level culture may differ from corporate headquarters culture, suggesting that organisational culture is not always uniform across the organisation. This highlights a limitation of Schein’s model, which tends to assume a relatively consistent cultural framework within organisations.
Nevertheless, the model remains useful for understanding how deeply embedded values influence behaviour and decision-making within Tesco.

[bookmark: _Toc224538934]Critical Evaluation of Hofstede’s Cultural Dimensions
Geert Hofstede’s cultural dimensions theory provides another useful framework for understanding organisational culture, particularly in multinational organisations like Tesco. The model highlights how national cultural values influence management practices, communication styles and leadership behaviour.
However, the application of Hofstede’s model to Tesco also raises several criticisms. One major criticism is that the model focuses primarily on national culture rather than organisational culture. While Tesco is headquartered in the United Kingdom, the company operates internationally and employs individuals from diverse cultural backgrounds. As a result, organisational culture may be influenced by multiple cultural factors rather than solely by national cultural characteristics.
Furthermore, critics argue that Hofstede’s research is based on data collected several decades ago, which may not fully reflect modern global business environments. Cultural values continue to evolve due to globalisation, technological advancement and changing social norms. Therefore, relying solely on Hofstede’s framework may oversimplify the cultural dynamics within contemporary organisations.
Despite these limitations, Hofstede’s model remains useful for explaining how cultural differences influence organisational behaviour and management practices.

[bookmark: _Toc224538935]Critical Evaluation of Handy’s Cultural Types
The organisational culture typology proposed by Charles Handy categorises organisations into four main cultural types: power, role, task and person cultures. Tesco demonstrates characteristics of both role culture and task culture.
Role culture provides stability and efficiency, which are essential for large retail organisations that rely on structured processes and standardised procedures. Tesco’s large workforce and extensive supply chain operations require clear responsibilities and hierarchical coordination.
However, role cultures may also limit innovation because decision-making authority is concentrated within hierarchical structures. Employees may feel restricted by rigid rules and procedures, reducing their willingness to experiment with new ideas.
To overcome these limitations, Tesco has increasingly adopted elements of task culture within innovation teams and digital transformation initiatives. Task cultures encourage collaboration and problem-solving, allowing organisations to respond more effectively to changing market conditions.
This hybrid cultural structure allows Tesco to balance operational stability with innovation.

[bookmark: _Toc224538936]Critical Discussion: Tesco’s Culture and the 2014 Accounting Scandal
One of the most significant challenges to Tesco’s organisational culture occurred during the 2014 accounting scandal. The company was found to have overstated profits by approximately £263 million, which severely damaged its reputation and raised concerns about corporate governance and ethical leadership.
This event highlighted weaknesses in Tesco’s organisational culture, particularly regarding transparency and accountability. Some analysts argued that intense pressure to achieve financial targets contributed to unethical decision-making practices within the organisation.
The scandal demonstrates how organisational culture can become a barrier when performance pressures override ethical considerations. In this case, certain aspects of Tesco’s culture may have prioritised short-term financial performance over long-term integrity and governance.
Following the scandal, Tesco implemented several cultural reforms aimed at strengthening ethical leadership and improving governance structures. These reforms included enhanced financial controls, leadership changes and initiatives designed to promote transparency and accountability.
This case illustrates the importance of continuously monitoring organisational culture to ensure that it aligns with ethical standards and sustainable business practices.

[bookmark: _Toc224538937]Critical Evaluation: Culture as a Strategic Resource
From a strategic perspective, organisational culture can function as a valuable resource that contributes to competitive advantage. According to strategic management theory, organisations that develop strong and distinctive cultures can improve employee motivation, customer satisfaction and operational efficiency.
Tesco’s emphasis on customer focus, innovation and teamwork has helped the organisation maintain its leadership position in the UK retail market. The company’s ability to integrate digital technologies into its operations demonstrates how organisational culture can support strategic adaptation.
However, strong organisational cultures can also become rigid if they discourage alternative perspectives or new ideas. In highly competitive industries such as retail, organisations must remain flexible to respond to technological disruption and evolving consumer preferences.
For Tesco, maintaining a balance between cultural stability and innovation will be essential for sustaining long-term competitiveness.

[bookmark: _Toc224538938]Additional Critical Recommendations
To further strengthen its organisational culture and enhance organisational performance, Tesco should consider several strategic improvements.
First, the organisation should encourage greater cultural adaptability by promoting innovation and experimentation across all levels of the organisation. This may involve empowering employees to propose new ideas and participate in problem-solving initiatives.
Second, Tesco should strengthen cross-cultural management practices to support its increasingly diverse workforce. As a multinational organisation, Tesco must ensure that employees from different cultural backgrounds feel included and valued within the workplace.
Third, continuous monitoring of organisational culture should be implemented through employee surveys, leadership evaluations and governance audits. These mechanisms will help ensure that cultural values align with organisational objectives and ethical standards.
Finally, Tesco should continue strengthening its sustainability initiatives and corporate social responsibility programmes. Integrating environmental and social responsibility into organisational culture can enhance corporate reputation and customer loyalty.







[bookmark: _Toc224538939]References (Harvard Style)
Charles Handy (1993) Understanding Organizations. 4th edn. London: Penguin Books.
Geert Hofstede (2001) Culture's Consequences: Comparing Values, Behaviors, Institutions and Organizations Across Nations. 2nd edn. Thousand Oaks: Sage Publications.
Geert Hofstede, Hofstede, G.J. and Minkov, M. (2010) Cultures and Organizations: Software of the Mind. 3rd edn. New York: McGraw-Hill.
Johnson, G., Scholes, K. and Whittington, R. (2017) Exploring Corporate Strategy. 11th edn. Harlow: Pearson Education.
Kotter, J.P. and Heskett, J.L. (1992) Corporate Culture and Performance. New York: Free Press.
Laurie Mullins, L.J. and Gill Christy, G. (2016) Management and Organisational Behaviour. 11th edn. Harlow: Pearson Education.
Edgar Schein (2010) Organizational Culture and Leadership. 4th edn. San Francisco: Jossey-Bass.
Schein, E.H. and Schein, P.A. (2017) Organizational Culture and Leadership. 5th edn. Hoboken: Wiley.
Tesco (2023) Tesco Annual Report and Financial Statements 2023. 
Tesco (2024) Our Strategy and Values.
Bamford, D. and Forrester, P. (2003) ‘Managing planned and emergent change within an operations management environment’, International Journal of Operations & Production Management, 23(5), pp. 546-564.
Burnes, B. (2017) Managing Change. 7th edn. Harlow: Pearson Education.
Daft, R.L. (2021) Organization Theory and Design. 13th edn. Boston: Cengage Learning.
Robbins, S.P. and Judge, T.A. (2019) Organizational Behavior. 18th edn. Harlow: Pearson Educatio









	



