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[bookmark: _Toc224510969][bookmark: _Toc224516554]1. Introduction
Organisational culture fundamentally influences operations, decision-making, and interactions with employees and external stakeholders. It comprises shared values, beliefs, and behavioural norms that guide work performance. Mullins and Christy (2016) define organisational culture as “the way things are done around here” (Mullins and Christy, 2016, p. 739). This culture significantly impacts leadership, decision-making, motivation, and job satisfaction.
In increasingly globalised industries, organisations operate across multiple national and organisational cultures, complicating the management of organisational culture and increasing its strategic importance. A strong and coherent organisational culture enhances employee engagement, improves collaboration, and supports organisational performance. Conversely, weak or fragmented cultures may lead to conflict, reduce motivation, and impair decision-making (Schein, 2010). 
[bookmark: _Toc224502699][image: ]
[bookmark: _Toc224510970]British Airways, a leading international airline, provides a relevant case study for analysing organisational culture given its global operations, regulatory environment, and emphasis on customer service and operational reliability. The corporate slogan, “To Fly. To Serve.”, reflects its commitment to professionalism, service quality, and operational excellence. This report critically evaluates the influence of organisational culture on the structure, decision-making processes, and performance of British Airways. The analysis employs two key theoretical frameworks: Schein’s Model of Organisational Culture and Hofstede’s organisational cultural practices. These frameworks explore how cultural values shape organisational behaviour, management practices, and the company’s capacity to respond to external environmental pressures.
[bookmark: _Toc224516555]2. Theoretical Framework of Organisational Culture
[bookmark: _Toc224502700][bookmark: _Toc224510971]Understanding organisational culture requires theoretical frameworks that clarify how values, behaviours, and organisational practices influence operations. Although numerous models exist in organisational behaviour literature, this report focuses on two widely used frameworks: Schein’s Model of Organisational Culture and Hofstede’s organisational cultural practices. These frameworks provide complementary perspectives on culture as expressed through visible and behavioural organisational levels.
[bookmark: _Toc224516556]2.1 Schein’s Model of Organisational Culture
Edgar Schein (2010) developed a widely influential framework for analysing organisational culture. He proposes that organisational culture consists of three interconnected levels: artefacts, espoused values, and underlying assumptions. These levels clarify the relationship between visible organisational behaviours and deeper organisational beliefs and values.
Artefacts represent the most visible elements of organisational culture, including symbols, language, rituals, dress codes, architecture, and corporate slogans. Although readily observable, artefacts can be difficult to interpret without understanding the underlying cultural context.
Espoused values refer to the official values, strategies, and goals promoted by the organisation. These are typically communicated through mission statements, organisational policies, and leadership communications. They represent the organisation’s declared principles and the behaviours expected of employees.
The deepest level of organisational culture comprises underlying assumptions, which are unconscious beliefs and perceptions guiding behaviour within the organisation. Because members take these assumptions for granted, they exert a strong influence on decision-making and organisational behaviour (Schein, 2010).
FIG.1 Levels of organisational culture.
[image: ] Schein, E. H. (2010).
[bookmark: _Toc224502701][bookmark: _Toc224510972][bookmark: _Toc224516557]2.2 Hofstede’s Organisational Cultural Practices
Hofstede, Hofstede, and Minkov (2010) developed an influential approach to analysing organisational culture. Although Hofstede is primarily known for national cultural dimensions, his work also identifies organisational cultural practices that describe internal organisational operations and employee experiences of culture. These practices focus on behavioural patterns within organisations rather than deeper national values. Hofstede identified several dimensions that help describe organisational culture:
Open system versus closed system – whether the organisation embraces external ideas and new employees or maintains a closed, internally focused approach.
Employee-oriented versus work-oriented culture – whether the organisation prioritises employee well-being or focuses primarily on task performance and productivity.
Easygoing vs strict control – whether organisational rules are flexible or strictly enforced.
Local vs professional culture – whether employees identify primarily with the organisation itself or with their professional role and expertise.
Means-oriented versus goal-oriented culture – whether the emphasis lies on adhering to procedures or on achieving results.
Internally driven versus externally driven culture – whether organisational decisions prioritise internal procedures or external stakeholders, including customers and market demand. These dimensions facilitate analysis of how organisational culture influences managerial practices, employee behaviour, and organisational decision-making.
FIG.2 Hofstede’s cultural dimensions.
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Together, Schein’s model and Hofstede’s organisational practices provide a comprehensive framework for analysing organisational culture within companies. While Schein’s model explains the deeper structure of cultural values and assumptions, Hofstede’s framework allows researchers to evaluate how culture is expressed through everyday organisational practices.
[bookmark: _Toc224502702][bookmark: _Toc224510973][bookmark: _Toc224516558]3. Organisational Culture at British Airways
[bookmark: _Toc224502703][bookmark: _Toc224510974]Organisational culture profoundly shapes employee behaviour, decision-making, and interactions with customers and external stakeholders. At British Airways, this culture has developed over several decades, reflecting the company’s identity as a global airline dedicated to professionalism, safety, and service excellence. The organisational culture of British Airways can be analysed using Schein’s Model of Organisational Culture and Hofstede’s organisational cultural practices, enabling a comprehensive understanding of both visible cultural elements and routine organisational behaviours.
Schein’s Model of Organisational Culture
[bookmark: _Toc224502705][bookmark: _Toc224510976]According to Schein (2010), organisational culture consists of three levels: artefacts, espoused values, and underlying assumptions. These constitute the visible elements of organisational culture observable within the organisation. At British Airways, several artefacts distinctly reflect the company’s identity and cultural values. A prominent example is the corporate slogan, “To Fly. To Serve.” This slogan embodies the airline’s commitment to delivering high-quality service while upholding professionalism and operational excellence. It conveys the organisation’s dual identity as a transportation provider and a service-oriented company.
Additional artefacts encompass the airline’s branding, aircraft design, uniforms, and customer service protocols. The professional uniforms worn by cabin crew emphasise formality and service standards, reinforcing the organisation’s identity as a premium airline. Furthermore, the design of aircraft interiors, customer lounges, and service procedures reflects the company’s emphasis on customer experience and brand reputation.
Espoused Values
[bookmark: _Toc224502706]Espoused values represent the official principles and strategies endorsed by the organisation. British Airways emphasises values such as customer service, safety, reliability, and professionalism. These values are communicated through organisational policies, employee training programmes, and leadership communications.
Customer service plays a central role in British Airways’ organisational culture. Employees are trained to prioritise passenger satisfaction and maintain consistent service standards across international routes. This focus aligns with the airline’s strategic objective of sustaining a strong reputation within the global aviation industry.
[bookmark: _Toc224510977]Underlying Assumptions
Underlying assumptions are deeply embedded beliefs that guide behaviour within the organisation. At British Airways, a core assumption is that high service quality and operational reliability are essential for sustaining competitive advantage. Furthermore, professionalism and structured procedures are necessary to ensure safety in aviation operations. Due to the aviation industry’s stringent safety regulations, employees must adhere strictly to procedures and maintain high levels of discipline.
Figure 3: Schein’s Three Levels of Organisational Culture (Psychological Safety, 2024).
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[bookmark: _Toc224502707][bookmark: _Toc224510978]Hofstede’s Organisational Cultural Practices Applied to British Airways
[bookmark: _Toc224502708][bookmark: _Toc224510979]Hofstede’s organisational practices clarify how culture influences everyday organisational behaviour.
Employee-oriented vs Work-oriented Culture
[bookmark: _Toc224502709][bookmark: _Toc224510980]British Airways demonstrates characteristics of both employee-oriented and work-oriented cultures. While the organisation invests in employee training and professional development, operational performance and service delivery remain the primary focus. Given the need for strict coordination and efficiency in airline operations, the organisational culture predominantly prioritises work performance and operational standards.
Open System vs Closed System
[bookmark: _Toc224502710][bookmark: _Toc224510981]The organisation primarily functions as an open system, particularly given its international operations and interactions with customers from diverse cultural backgrounds. British Airways consistently adapts its services to align with international markets and global travel trends.
Easygoing vs Strict Control
Owing to the highly regulated nature of the aviation industry, British Airways operates within a strict control culture. Employees must adhere rigorously to safety procedures, operational regulations, and service standards. This stringent environment ensures passenger safety and operational reliability.
[bookmark: _Toc224502711][bookmark: _Toc224510982]Local vs Professional Culture
The culture of British Airways is professional rather than local. Employees often identify strongly with their professional roles, such as pilots, engineers or cabin crew, rather than with a specific organisational location. Professional expertise and training are therefore highly valued.
[bookmark: _Toc224502712][bookmark: _Toc224510983]Means-oriented vs Goal-oriented Culture
British Airways demonstrates characteristics of both dimensions; however, it tends to be more goal-oriented. The organisation focuses on achieving outcomes such as customer satisfaction, punctuality and operational efficiency. At the same time, strict procedures are necessary to achieve these goals.
[bookmark: _Toc224502713][bookmark: _Toc224510984]Internally Driven vs Externally Driven Culture
The organisation can largely be described as externally driven. Customer expectations, global competition and market demand strongly influence organisational decisions. Airlines must constantly adapt to passenger expectations, technological developments and regulatory requirements.
[bookmark: _Toc224510985][bookmark: _Toc224511066][bookmark: _Toc224502714]Overall, the organisational culture of British Airways reflects a combination of professional discipline, strong operational standards and a clear focus on customer service. These cultural characteristics influence employee behaviour, organisational routines and the overall service experience delivered to passengers.
[bookmark: _Toc224510986][bookmark: _Toc224516559]4. Culture, Organisational Structure and Decision-Making
Organisational culture strongly influences the structure of organisations and the way decisions are made within them. In large international companies such as British Airways, cultural values shape managerial behaviour, communication patterns and leadership practices. Organisational structure and decision-making processes are closely connected to cultural assumptions regarding authority, responsibility and coordination across departments (Mullins and Christy, 2016).
British Airways operates within a complex organisational structure due to the nature of the aviation industry, which requires coordination among multiple specialised departments, including flight operations, engineering, customer service, and logistics. In such organisations, clear hierarchies and formal structures are necessary to ensure operational reliability and safety. The presence of structured decision-making processes reflects the company’s cultural emphasis on discipline, professionalism and operational control.
From a cultural perspective, elements of a power culture can be observed within the organisation. Power culture refers to organisational environments in which authority and decision-making are concentrated at higher managerial levels (Handy, 1993). Within British Airways, strategic decisions regarding operations, route planning and safety procedures are typically made by senior management and executive leadership. This centralised decision-making structure ensures that decisions align with regulatory requirements and organisational objectives. At the same time, operational decisions are delegated to specialised professionals, such as pilots, engineers, and operational managers, whose expertise is critical to ensuring safety and efficiency.
Another useful framework for analysing the relationship between organisational culture and structure is the Cultural Web, developed by Johnson and Scholes (1992). The Cultural Web identifies several elements that shape organisational culture, including symbols, rituals and routines, organisational structures, control systems, power structures and organisational stories. Together, these elements create the organisational paradigm that influences employee behaviour and decision-making.
Within British Airways, several components of the Cultural Web are clearly visible. Symbols include the airline’s corporate identity, branding and its long-standing slogan “To Fly. To Serve.” This slogan represents the organisation’s commitment to professionalism and customer service, reinforcing the airline’s service-oriented identity. Rituals and routines can be observed in the standardised procedures followed by cabin crew and ground staff when interacting with passengers. These routines ensure consistency in service delivery across international flights.
Control systems also play a significant role within British Airways' organisational culture. Performance indicators such as punctuality, customer satisfaction and operational safety are closely monitored to maintain high service standards. Because the aviation industry is heavily regulated, strict operational procedures and safety regulations form an important part of organisational routines.
Finally, power structures within the organisation reflect the hierarchical nature of airline operations. Senior executives and operational leaders play a central role in strategic decision-making, while specialised professionals manage day-to-day operational decisions. This balance between hierarchical authority and professional expertise allows the organisation to maintain both operational efficiency and safety.
Overall, British Airways' organisational culture supports a structured decision-making environment that emphasises professionalism, service quality and operational discipline. However, such a highly hierarchical structure may also reduce organisational flexibility and slow down decision-making processes in rapidly changing market conditions. In highly competitive industries, excessive centralisation can limit innovation and responsiveness to emerging challenges.
FIG.4  The Cultural Web Model.
[image: ] Johnson, G. and Scholes, K. (1999).
[bookmark: _Toc224502715][bookmark: _Toc224510987][bookmark: _Toc224516560]5. External Environment and Cultural Adaptation
Organisations do not operate in isolation; instead, they exist within a wider external environment that significantly influences organisational strategy, structure and culture. In highly globalised industries such as aviation, organisations must constantly adapt to changes in market conditions, technological developments and customer expectations. The organisational culture of  British Airways has therefore evolved in response to both competitive pressures and regulatory requirements within the international airline industry.
One of the most significant external influences on British Airways is the global competitive environment. The airline industry is characterised by intense competition among international carriers such as Lufthansa, Emirates, and Air France. To remain competitive, British Airways must maintain high service standards while ensuring operational efficiency and cost control. Organisational culture, therefore, plays a key role in supporting customer service quality and organisational performance. According to Johnson et al. (2017), organisations operating in highly competitive markets often develop cultures that emphasise efficiency, responsiveness and customer satisfaction.
Another important external influence is the aviation industry's regulatory environment. Airlines operate under strict safety regulations imposed by international aviation authorities. These regulations require airlines to maintain highly structured procedures and operational discipline. As a result, the organisational culture within British Airways emphasises professionalism, compliance and risk management. Employees must follow strict operational guidelines, particularly in areas such as flight operations, aircraft maintenance and passenger safety. This cultural emphasis on discipline and procedural compliance reflects the safety-critical nature of the aviation sector (Schein, 2010).
Customer expectations also represent a major external driver of organisational culture. As an international airline, British Airways serves passengers from diverse cultural backgrounds and travel purposes. Customers expect reliable service, safety and a positive travel experience. The organisation’s cultural focus on service quality is reflected in its long-standing slogan “To Fly. To Serve.”, which emphasises the company’s commitment to meeting passenger expectations. According to Kotter and Heskett (1992), organisations that align their culture with customer needs are more likely to achieve long-term organisational success.
Technological change also influences organisational culture within the airline industry. Digital technologies, online booking systems and customer service platforms have transformed how airlines interact with passengers. British Airways has adapted to these developments by integrating digital services into its operations, including online check-in systems, mobile applications and digital customer support platforms. Such innovations require employees to develop new skills and adapt to changing work processes.
Overall, British Airways' organisational culture demonstrates a strong capacity for adapting to external pressures. The organisation balances operational discipline with customer service orientation, enabling it to remain competitive in the global aviation industry. By aligning organisational culture with external environmental demands, British Airways maintains both operational reliability and customer satisfaction.
Nevertheless, strong procedural cultures may sometimes limit adaptability, particularly when organisations must respond quickly to technological disruption or unexpected market changes.
[bookmark: _Toc224502716][bookmark: _Toc224510988][bookmark: _Toc224516561]6. Organisational Health and Ethics
Organisational health refers to an organisation's ability to function effectively while maintaining positive relationships with employees, stakeholders, and the wider community. A healthy organisation demonstrates strong leadership, ethical behaviour, employee engagement and the capacity to adapt to changing environmental conditions. Within large international companies such as British Airways, organisational health is particularly important given the complexity of operations and the need to coordinate across multiple departments and international locations.
One important indicator of organisational health is employee well-being and engagement. Organisations that support employee development and provide a supportive working environment are more likely to achieve higher productivity and better organisational performance (Mullins and Christy, 2016). British Airways invests significantly in employee training, particularly for pilots, cabin crew and operational staff. Training programmes focus on safety procedures, customer service standards and professional development. Such initiatives help maintain high levels of professional competence within the organisation.
However, organisational health also involves managing relationships between management and employees. Like many large airlines, British Airways has experienced periods of labour disputes and employee dissatisfaction related to working conditions and organisational restructuring. These challenges demonstrate the importance of maintaining open communication between management and employees to support organisational stability and trust (Johnson et al., 2017).
Ethical responsibility is another important component of organisational health. Organisations operating in the aviation industry must adhere to strict ethical and regulatory standards regarding passenger safety, environmental responsibility, and the fair treatment of employees. Ethical behaviour is essential for maintaining public trust and protecting the organisation's reputation (Ferrell, Fraedrich, and Ferrell, 2019). British Airways emphasises safety, transparency and compliance with international aviation regulations as part of its ethical responsibilities.
Furthermore, the organisation must balance the needs of customers and employees when developing organisational policies. While customer satisfaction remains a key priority in the airline industry, organisations must also ensure fair working conditions and support for employees. A balanced approach between customer service and employee well-being contributes to a more sustainable organisational culture.
Overall, British Airways' organisational health reflects both strengths and challenges. The organisation demonstrates strong professional standards and commitment to safety, while continued attention to employee relations and ethical practices remains essential for maintaining long-term organisational effectiveness.
[bookmark: _Toc224502717][bookmark: _Toc224510989][bookmark: _Toc224516562]7. Recommendations
To strengthen its organisational culture and long-term performance, British Airways should continue developing initiatives that balance operational efficiency with employee well-being. Increasing employee engagement through improved communication, leadership transparency and professional development opportunities could enhance organisational trust and motivation. Research suggests that organisations with strong employee engagement achieve higher organisational performance and innovation (Kotter and Heskett, 1992).
Additionally, the organisation should continue strengthening its customer-focused culture while integrating digital technologies and sustainable practices. By aligning its organisational culture with both employee needs and customer expectations, British Airways can maintain its competitiveness in the evolving global aviation industry.
[bookmark: _Toc224502718][bookmark: _Toc224516563]8. Conclusion 
Overall, British Airways' organisational culture is a critical driver of organisational effectiveness, enabling the company to maintain competitiveness and operational reliability in the global aviation industry. As the aviation industry continues to evolve through technological innovation, environmental pressures and increasing global competition, maintaining a flexible and adaptive organisational culture will become increasingly important for British Airways. Therefore, the long-term success of British Airways will depend not only on operational efficiency but also on its ability to continuously align organisational culture with changing market conditions and stakeholder expectations.
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