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[bookmark: _Toc224654370]Introduction 
Walmart Inc. is an American multinational retail company that operates a large chain of grocery stores, discount department stores and hypermarkets. The company was founded in 1962 and has been deeply rooted in founder Sam Walton’s principles of focusing on consumers, cost efficiency and respect. This type of culture shaped the decision-making as well as structure by managing the discipline in operation, hierarchical control, and strong support to the consumers. Walmart is the world’s largest retailer, having over 2.1 million associates globally (Working at Walmart, 2019). Organisational culture plays a vital role in shaping the functions of business, influencing employee, leadership style and overall decisions as well. In the large multinational retail chains like Walmart, culture becomes even more important. In the current competitive and quickly changing era, as understanding the culture is very important, in the globalised operation, where different groups should be integrated into a coherent organisational identity. This report will examine Walmart's organisational culture, its connection with structure and decision-making. The report will be using a major relevant theoretical framework, accessing the impact of culture on facilitating or impedes adaptation to the external environment. The report will examine the impact of organisational culture on organisational performance. 
[bookmark: _Toc224654371]Organisational culture of Walmart
Walmart’s organisational culture is focused on its philosophy of “Everyday Low Prices,” which highlights a strong focus on cost efficiency and customer satisfaction as well. This principle has shaped the company’s values as well as practices. The company supports frugality, accountability, and performance orientation (Walmart, 2025). The employee is known as an “associate,” who is expected to be effective in their operation and reduce costs wherever it could be possible. This type of culture is gained by strict performance metrics, managing processes, and continuous monitoring of the chains. This processing ensures that Walmart follows all the rules and regulations and also remains central to decision-making.
Walmart’s effective feature is its hierarchical structure combined with a performance-driven environment. The leadership has strong control over all decisions, while employees are also guided by values like respecting individuals, customer service and operational excellence. All these values affect the behaviour within all chains, which creates consistency in managing the function globally. The success of operating is also measured by its financial growth, sales, and market share rates, which highlights a results-oriented culture that prioritises measurable outcomes. Such an approach has made it possible for Walmart to gain global reach, but it has also attracted criticism. As the company is focused on managing costs of operation, which could create pressure on employee, it has limited innovation and has also raised concerns about wages and working conditions. Employee dissatisfaction has highlighted the issue of lack of efficiency and employee well-being. This has a direct impact on overall operation and highlights that culture could also affect human resources.    
In recent years, Walmart has attempted to modernise its culture, and the company decided to focus on inclusivity, sustainability and employee engagement. This approach is effective to gain the trust and employees' connection. The use of such an approach means bringing a culture of innovation and a safe workplace. These changes highlight Walmart’s shift towards a more flexible and responsible culture, rather than just focusing on cost efficiency. Now Walmart has decided to move forward, bringing innovation and employee engagement, while still maintaining the company’s traditional focus on efficiency and customer service (Walmart, 2025).
Therefore, Walmart’s organisational culture could be highlighted as an efficiency-driven, hierarchical, and performance-focused culture. The company has been focused on its function, efficiency and performance. However, limitations could be seen as managing the cost efficiency with employee satisfaction is very difficult, and a lack of employee satisfaction has already been detected. The challenge for Walrmat is to evolve its culture to manage competition, while also addressing the needs of its workforce and wider society. 
[bookmark: _Toc224654372]Walmart’s Culture Shaping Structure & Decision-Making  
Walmart’s management structure and style model is created by Sam Walton’s principles and values. The key to the success of a well-structured operation depends on the organised hierarchy levels and effective communication among departments. Walmart is also constructed into three product divisional structures. Its retail chain is divided into three Wal-Mart Stores (U.S.), Sam’s Club (U.S.), and International stores. This type of divisional structure and approach is the power of Walmart, as each chain is focused on the specific goals like products, services, or customers (UKEssays.com, 2010). The organisational culture plays a vital role in shaping the structure as well as decisions at Walmart. The company is well known for its united retail supply chain and has been operating with a clear hierarchy structure, where the authority flows from top management down to lower levels. In this type of structure, other low departments and people follow the instructions, reflecting the culture of efficiency and control. Such a culture is focused on controlling the wider operation, structure and decision-making as well. By managing strong oversight, Walmart could deliver uniform standards.
Walmart’s structure and decision-making process are directly affected by its strong focus on managing costs and productivity as well. The managers are expected to make choices that could only align with the culture priority, which means all decisions are based on the culture priority of Walmart, does not matter if its supply chain management, inventory control and pricing strategies. For example, decisions about the distribution and logistics are also designed to reduce the expenses, while also keeping the shelves stocked efficiently. This type of approach has become the power of Walmart, creating an image as an affordable retailer. Another major aspect of its culture is dependency on data-driven decision-making (Lombardo, 2024). The company has been using advanced technologies to make better decisions. Walmart uses data to track the trends, sales, customer needs, behaviour and operational performance. This has allowed the leaders to respond to the needs and key trends in the market way quickly. This proves the significance of adapting new tools and using them to utilize the operations. At the same time, the culture of accountability also ensures that employees are responsible for meeting the performance expectations and has created a disciplined environment. However, the centralised nature of decision-making could also cause issues, as employees at a lower level also have limited autonomy in their action, which may hinder creativity and innovation in the operation. This has a direct impact on the operation, making it difficult for Walmart to adapt in dynamic environments.            
[bookmark: _Toc224654373]Relevant Frameworks and Theories
[bookmark: _Toc224654374]Schein’s Model
Schein’s Model of organisational culture offers an effective way to examine the impact of culture on business. This model highlights culture by three hierarchical levels, where the first is the visible aspect of culture. In Walmart, all these include store layouts, employee uniforms and its operational process, creating the consistency within thousands of stores globally. This action highlights the harmony in the team and Walmart’s focus on efficiency and uniformity. At the second level, espoused values are highlighted in Walmart’s mission of offering the “Everyday Low Prices” and delivering customer satisfaction (Alankarage et al., 2024). The company is focused on managing the costs, affordability and consumer satisfaction. All values guide the employee’s behaviour and their decision-making to maintain efficiency and expenses. The third level is basic assumptions that underpin the culture, for Walmart, this includes the belief that focusing on cost efficiency and scale is the key to success. These assumptions have a strong impact on shaping the employees' and leaders' views on success and performance.
[bookmark: _Toc224654375]Handy’s Cultural Typology
Handy’s Cultural Typology has divided the culture into four main types, including the power, role, task and person.  Walmart is majorly focused on the role culture, where the role is highlighted by its hierarchical structures, and formal procedures dominate. This is evident as the company’s decision-making and standardised operations are a major part of success (Gutterman, 2024). Employees are expected to follow the structure, rules and process, rather than making their own decisions. This type of culture is usually strict, where elements of power culture are also present. The top management in a hierarchical culture plays a vital role in managing the overall decision, shaping strategy and decisions as well. This combined process of role and power in Walmart’s culture highlights the impact of its culture on decision-making, employee and processing.    
Their framework highlights that Walmart’s culture is structured as formal, efficiency-focused and hierarchical. The company has been managing all the decisions made by top management. Its culture has a direct impact on the operation, employee behaviour, and customer as well. However, the same culture could limit the innovation and adaptability among the employees, as the company follows a hierarchical structure (Rickard, 2024). The employee is restricted from making decisions, and all the processes are handled by the top management and based on the cultural priorities. Schein’s Model highlights that a company’s success is directly connected to a strong and consistent cultural framework. Still, it highlights the lack of adaptation and modern business challenges like digital transformation, sustainability, and employee engagement require changes in culture.     
Hofstede’s Cultural Dimensions
The cultural dimension theory developed by Hofstede offers a practical model that can be used to examine the impact of the national culture on organisational practices and behaviours. This model is especially applicable to the context of Walmart since the organisation has international operations in culturally different markets. 
Walmart is low on power distance since the company addresses its staff members by their titles of associates, thus enhancing equality and respect. But in reality, it has a high hierarchical structure implying some degree of high power distance in which decision-making is centralised at the top management. Secondly, Walmart shows a high level of individualism, mainly in the United States. Employees are supposed to be self-motivated and make their contribution towards an organisation's objective. 
Regarding uncertainty avoidance, Walmart has highly standardised working procedures and rules, and the decision-making process is based on data, which implies that the company is relatively high in terms of uncertainty avoidance. This assists the company in being consistent and efficient in its global operations. Moreover, Walmart was highly performance-oriented, economical, and competitive, indicating a masculine culture, as success is gained by performance and financial success, rather than by the welfare of the employees. 
Lastly, long-term sustainability investments, digital transformation, and internationalisation suggest that Walmart is changing its orientation to the long term, enabling the company to keep up with the new environment. Consequently, the Hofstede model shows that the organisational culture of Walmart has both an internal and external dimension, being influenced by national and global cultures as well as shaping its management style, work relations, and global flexibility. 
[bookmark: _Toc224654376]McKinsey 7S Framework
The McKinsey 7S framework is a holistic analysis of organisational effectiveness, which examines seven interconnected factors of a company: strategy, structure, systems, shared values, style, staff, and skills. This model is very applicable in the context of how the organisational culture of Walmart is connected to its overall functions. Walmart’s strategy is centred on cost leadership and the provision of ‘Everyday Low Prices, which directly shapes its culture of efficiency and cost control. It has a hierarchical and divisional structure, which gives it the ability to have clear authority and coordination in its global operations. The systems of the company, such as the developed data analytics and supply chain management technologies, provide support to all these actions. 
The central part of the framework is the shared values, and in the case of Walmart, its shared values are customer focus, respect towards individuals, and operational excellence. These principles influence organisational behaviours and the attitude of employees. The style of leadership is mostly top-down, which has a high level of control and monitoring of performance. Walmart has a huge workforce globally, with the employees expected to be guided by standardised procedures and achieve performance set targets. Lastly, the skills of the company are related to logistics, supply chain efficiency, and large-scale retail, which are a competitive advantage. One of the strong points of the McKinsey 7S framework is that it demonstrates that all the elements have to be correlated. Walmart has high congruency between its strategy, system, and structure, which promotes efficiency. Nonetheless, areas like staff and style have some misfit, as less empowerment of the staff can lead to a lack of innovation and satisfaction. 
Organisational Culture & Adaptation to External Environment
Walmart has been operating in one of the most competitive industries that is quickly changing globally. In such a complex era, culture plays a vital role in supporting the overall process and adaptation. The strong focus on cost leadership has always been a major part of its culture, which has allowed Walmart to become an affordable retailer and remain competitive in price-sensitive markets. This is very important for emerging economies, where affordability is a very important factor for consumers. Walmart has gained the reach of a wider range of consumers by offering affordable products in the markets that prioritize affordability (Hardjadinata et al., 2022). By keeping the product cost low, the company has maintained its strong position as a major leader in many retail markets globally. Walmart has also shown adaptability in its responses to technological changes and has invested in e-commerce and digital transformation to meet current needs. In the current competitive era, digital tools are being used to enhance the reach and services. Walmart has also invested in data-driven operations (Walmart, 2023). The company can easily track trends, needs, behavior of consumers and sales. Its acquisition of Flipkart in India is a strong example of how Walmart has strongly responded to the changes in market trends and consumers needs. This reflects the culture shift as well, that the company is willing to adopt new values.
Furthermore, Walmart’s culture has also evolved in line with its social and environmental responsibilities. The company has introduced sustainability initiatives like reducing its carbon emissions, supporting renewable energy, and ensuring ethical sourcing as well. These efforts highlight the adaptive nature of Walmart, shifting the company towards a more responsible culture, where they actually care about the environment and communities. These actions and efforts highlight the effectiveness of being adaptive, which is also supported by the key consumer prioritising sustainability (ARISEKOLA, and RUFUS, 2022). Despite all these strengths, challenges remain, as its approach ensures consistency over the different chains. This could affect the local markets and employees as well. The cultural differences are another major issue, as Walmart operates in different countries, where the languages and culture are completely different. The company needs to have an adaptive nature to manage such changes. Without this flexibility, Walmart risks being seen as too rigid in diverse environments.                          
[bookmark: _Toc224654377]Organisational Culture and Effective Functioning
Walmart’s organisational culture has a strong impact on overall performance, shaping both strengths and challenges. The company’s major focus is on its cost leadership and managing operational efficiency. It has combined the value with discipline in culture, Walmart has been offering consistent lower prices, attracting millions of consumers who prioritize reasonable prices of products. The culture of performance and accountability of the operation plays a vital role in managing the results. Employees are motivated to meet all targets, and this also contributes to increasing its retail sales. Another major aspect of its culture is dependency on data-driven decision-making. The company has been using advanced technologies to make better decisions. Walmart uses data to track the trends, sales, customer needs, behaviour, and operational performance (Williams, 2022). This has allowed the leaders to respond to the needs and key trends in the market way quickly. This improves the performance, allowing the leaders to act as per the trend, needs and major changes in the retail markets. This structured approach with effective functions supports the overall operations of Walmart. This type of structure and cultural approach ensures that the company remains responsive.
The company has been focused on its function, efficiency and performance. However, limitations could be seen as managing the cost efficiency with employee satisfaction is very difficult, and a lack of employee satisfaction has already been detected. The challenge for Walrmat is to evolve its culture to manage competition, while also addressing the needs of its workforce and wider society. The impact of culture is not only positive, it also shows the lack of adaptability and issues in managing employee satisfaction and further ongoing issues. The high turnover rate highlights risk, where Walmart needs to manage employee engagement (Kiron and Schrage, 2024). Its rigid hierarchical structure is effective for managing the operation, yet it has limited the innovation and creativity among the team due to the autonomy and rights being held by only top management. Therefore, Walmart’s structure and effective functions have managed its position in the retail sector. The company could invest in technology, employee engagement, and sustainability to enhance its future approach. The change is its operation and overall adaptation highlights that the company is well aware of changes in the retail sector globally.        
[bookmark: _Toc224654378]Impact of Organisational Culture on Performance
Walmart’s culture directly contributes to effective functions and improves performance by promoting consistency, efficiency and operations. Its standardised nature and smooth process enhance the connection over thousands of stores globally. The culture of accountability ensures that all the targets are contributing to the growth of the operation. The company also focused on effective teamwork and collaboration to support the coordination among employees. The leadership has strong control over all decisions, which also supports the performance. The employee is also guided by values like respecting individuals, customer service and operational excellence. All these values affect the behaviour within all chains, which creates consistency in managing the function globally (Ybarra, 2024).
However, challenges could be seen with its culture, as the company is focused on managing costs of operation, which could create pressure on employees, having limited innovation and has also raised concerns for wages and working conditions. Employee dissatisfaction has highlighted the issue of a lack of efficiency and employee well-being. This has a direct impact on overall operation and highlights that culture could also affect the human resource. Its hierarchical structure also limits employee empowerment and innovation in the business (Daritsu, 2024). The company needs to evolve as per the trend. Walmart’s structure and effective functions have managed its position in the retail sector. The company could invest in technology, employee engagement, and sustainability to enhance its future approach.    
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In the conclusion, Walmart’s culture is deeply rooted in founder Sam Walton’s principles of focusing on consumers, cost efficiency and respect. Organisational culture plays a vital role in shaping the functions of business, influencing employee, leadership style and overall decisions as well. In the large multinational retail chains like Walmart, culture becomes even more important. It has combined the value with discipline in culture, Walmart has been offering consistent lower prices, attracting millions of consumers who prioritize reasonable prices of products. The culture of performance and accountability of the operation plays a vital role in managing the results. Walmart’s culture has also evolved in line with its social and environmental responsibilities. The company has introduced sustainability initiatives like reducing its carbon emissions, supporting renewable energy, and ensuring ethical sourcing as well. These efforts highlight the adaptive nature of Walmart, shifting the company towards a more responsible culture, where they actually care about the environment and communities. Employees are motivated to meet all targets, and this also contributes to increasing its retail sales. However, challenges could be seen with its culture, as the company is focused on managing costs of operation, which could create pressure on employees, having limited innovation and has also raised concerns for wages and working conditions.
 

[bookmark: _Toc224654380]References 
Alankarage, S., Chileshe, N., Samaraweera, A., Rameezdeen, R., and Edwards, D. J. (2024). Diagnosing organizational BIM culture: A qualitative case study using Schein’s model. Journal of Management in Engineering, 40(3), 05024005.     
ARISEKOLA, O. A., and RUFUS, D. A. (2022). Supply chain management and operational performances in Walmart: The case of Walmart. International Journal of Advancement in Education, Management, Science and Technology, 5(2).    
Daritsu, E. F. (2024). Multicultural Engagement Strategies and Development Trends for a Walmart. Journal of Strategic Management, 8(1), 80-95.    
Gutterman, A. S. (2024). Typologies of Organizational Culture. Available at SSRN 4967450.   
Hardjadinata, R., Ginting, G., and Purnomo, R. (2022). The Impact Of Organizational Culture and Transformational Leadership Style On Work Motivation To Enhance Employee Performance At Pt Kwarsa Indah Murni. Jurnal Pendidikan Ekonomi (JURKAMI), 7(3), 325-338.  
Kiron, D., and Schrage, M. (2024). Intelligent Choices Reshape Decision-Making and Productivity. MIT Sloan Management Review.   
Lombardo, J. (2024). Walmart: Organizational Structure & Organizational Culture. [online] Panmore Institute. Available at: https://panmore.com/walmart-organizational-structure-organizational-culture.
Rickard, B. (2024). Large-scale organizational change leadership: The emergence, impact, and evolution of Walmart. 
UKEssays.com. (2010). Organisational Structure And Culture Of Wal Mart Management Essay. [online] Available at: https://www.ukessays.com/essays/management/organisational-structure-and-culture-of-wal-mart-management-essay.php.
Walmart (2023). ESG Reporting. [online] ESG Reporting. Available at: https://corporate.walmart.com/purpose/esgreport.
Walmart (2025). Purpose. [online] Corporate - US. Available at: https://corporate.walmart.com/purpose.
Williams, P. (2022). Organisational culture: definitions, distinctions and functions. In Handbook of research methods for organisational culture (pp. 5-22). Edward Elgar Publishing.    
Working at Walmart. (2019). Working at Walmart. [online] Available at: https://corporate.walmart.com/about/working-at-walmart?affiliates_ad_id=565706&campaign_id=9383&clickid=28HRyXx6HxyPWMXUVWy2lTICUkFzVQR3fTbkzM0&irgwc=1&sharedid=&sourceid=imp_28HRyXx6HxyPWMXUVWy2lTICUkFzVQR3fTbkzM0&veh=aff&wmlspartner=imp_1193708 [Accessed 17 Mar. 2026].
Ybarra, K. (2024). The cultural influence of ethical decision-making. 
‌

‌

‌

‌

‌

9

image1.png
Prifysgol Cymru

*::.N Y Drindod Dewi Sant
§ »

University of Wales
Trinity Saint David




