STUDENT NUMBER :2312687                                                                                                                                                                                                                                                                                                         NAME: Sonia-Lenuta Vinturache                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                  MODULE CODE: LCLM5005                                                                                                                                 DEVELOPING EMMOTIONAL INTELLIGENCE

MODULE NAME: Organizational culture               
LECTURER NAME: Amir Homayounfard                 
                                                                                                                              Organisational Culture Report
                                                                                                                                             TESCO

Executive Summary
This report critically evaluates the influence of organisational culture on Tesco, one of the largest retailers in the United Kingdom, and its impact on organisational structure, decision-making, and overall performance. Organisational culture refers to the shared values, beliefs, and assumptions that guide behaviour and determine “how things are done around here.” Culture is an essential factor in shaping employee interactions, management practices, and strategic decision-making processes within large and composite organisations. (Matthias Ehrgott, 2010)
Tesco predominantly exhibits a part-based society, characterised by hierarchical structures, standardised procedures, and clearly defined responsibilities. Complementing this, task culture basics are present in modernisation-focused teams and strategic projects, allowing adaptability in response to changing market and technological demands. This combination supports operational consistency while providing flexibility where required.
The report analyses Tesco’s culture using three key frameworks: Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions, and Handy’s Cultural Types. Through these frameworks, the report identifies how Tesco’s culture influences the company’s structure, decision-making, adaptability, and performance.
Tesco leverages its organisational culture to respond to external pressures including technological advancements, regulatory changes, economic fluctuations, and evolving consumer behaviours. Culture acts as both an enabler and, in some cases, a barrier: it enhances position, operational efficiency, and customer focus but can also constrain flexibility and innovation due to hierarchical structures and performance pressures.
Finally, the report provides evidence-based recommendations for improving Tesco’s culture, including decentralising decision-making, fostering innovation, improving employee well-being, enhancing communication, and promoting diversity and inclusion. These measures aim to further enhance adaptability, engagement, and long-term competitiveness in a complex retail environment.

1. Introduction
Organisational culture is a crucial determinant of behaviour, motivation, and performance within any organisation. It shapes how employees interact, how managers make decisions, and how processes are designed and executed. In modern retail, culture plays an even more significant role due to the increasing complexity of operations, technological advancements, and global market pressures.
Tesco, founded in 1919, has grown to become one of the largest retail chains in the United Kingdom and operates internationally. With over 3,700 stores in the UK and multiple international operations, Tesco employs hundreds of thousands of staff and serves millions of customers weekly. Its organisational culture is central to maintaining efficiency, motivating employees, and ensuring customer satisfaction across diverse geographical regions.
In a globalized economy, retail organisations like Tesco must manage diverse workforces, evolving customer expectations, technological changes, and competitive pressures. Understanding Tesco’s organisational culture provides insight into how the company aligns its employees with strategic goals, maintains operational efficiency, and adapts to the external environment.  (Harrison, 2016)

The purpose of this report is to critically evaluate Tesco’s organisational culture and its impact on the company’s:
1. Structure and decision-making processes. 
2. Identification using recognised culture frameworks. 
3. Ability to adapt to external environmental pressures. 
4. Functioning as either an enabler or barrier to effectiveness. 
5. Overall performance and sustainability, including recommendations for improvement.
HISTORICAL 
Tesco was founded in 1919 by Jack Cohen as a market stall in East London, selling groceries and surplus goods. Cohen’s early approach reflected an entrepreneurial culture characterised by resourcefulness, practicality, and a strong focus on customer needs. The name “Tesco” was created in 1924, combining the initials of T.E. Stockwell, a supplier, with the first two letters of Cohen’s surname. This small beginning laid the foundation for a culture that prioritised customer service and adaptability.
During the 1930s and 1940s, Tesco expanded into multiple stores, gradually introducing formalised operational processes and supply chains. This period marked the initial shift from an informal entrepreneurial culture to a more structured role-based culture, necessary for managing growth and complexity. The culture emphasised clear responsibilities, operational discipline, and efficiency while maintaining a focus on customer satisfaction, reflecting Cohen’s original values.  (Sadek and Sadek, 2004)
By the 1960s, Tesco had adopted self-service stores, pioneering a retail format that improved operational efficiency and enhanced the customer experience. This innovation highlighted the organisation’s ability to integrate change and maintain a culture of continuous improvement. The expansion into supermarkets required more formal hierarchies, standardised procedures, and centralised decision-making, reinforcing the role culture elements that define Tesco today.  (States., 1951)
In the 1990s and 2000s, Tesco embraced globalisation, opening stores in Europe and Asia. This required cultural adaptation, balancing the consistency of Tesco’s brand and values with local market preferences. International operations introduced cross-cultural management challenges, prompting investment in cultural training, leadership development, and local employee engagement strategies.
Tesco’s culture also evolved to address technological changes and digital transformation, from the introduction of the Clubcard loyalty programme to online shopping platforms. These initiatives demonstrate a blend of role culture—through structured systems and processes—and task culture, where cross-functional teams innovate to meet changing consumer expectations. (Sandhu, 2021)
Today, Tesco’s organisational culture reflects a century of growth, innovation, and adaptation. It combines operational discipline, customer-centricity, and a capacity for innovation, enabling the organisation to remain competitive in a rapidly changing global retail environment. Understanding this historical evolution provides critical insight into how Tesco’s culture shapes its structure, decision-making, and ability to respond to external pressures.
2. Influence of Organisational Culture on Structure and Decision-Making
Tesco’s organisational culture is closely linked to its structure and decision-making processes. A clear understanding of this relationship highlights how culture shapes the company’s ability to operate efficiently and respond to change.
2.1 Organisational Structure
Tesco primarily operates a role-based graded structure, which ensures operational efficiency and clarity in responsibilities. Strategic decisions such as pricing strategies, large-scale expansions, mergers, and acquisitions are centralised at corporate headquarters. This centralisation ensures consistency in brand identity, quality standards, and overall business objectives across all stores. (Armstrong, 2007)
At the operational level, decision-making is decentralised. Store managers are empowered to make decisions on staffing, promotions, merchandising, and local marketing initiatives. This decentralisation enables responsiveness to local customer preferences, regional trends, and community needs.
The hierarchical structure aligns with Tesco’s role culture, providing stability, clear reporting lines, and accountability. It supports coordination across thousands of employees and multiple regions, ensuring that operational processes are consistent and predictable. However, the hierarchical approach can sometimes slow decision-making, particularly when rapid adaptation is needed in response to market disruptions or emerging opportunities.
2.2 Decision-Making Processes
Decision-making at Tesco reflects the balance between centralised authority and local empowerment. Corporate-level strategic decisions include investment in technology, mergers and acquisitions, sustainability initiatives, and overall organisational goals. These decisions require rigorous analysis, cross-departmental collaboration, and alignment with long-term strategic objectives.
At the store level, managers exercise discretion in areas such as staffing schedules, customer service approaches, and local marketing strategies. (Gagné, Fitzgerald and Pagurek, 1987) This approach encourages employee engagement and allows store-level teams to respond effectively to customer demands. However, the dual approach also requires clear communication and coordination to avoid inconsistencies across stores and departments.
The influence of culture on decision-making is evident in Tesco’s emphasis on collaboration, customer focus, and operational discipline. While hierarchy provides control, culture ensures that employees understand organisational values, promoting consistent behaviours aligned with strategic goals.

3. Identifying Organisational Culture Using Theoretical Frameworks
3.1 Schein’s Model of Organisational Culture
Schein’s model identifies three levels of organisational culture: artefacts, espoused values, and underlying assumptions.
· Artefacts: Visible manifestations of Tesco’s culture include store design, uniforms, signage, digital platforms, and corporate branding. These reflect professionalism, consistency, and a focus on customer experience. 
· Espoused Values: Tesco emphasises teamwork, operational excellence, customer satisfaction, and continuous improvement through training, employee appraisals, and corporate initiatives. 
· Underlying Assumptions: The company assumes that efficiency, competitiveness, and customer satisfaction are essential for success. These assumptions influence employee behaviour, management practices, and the company’s approach to problem-solving. 
By examining these three levels, it is evident that Tesco’s culture promotes standardisation and efficiency while advancing adaptability in specific projects and innovation-focused teams.
3.2 Hofstede’s Cultural Dimensions
Hofstede’s framework provides insight into cultural characteristics that influence organisational behaviour:
· Power Distance: Moderate. Tesco maintains hierarchies but encourages input from employees at different levels, balancing authority with collaboration. 
· Individualism vs. Collectivism: Collectivist tendencies are prevalent, emphasising teamwork, shared goals, and collaboration across functions. 
· Uncertainty Avoidance: Moderate. Standardised procedures provide stability, yet the company encourages innovation through task-focused teams and pilot projects. 
· Masculinity vs. Femininity: A performance-oriented culture exists, balancing competitiveness with a focus on collaboration, customer service, and employee engagement. 
Hofstede’s dimensions illustrate Tesco’s ability to maintain operational control while promoting employee involvement and adaptability.
3.3 Handy’s Cultural Types
Handy’s typology identifies four types of culture: power, role, task, and person culture. Tesco primarily exhibits role culture, characterised by hierarchical structures, formal processes, and clear responsibilities.  (Thomas, 2002)
However, task culture elements are present in project-based teams, such as digital transformation, sustainability initiatives, and strategic innovation projects. This combination allows Tesco to maintain operational efficiency while promoting adaptability and creativity where necessary.

4. Organisational Culture and Adaptation to the External Environment
Tesco operates in a dynamic retail environment influenced by multiple external factors.  (Dawson and Masao Mukoyama, 2013) Its organisational culture supports adaptation to these pressures, ensuring resilience and competitiveness in the market.
Tesco’s organisational culture plays a dual role: it can act as both an enabler that drives performance and a barrier that limits flexibility. Understanding these dynamics is crucial to evaluating how effectively the company functions and adapts to change.
5.1 Culture as an Enabler
Tesco’s culture is largely an enabler of organisational effectiveness due to several key factors:
1. Alignment with Strategic Goals:
Tesco’s culture ensures that employees at all levels understand and work towards shared objectives, such as operational efficiency, customer satisfaction, and long-term growth. Structured training programmes, clear role definitions, and regular performance reviews reinforce alignment. 
2. Operational Efficiency:
The role-based hierarchy in Tesco provides clear responsibilities and standardised procedures, reducing errors and increasing productivity. Processes for inventory management, staff scheduling, and quality control ensure consistency across thousands of stores. 
3. Customer-Centric Behaviour:
Cultural values emphasising customer service shape employee behaviour in every interaction. Initiatives such as the Clubcard loyalty programme and online delivery services demonstrate how a culture focused on customer needs drives engagement and loyalty. (Clive Humby, Hunt and Phillips, 2004)
4. Encouragement of Innovation in Task-Based Teams:
Although Tesco is largely hierarchical, task culture elements exist in areas such as digital transformation, sustainability projects, and marketing initiatives. Cross-functional teams working on e-commerce platforms or data analytics are empowered to experiment, innovate, and develop solutions that improve competitiveness. 
5. Employee Motivation and Engagement:
Tesco invests in leadership development, internal promotions, and skills training. A culture that recognises and rewards performance improves job satisfaction and staff retention. 

5.2 Culture as a Barrier
While Tesco’s culture provides numerous advantages, it can also act as a barrier:
1. Rigidity and Hierarchical Constraints:
The strong role-based structure can slow decision-making, particularly in fast-moving environments. 
2. Innovation Limitations:
Centralised control over strategic initiatives sometimes inhibits creative thinking or rapid experimentation. 
3. Operational Pressure on Employees:
Performance targets, tight deadlines, and high expectations can contribute to stress and reduced well-being. 
4. Global Integration Challenges:
Managing diverse international teams requires balancing corporate culture with local adaptation, which can sometimes create friction. 
5. Potential for Groupthink:
Highly structured environments may limit constructive debate and alternative perspectives, reducing agility. 

5.3 Balancing Enabler and Barrier Effects
Tesco mitigates these challenges by:
· Encouraging open communication and feedback. 
· Promoting cross-functional collaboration and knowledge sharing. 
· Supporting employee well-being and motivation. 
· Adjusting hierarchical processes for faster decision-making when needed. 
By balancing discipline and flexibility, Tesco ensures its culture functions primarily as an enabler of performance, adaptability, and long-term success
4.1 PESTLE Analysis
· Political: Government regulations, Brexit, trade policies, and employment laws require structured compliance and adaptability. 
· Economic: Inflation, consumer spending patterns, and market competition emphasise the need for cost efficiency and value-driven practices. 
· Social: Demographic changes, urbanisation, and lifestyle shifts influence customer expectations, requiring a responsive, customer-centric culture. 
· Technological: E-commerce, mobile applications, self-checkouts, and data analytics encourage a culture of innovation and continuous improvement. 
· Legal: Health and safety standards, employment legislation, and ethical business practices reinforce formal processes and accountability. 
· Environmental: Sustainability initiatives, waste reduction, and carbon footprint management reflect corporate social responsibility embedded in Tesco’s culture. 
4.2 Practical Examples of Adaptation
· Online Retail Expansion: Tesco expanded online grocery delivery and click-and-collect services, demonstrating rapid adaptation during periods of high demand. 
· Clubcard Loyalty Programme: Personalised offers and data analytics improve customer engagement and reflect a culture of customer-centric innovation. 
· Sustainability Initiatives: Plastic reduction, renewable energy adoption, and ethical sourcing demonstrate commitment to social and environmental responsibilities. 
· Addressing Past Challenges: Historical issues, such as accounting irregularities, highlighted the importance of transparency and ethical alignment within organisational culture. 
These examples demonstrate that Tesco’s culture enables the organisation to respond to external pressures while maintaining operational efficiency and alignment with core values.

5. Organisational Culture as an Enabler or Barrier
Tesco’s culture functions predominantly as an enabler of organisational effectiveness:
· Alignment with strategic goals ensures consistent operational practices. 
· Operational efficiency is reinforced through standardisation and hierarchical control. 
· Customer-centric practices drive satisfaction, loyalty, and brand reputation. 
· Task-focused teams encourage innovation in targeted areas. 
5.1 Barriers to Effectiveness
Despite these advantages, Tesco’s culture can present challenges:
· Strict hierarchical structures may slow decision-making and responsiveness. 
· Performance pressures and operational demands can negatively affect employee well-being and motivation. 
· Cultural rigidity may inhibit creativity and risk-taking. 
· Groupthink may limit critical thinking in highly standardised processes. 
Balancing these factors is crucial to ensuring that organisational culture remains a source of competitive advantage rather than constraint.
Tesco’s organisational culture directly influences multiple dimensions of performance, from operational efficiency to innovation, customer satisfaction, and employee engagement. Analysing these areas demonstrates how culture acts as a key driver of competitive advantage.
Tesco’s culture of operational discipline, cost control, and efficiency contributes directly to its financial success. Standardised procedures across thousands of stores reduce wastage, optimise inventory management, and ensure consistent quality, which in turn drives profitability. For instance, the use of centralised procurement systems and data-driven forecasting allows Tesco to maintain healthy profit margins even in competitive retail markets.
The Clubcard loyalty programme reflects Tesco’s customer-centric culture while simultaneously improving revenue. By understanding customer preferences and shopping habits, Tesco can tailor promotions, reduce unnecessary stock, and drive repeat purchases. This cultural focus on data-informed decision-making strengthens both revenue growth and operational efficiency.

6. Employee Engagement and Retention
Tesco invests in its employees through structured training, leadership development, and clear career progression pathways. Cultural emphasis on recognition, growth, and shared values enhances motivation and reduces turnover.
For instance, Tesco’s Talent Exchange Programme allows employees to rotate across departments, gaining new skills and perspectives while reinforcing a culture of learning and adaptability. Engaged employees are more productive, provide better customer service, and contribute to a positive organisational image.
6.1 Evidence of Cultural Impact on Organisational Success
The combination of operational discipline, customer focus, and innovation has allowed Tesco to maintain its position as one of the UK’s leading retailers despite intense competition from Aldi, Lidl, and online platforms. Cultural strengths like collaboration, accountability, and continuous improvement have enabled Tesco to implement effective cost-saving measures, adapt to market changes, and enhance customer satisfaction.
However, areas such as hierarchical rigidity and global cultural integration challenges illustrate that culture is not always a perfect enabler. By addressing these barriers, Tesco can further strengthen its performance and maintain long-term sustainability.

6.2 Financial Performance
Tesco’s culture of operational discipline, cost control, and efficiency contributes directly to its financial success. Standardised procedures across thousands of stores reduce wastage, optimise inventory management, and ensure consistent quality, which in turn drives profitability. For instance, the use of centralised procurement systems and data-driven forecasting allows Tesco to maintain healthy profit margins even in competitive retail markets.
The Clubcard loyalty programme reflects Tesco’s customer-centric culture while simultaneously improving revenue. By understanding customer preferences and shopping habits, Tesco can tailor promotions, reduce unnecessary stock, and drive repeat purchases. This cultural focus on data-informed decision-making strengthens both revenue growth and operational efficiency.

6.3 customer service is embedded in its organisational values Customer Experience
Tesco’s emphasis on customer services embedded on its organizational values customer service.  (Roper and Fill, 2012) Employees are trained to prioritise customer satisfaction, whether in-store, online, or through home delivery. The culture encourages staff to take initiative in resolving customer issues and improving service quality.
For example, during peak periods such as holidays, Tesco has implemented flexible working hours, additional staff training, and enhanced logistical support to ensure smooth operations. This proactive, customer-focused approach reflects the cultural belief that “customers come first” and contributes to Tesco’s high customer loyalty.

6.4 Innovation and Adaptability
While Tesco has a largely hierarchical structure, task-based teams and innovation initiatives thrive under the company’s culture. Projects such as online grocery expansion, mobile shopping apps, and sustainability initiatives show how culture fosters adaptability and creative problem-solving. (Mastering Creative Problem Solving, n.d.)
The balance between operational discipline and task-oriented innovation allows Tesco to implement new technologies efficiently while maintaining service standards. The company’s culture encourages experimentation within structured parameters, enabling strategic change without destabilising core operations.
6.5 Evidence of Cultural Impact on Organisational Success
The combination of operational discipline, customer focus, and innovation has allowed Tesco to maintain its position as one of the UK’s leading retailers despite intense competition from Aldi, Lidl, and online platforms. (Britain: 2006) Cultural strengths like collaboration, accountability, and continuous improvement have enabled Tesco to implement effective cost-saving measures, adapt to market changes, and enhance customer satisfaction.
However, areas such as hierarchical rigidity and global cultural integration challenges illustrate that culture is not always a perfect enabler. By addressing these barriers, Tesco can further strengthen its performance and maintain long-term sustainability.
7. Recommendations
To further leverage organisational culture for improved performance, Tesco should:
1. Increase decentralisation: Empower managers at regional and store levels to make decisions, improving responsiveness and innovation. 
2. Foster innovation: Encourage cross-functional collaboration, experimentation, and a safe environment for creative risk-taking. 
3. Enhance employee well-being: Implement flexible work arrangements, mental health support, and recognition programmes. 
4. Strengthen communication: Promote transparency and alignment across departments to reduce silos. 
5. Promote diversity and inclusion: Encourage diverse perspectives to enhance creativity, problem-solving, and adaptability. 
8. Conclusion
Tesco demonstrates a predominantly role-based culture with elements of task culture supporting innovation and adaptability. This culture enables operational efficiency, aligns employees with strategic objectives, and enhances customer satisfaction while providing a framework for responding to external pressures.
While hierarchical structures and performance pressures can constrain flexibility, Tesco’s culture primarily acts as an enabler of organisational effectiveness. By implementing the recommended strategies, Tesco can further strengthen engagement, innovation, adaptability, and long-term success in a highly competitive retail environment.
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