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[bookmark: _cbtrch43gmjd][bookmark: _Toc236747833]1. Introduction 
Culture is defined as the cumulative set of beliefs and behavioural traits defining the perspective of organisational behaviour. As per the views of Mullins and Christy (2016), the advent of globalisation and international expansion of firms mandates the consideration of diverse cultural needs within employees. The report aims to determine the cultural beliefs and systems evident within Tesco, a prominent retail business operating across the UK. The contents of the report utilise various cultural models and frameworks to define the firm’s cultural traits, assess the cultural adaptation to external influences, and assess its impact on firm performance. 


[bookmark: _t02hxeafk9vq][bookmark: _Toc236747834]2. Critical evaluation of Tesco’s culture and its influence on firm structure and decision making 
Structure
The structure of Tesco evident is deemed hierarchical in nature wherein decentralisation is practised among each individual store within regions. The hierarchical structure’s key factors constitute a holistic governance mechanism wherein institutions flow from the top to the bottom levels respectively. As per the views of Radevic et al. (2023), hierarchical structure demonstrates high levels of formalisation, hierarchy, and centralisation of governance. The hierarchical structure is influenced by Tesco’s store-based model wherein hierarchical management is implemented across each store respectively. The core practices evident in Tesco due to the hierarchical culture are the top-down chain of command that ensures effective operational moderation. Within Tesco’s culture, regional managers instruct store managers and they are in turn responsible for managing individual store employees. The culture of Tesco influences managers to implement standard operating procedures (SOP) and this is in accordance with the hierarchical management of its stakeholders. On the contrary, DeHart-Davis et al. (2023) details that bureaucratic structures limit span of control and minimise inclusive behavioural precedence within firms. Therefore, the culture of Tesco needs to undergo a change aimed at limiting bureaucracy by a moderate margin. 


Decision Making
The culture of Tesco and its core values influence decision-making by setting precedents for behaviour. As per the views of Mullins and Christy (2016), "organisational processes such as decision-making, design structure and group behaviour are part of cultural development”. The culture of a firm defines decision making by normalising certain behaviours and creating a perception of influential social interactions. Tesco has stated that its core purpose is to “serve its customers, communities and the planet a little better every day,” keeping customers at the heart of its operations (Tescoplc, 2026). The core values of the firm’s culture are thus defined to be customers, community, and planet respectively. The decision-making of the firm is influenced by these values as customer-centric behaviours are normalised by store managers. Executive leaders adopt community-centric programs or sustainability initiatives, demonstrating that the cultural values define its operational decisions. However, since the decision-making process within Tesco is influenced by cultural values there may be some bias evident within firms that limit the ethical compliance of the firm. Therefore, Tesco’s cultural values set the precedent for decision-making in the firm and enable it to maintain an engaged workforce. 
[image: ]
Figure 1: Tesco’s core cultural values



[bookmark: _ksid9itjlyhl][bookmark: _Toc236747835]3. Application of Cultural theories and frameworks
Schein’s Model
[image: ]
Figure 2: Schein’s culture model
Schein’s cultural model views culture as a holistic process wherein the aspects of culture define the behaviours and beliefs of individuals. The views of Mullins and Christy (2016) denote that “The pervasive nature of culture includes the common values, beliefs, and attitudes that influence organisational processes.” The model assesses the prevailing culture of Tesco by assessing it from the perspective of its three factors that are artefacts espoused values and underlying assumptions.
Artefacts
The artefacts or the most visible elements of Tesco’s culture include its employee’s dress code policies and the expected behaviour described within its code of conduct. Tesco’s conduct guidelines detail that the firm’s cultural values align with inclusivity, equal opportunity, health, safety, and ethical management (Tescoplc, 2021). Thus, the cultural views of the firm are aligned with ethically moral values aimed at development of a holistic culture.
Espoused Values
The values mentioned by Tesco within its purpose statement include customer service, community engagement, and sustainability initiatives aimed at planetary preservation. As per the views of Tulokas et al. (2024), espoused values and underlying assumptions are slow to change since they are reinforced within cultural beliefs. Therefore, the values of Tesco evident are ingrained within new hires or existing employees via provision of training. 


Underlying assumptions
Underlying assumptions include the unconscious elements of culture that are considered normative behaviour. As Tesco operates in the retail sector, it is assumed that all employees are instructed to assume that the customer is always right. The assumptions and normative behaviours common among all employees include compliance with their manager and inclusive management facilitation. Thus, the underlying assumptions stated are reinforced within Tesco’s culture by managers and are aimed to enhance the firm’s operational compliance respectively. 
Hofstede’s Cultural Dimensions
Hofstede’s cultural dimensions are a framework that details the inert cultural differences evident within different geographical locations and the use of quantification of factors. As per the views of Zemojtel-Piotrowska and Piotrowski (2023), Hofstede classifies the differences between cultural factors stemming due to changes in individual or group based behaviour. The theory considers multiple dimensions of culture and reinstates the beliefs evident within a location quantified using a denoted score. The theory and its application to Tesco is important since this would enable the firm to assess the cultural differences between its international and national counterparts and devise new management strategies.
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Figure 3: Hofstede’s cultural dimensions
(Source: The Culture Factor, 2026)


The figure above details the quantified results of the cultural dimensions of the UK as a whole, dictating the beliefs present among workers of Tesco. The low power distance value of 35 denotes that employees believe that minimisation of inequalities is important within work environments. This is further supported by the fact that companies with a diverse and inclusive workforce have 2.5 time’s higher cash flow and 35% increased productivity (Yougov, 2023). Tesco’s cultural values reflect inclusive practices aimed at improving worker engagement in support of DEI initiatives. The 76 score in terms of individualism denotes that the UK is an individualistic society and thus the workers of Tesco would benefit from personalised engagement. Similarly, the 60 score in long-term orientation details that pragmatism is evident within employees and the acceptance for training is quite high. Tesco’s culture prioritises skill development and its initiatives include inclusivity workshops, online learning platforms and external training through mentorship (Tesco, 2026). The firm’s culture and employee beliefs align with inclusive management and engagement on a personal basis. Thus, the evaluation of the national culture enables Tesco to assess the cultural determinants necessary to improve its management initiatives. 
Handy’s Cultural Types
[image: ]
Figure 4: Culture types in Handy’s model
Handy’s cultural model defines the evident behaviours within culture by categorising common behavioural and management traits into four distinct categories. As per the views of Kokkinis and Keller (2026), Handy’s model discusses four archetypes of organisational culture that are a combination of different levels of formalisation and centralisation. The power culture signifies hierarchy, the task culture prioritises efficiency, the person culture incites people-centric views, and role culture assesses individual skills to improve management compliance. The model is therefore used to determine the dominant culture of Tesco and evaluate the key elements of the culture that defines normative behaviour. 

The role culture is most evident within Tesco as job roles are arranged based on specialisation and knowledge. The role culture is known to offer employees autonomy to enhance their productivity levels. The role culture also encourages employees to take responsibility for their actions and become accountable in nature. Tesco’s role cultural practice is perhaps most evident in the well-being policies of the firm wherein employees are liable to request flexible working options from day one. Flexible working options within Tesco include part-time work and convenience based timings respectively, enabling the firm to raise the engagement levels of its workforce (Tesco, 2026a). Flexible work provides workers the autonomy to decide their own shift timings, enhancing the amount of productive output. The role culture denotes that the position of an individual within the bureaucratic chain of an organisation determines their power and influence over others. For example, the store managers of Tesco have the highest individual power within stores yet their power is limited if compared with regional managers. Thus, Tesco prioritises employee training and updating the inherent skills of its workforce to boost worker compliance within operations. 



[bookmark: _7h2olvv2sb07][bookmark: _Toc236747836]4. Tesco leveraging its culture to adapt to external environmental influences 
Economic Factor: Inflation 
The external environment of Tesco, especially the economic factor determines its competitive viability within the retail business. The views of Mullins and Christy (2016) dictate, “The understanding and management of diverse groups of people from different nationalities comprises coherent cultural precedents.” The rising cost of living within the UK and rampant inflation is affecting the purchase behaviour of consumers and limiting store revenues. The current value of consumer price inflation across the UK is at 2.8% detailing a general decline in average purchase values nationally (ONS UK, 2026). Tesco is adapting to the influence of the economic environment by prioritising customer centricity within its culture. For example, the loyalty program of Tesco (Club card) has facilitated savings worth £392 for each member via discounted prices (Tescoplc, 2025). The firm’s customer-first beliefs and its employee culture aimed towards engaging every consumer aims to address the declining purchase interests. Tesco’s culture utilises a mix of social engagement and value provision via discounting to keep its customer base engaged respectively. Therefore, it can be denoted that the economic environment of Tesco can be moderated by improving consumer engagement levels of the firm. 
Social Factor: Lack of workforce 
The social factors of Tesco’s external environment dictate that there is a shortage of workers within the UK labour market. The estimates for pay rolled employees in the UK fell by 96,000 denoting a growing shortage in the labour market (ONS UK, 2026a). The culture of Tesco is moderating the external environment issue by maintaining high levels of worker engagement and prioritising training. The firm uses well-being strategies to keep employees contempt and minimise possible attrition, moderating the issue effectively. Thus, the external social environment of Tesco poses a threat to the operational compliance of the firm that can be moderated via supportive management policies.


Environmental Factor: Sustainability 
Sustainability is a core value of Tesco and is a cultural response to the external environment influence of mandatory sustainability laws. Legal compliance on sustainability has been mandated by the Environment Act 2021 and net zero compliance by the UK government. Tesco tries to meet such initiatives via its sustainability programs. The business uses a yearly publication to make its sustainability progress transparent and facilitate growth. For example, Tesco has been able to reduce its net emissions by 68% and opened a low carbon concept store to minimise environmental impact (Tescoplc, 2026a). The firm has aimed to address food waste within stores by participating in charitable donations, giving away food near its end of shelf life. Tesco has redistributed around 44,554 tonnes of surplus food items and around 99% of the internal brands of the firm are recyclable in nature. Furthermore, over 215,000 younger individuals have been given economic and employment opportunities via initiatives such as King’s Trust fund or via employability programme (Tescoplc, 2026a). Therefore, the culture of Tesco promotes circularity and sustainability, aimed at meeting the needs of creating a sustainable brand. 

[bookmark: _s2sovs5009f8][bookmark: _Toc236747837]5. Critical assessment of the culture acting as an enabler for effective organisational functioning
The culture of Tesco acts as an enabler for effective organisational functioning since its values such as customer centricity, employee engagement, and inclusivity enable appropriate functioning. The culture of the firm is seen to be supportive towards employees, aiming to enhance their skills and professional growth initiatives. The firm’s functioning is assisted by the supportive culture since it motivates employees to enhance their productive output. As per the views of Valeri (2024), motivation’s role in business entrepreneurship is to engage workers and align their productivity outcome with business requirements. Therefore, the culture of Tesco enables workers to adopt autonomous work roles, assist customers, and manage social groups at their workplace. 
Justification
The inclusivity trait is evident in Tesco’s culture and it enables the firm to devise cross-functional and inclusive teams. For example, Tesco’s LGBTQ+ network group enables it to facilitate inclusive hiring and shape diverse business policies (Tesco, 2026b). The disability network of Tesco removes barriers that physically disabled individuals face during employment and Tesco is the largest employer of military service retirees among the UK. The policies of the firm’s culture enable organisational functioning by ensuring that its business practices are inclusive and ethically moral in nature. The firm uses a yearly engagement survey conducted through a program titled “Through Every Voice matters”, drawing in employee feedback and determining consumer engagement views. The NPS of Tesco is stated to be 85 and internal surveys have demonstrated that the firm has a high engagement score of 85% (Tescoplc, 2025). The statements disclose that the supportive culture of Tesco enables its employees to stay highly motivated that in turn improves the net productivity of its workforce. However, unconscious bias within managers of Tesco can lead to racist or inappropriate behaviour, undermining its inclusive culture image. Therefore, it can be denoted that the culture of Tesco is an enabler and its supportive values can help it achieve competitive edge in the UK retail sector.




[bookmark: _ve9ku96erm65][bookmark: _Toc236747838]6. Impact of culture on firm performance 
Organisational culture sets the precedent for performance by serving as a framework denoting normative behaviours and expectations. As per the views of Noone et al. (2024), an adhocracy culture improves firm performance by increasing innovation precedence and teamwork efficacy. A supportive culture is able to motivate employees into achieving their optimum output, enhancing firm performance significantly. For example, Tesco achieved group sales worth £ 63.6 billion in 2025 and was able to reduce its net debt by 2.4% respectively (Tescoplc, 2025). The firm’s supportive culture and prioritisation of consumers helped it achieve 28.3% market share in the UK retail sector. The culture of Tesco is engrained within employees by offering them personalised training or mentorship opportunities. The performance of the firm is enhanced since the high engagement rate of employees leads to enhanced productive output from each worker. On the other hand, the wages and standard wage slabs of store workers is quite low in the retail sector and this leads to the possibility of high turnover. Therefore, Tesco needs to consider initiatives to improve wage discretion and measures to reduce turnover to maintain consistent firm performance. 
[image: ]
Figure 5: Tesco Financial statistics 
(Source: Tescoplc, 2025) 


[bookmark: _r7p0jb2qpvjr][bookmark: _Toc236747839]7. Recommendations for improvement 
Recommendation 1: Implementation of Knowledge Management System (KMS) to enhance the culture of collaboration among the workforce to improve management efficiency 
The implementation of KMS can work effectively for the management of Tesco as it will allow the organisation to share information efficiency across the organisation that can improve inter and intra team collaboration. According to Durst et al. (2023), organisations can utilise information and communication technology (ICT) as collaborative tools more for knowledge sharing. In this context, the management of Tesco can invest in integrating ICT in order to improve the culture of knowledge sharing to enhance collaborative nature among employees. In alignment with this, Yang (2023) has stated that Social Interdependence Theory suggests that building positive connections and shared goals within an organisation develops a sense of collaboration among people. In this context, the management of Tesco with needs to build a positive connection among its employees that will h el p the firm to manage its operations effectively by involving every team and each team member. It indicates that building a strong KMS will work effectively for Tesco to improve its operational efficiency by strengthening inter team collaboration. As a result, it can be stated that the management of Tesco can work on implementing KMS through effective ICT in order to build a culture of knowledge sharing and strong team collaboration for ensuring organisational performance efficiency. 


Recommendation 2: Development of a Two-way feedback channel through Enterprise Social Network (ESN) to improve employee engagement and to increase transparency 
Tesco can improve its organisational culture by implementing an ESN and collaborative internet system to enhance employee engagement and build a culture of transparency between the firm and its workforce. The development of a two-way feedback loop can be effective for Tesco to collect the perspectives of employees reading the areas of improvement in their management while they can also share improvement aspects of individual employees. This feedback loop can work effectively for Tesco to collect perspectives of employees that can help to bring changes in the management system to keep the employees satisfied. The Thai process will make the employees feel engaged with their organisations and they will feel valued within the firm. As a result, the entire process will be effective for Tesco to improve their ability of managing their workforce effectively. For example, Sainsbury’s collects feedback from its employees through the annual engagement survey, regular ‘temperature checks surveys,’ and ongoing colleague listening programmes (Sainsbury plc, 2026). The organisations listen to their workforce and incorporate changes in their management process that helps the firm to manage their operational efficiency and proceed with a culture of inclusion. As a result, it can be stated that the adaptation of the strategy, which is already working effectively for a key competitor, can also help Tesco to improve its culture and enhance performance efficiency. Therefore, the development of an ESN can be effective for the management of Tesco to improve its operational efficiency level in future by improving its culture. 




[bookmark: _lttgtw2h670z][bookmark: _Toc236747840]8. Conclusion 
The report demonstrates the cultural practices of Tesco and the beliefs of the firm that encourage effective management of its workforce. The culture of Tesco demonstrates values of inclusivity, sustainability and customer centric management and the alignment with employee engagement. The culture of the firm is analysed using Schein’s model and role culture is evident within the firm as part of role culture respectively. The recommendations use theories and evidence to demonstrate the management systems that would make great additions to the culture of the firm. Therefore, it can be denoted that the supportive culture within Tesco motivates workers and helps them to achieve optimum efficiency.
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