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Elkington method 


Introduction 
In 2016 Mullins essentially stated that Organisational Culture is a common perception held by the organisations members and that it is a system of shared values. This assignment contains an analysis of Organisational Culture within Tesco. This will be an evaluation of all factors including external, evidence-based information, models and theories, PESTEL analysis etc. The retail environment is rapidly changing, this assignment will also evaluate Tesco’s approach to improve employee engagement, performance and customer satisfaction. Organisational Culture refers to the beliefs, norms and values that employees are expected to follow and how it affects their behaviours (Schein 1992; Hogan and Coote 2014). Organisational Culture influences how the organisation operates, employees interact and how their goals are achieved. Strong Organisational Culture will improve employee motivation, customer satisfaction and business performance. 
Organisational Culture of Tesco 
Tesco was originally established in 1919 by Jack Cohen as a stall in a simple market, after the war. He had the desire for affordable groceries for everybody. The first branch commenced in Burnt Oak, Edgware. Since then, there are 4,365 stores open in the United Kingdom and Ireland, and 5,040 worldwide.
Tesco’s core values consist of customers being at the forefront of decisions and improving the environment a little at a time every day. They believe that everything revolves around their customers and when they understand them better, they can meet, exceed and anticipate their expectations. The organisation serves a diverse range of customers across 5 countries, online, banking, retail and mobile users. They assume their role in thousands of communities is so immense as they facilitate to numerous teams such as local suppliers, producers and jobs. They aim to reduce their environmental impact and improve the community’s healthy way of life. Sustainability is a core principle to the company. 
Their values are also customer centric, they understand each customer and what matters to them, the first to anticipate their needs and make a positive difference in communities whilst acting responsibly. Consumers being the heart of all their actions is fundamental to Tesco. The priorities of not only their customers but also colleagues and communities are understood, ensuring they search for ways to make everyone’s experiences and processes smoother. Tesco uses their insights and tools available, from Clubcard data, social media and customer feedback to improve, innovate and adapt to ensure the changing needs are met and deliver the greatest experience for customers. They treat people how they want to be treated by listening, trusting, valuing diversity and working as one. Everyone is welcome at Tesco. 
Tesco values their employees, as a result of this they provide a benefits package that not only provide for them but their employees families. After 4 weeks of working, colleagues receive a Tesco Colleague Clubcard which essentially grants access to discounts in store and online. An online Business Development Executive, Anthony stated “The colleague discount really makes a difference to my weekly and monthly shop and allows for luxuries at a lower cost”. Tesco understands the significance of diversity; everyone’s identities and backgrounds are celebrated and an environment where everyone can be themselves is significant. Colleagues with different accessibility needs are supported at Tesco by helping to remove any barriers faced. They aim to amplify, celebrate and consult communities of disability, race and ethnicity, armed forces, LGBTQ+, Parents and carers and support gender equality.
Tesco’s structure and decision making 
Tesco’s organisational culture plays a critical role in shaping its structure and influencing how decisions are made across the business. As one of the Uk’s largest retailers, Tesco places their customers at the centre of the business and aims to understand their needs and preferences. This influences their decision making by encouraging managers and employees to consider how their actions will affect their customer’s experience. Tesco’s decisions are also driven by Clubcard data, social media and feedback to gain deeper customer insights. Essentially decisions are based on evidence collected rather than management judgement. 
As Tesco is a large retail organisation, serving a wide range of customers they have established a clear structure across departments, management and areas of responsibility. Tesco’s organizational structure is hierarchical (tall structure) and can have as many as four layers of management in a large supermarket branch. In order the hierarchy goes as follows: Board of directors, Senior Executives, Regional Managers, Store Managers, Department Managers, Assistant Managers, Team leaders and employees. The hierarchy can provide numerous chances for employees to advance in their careers as there are multiple management layers. Having so many managerial positions allow managers to conclude decisions that best suit their local area which can improve customer satisfaction. On the other hand, as there is a prolonged chain of demand decision making can become highly time consuming. This can also affect communication between departments such as miss communication, lack of communication etc. Lower levels may believe they have little influence and power over decisions this can affect work ethic and motivation. As roles are specialised each department can focus on their role and easily improve performance. Overall, this hierarchal structure allows Tesco to maintain control whilst maintain operational and customer needs.
Collaboration is another aspect of Tesco’s culture; they encourage their colleagues to work together and communicate effectively between departments and levels of management. Collaboration is significant within a large retail store as decisions may require input from different departments including finance, logistics etc. When all departments cooperate sharing information and ideas can help make better informed decisions and changes are implemented effectively. Ideas being contributed from all colleagues, no matter the status, can also benefit the organisation and identify opportunities for improvement.
Tesco uses divisional organisational structure they operate across several areas such as; UK retail, Booker wholesale, Tesco bank and international markets. Each division has its own management, objectives and responsibilities allowing it to be tailored and specified to the customer’s needs. Booker directs their concentration on wholesale customers whilst Tesco’s retail focuses on individual shoppers. Decision making can be faster this way and more responsive as managers closer to their customers have an enhanced understanding. This allows greater flexibility. The divisional structure allows Tesco to maintain control whilst allowing adaptability to specific customers 
Tesco uses a combination of centralized and decentralization decision making. Important decisions such as overall impact, major investments and company wide policies are controlled by headquarters and senior management. Tesco benefits from this as consistency is maintained, clear direction and control is spread across different divisions and operations. On the other hand, decentralized decision making is also used on a smaller spectrum. Managers and teams lower on the hierarchy also share some responsibilities for operational changes. Store manager can respond to a local customer wants and needs without approval from their seniors. This combination allows control over strategies ensuring manager and employees can respond in time to customers desires.
Schein’s Theory 
Schein developed a theory stating there are three levels to organisational culture, Artefacts, Exposed values and underlying assumptions. Artefacts described anything overt and observable elements of a company such as dress code and logos. Espoused values explained how the organisation was described: missions, goals and social contracts. Finally underlying assumption consists of unconscious aspects that are felt and believed. 
At Tesco artefacts would include their uniform, branding, use of technology and the way employees interact with the customers. These elements determine how the customers view Tesco ad how they operate. Clubcard data is relevant because it demonstrates the company is focused on understanding customer behaviour and preferences. It creates a sense of consistency across the large organization as customers can expect similar standards across communities, areas and stores.
Espoused values in Tesco would be the understanding of customers and meeting their needs, working together and acting responsibly towards communities. Their culture is heavily customer focused, and this encourages all employees and managers to think about how their decisions will affect customers. Customer feedback and data are heavily analysed and considered when introducing a new service or changing an existing process, whether the change will improve customer experience. Tesco’s values of collaboration can also influence employees. This ethos requires them to communicate with one another when conducting decisions about areas such as finance, technology, marketing and in store operations. Their values help create expectations on how employees should manage themselves as a reflection of the organisation. 
Underlying assumptions is again heavily customer centric; this is the understanding and meeting customer needs is critical to the success of Tesco. Employees may automatically have empathy towards customers and listen to them when a challenge is faced. Available data would also shape how they continually look for new ways to improve products and services. The retail market is continuously changing, and Tesco needs to adapt to customer expectations and the market conditions in order to remain above their competitors.
PESTLE analysis 
As a highly regulated retail environment, government policies directly affect Tesco’s costs and operations. Tesco employs over 33,000 colleagues across different departments this means employment policies enforced in the UK are highly significant. From April 2026 the UK National Living Wage increased by 4.1% to £12.71 per hour this would increase the cost of employing retail staff. Tesco’s pricing, staffing and investment decisions will be influenced and affected. Any government policies relating to food standards, taxation, international trade and imports will also affect Tesco and its suppliers 
Economic conditions indefinitely impact Tesco due to the changes in inflation, household incomes and cost of living affecting consumers spending patterns. According to Office for National Statistics UK CPI inflation was 2.6% in June 2026, whilst food and non-alcoholic beverage prices increased by 1.7% over the year. Pressure has now been created on Tesco as the need to offer competitive prices whilst staying in profit margins. Aldi price match has been introduced and heavily Clubcard rewards discounts and benefits this is evidence on how economic conditions can influence pricing decisions. 
The consumer lifestyle is fast paced due to social media influence this make it challenging for Tesco but also creates opportunities to create more profit and revenue. Customers expect groceries to be affordable, healthy and sustainable. Tesco reports that 65% of its UK and ROI food sales are now classified as healthy, whilst fruit and veg sales have increased by 10% since 2022. The Clubcard system enables Tesco to understand customer behaviour and provide more personalised offers. 
Tesco uses different forms of technology to maintain their competitive position such as Clubcard data, digital platforms, online shopping and personalised promotions. This improves and helps comprehend customer purchasing behaviour. The technological approach and development can help Tesco improve efficiency, personalisation and online services.
Environmentally, Tesco faces challenges as food retailing impacts across the supply chain. Tesco aims to reduce emissions, improve sustainable sourcing and reduce waste. Their 2026 sustainability report states that a 68% reduction in emissions from its operations against its 2015 and 2016 baseline. The governmental packaging regulations require businesses to meet recycling and producer-responsibility obligations which increases the importance of sustainable packaging.
Tesco must comply with employment, food safety, competition, environmental legislation and data protection. The increase in the National Living Wage demonstrates how employment law can affect Tesco’s costs. 
Effective Functioning 
Tesco can be an enabler to effective functioning and can encourage ethical business behaviour. Ethical behaviours include anything that go above and beyond complying with the UK laws and considering what is morally appropriate for stakeholders. Tesco focuses on human rights and treating colleagues fairly can encourage employees and managers to consider the wider consequences of business decisions. Tesco states that human rights are integrated into its operations and that it works with suppliers to meet responsible sourcing and ethical requirements. This strengthens trust between Tesco and its consumers, employees and suppliers, which also improves their reputation and long-term performance. 
On the other hand, organisational culture can become a barrier if there is a gap between the values stated and actual behaviour. As much as Tesco promotes their strong ethical values some employees, serving customers may fail to demonstrate them consistently in everyday operations. From a higher perspective it may be difficult to price match and increase sales whilst increasing sales and revenue. From a narrower perspective employees may treat customers unfairly due to their own personal emotions demolishing Tesco’s whole moral compass. 
Elkington’s Tripple bottom line (1997) evaluates Tesco’s Corporate Social Responsibility. This helps the business stay socially responsible for itself.  His model argues that business must consider People, Planet and Profit rather than financial performance. Tesco’s core values focus on customers, employees, colleagues and communities. They aim to create an inclusive workspace for all. For Planet, Tesco has introduced initiatives relating to carbon emissions, food waste, and sustainable supply chains hence the 68% reduction in emissions from operations. For profit, Tesco must remain financially sustainable to continue investing in employees, customers and environmental initiatives. 
Overall Tesco amounts to being an enabler rather than a barrier when consistently implemented. The culture based on customer focus, ethical behaviours and social responsibility can improve employee engagement, reputation and long term decision making. 
Financial practises 
Tesco uses a mixture of financial and non-financial performance measures to assess organisational health. Financial reports alone do not provide a complete picture of how effectively an organisation is performing. Tesco’s annual reports reflect they measure performance from several perspectives; they link financial performance with customer, colleague and sustainability measures. In 2026 Tesco reported £66.6 billion in group sales, £3.152 billion adjusted operating profit and £1.957 billion free cash flow compared to lower reports in 2025. 
Profit and sales mainly show what has happened financially not explain the reasons behind the changes. This is why Tesco also uses non-financial reports. These would conclude of customer satisfaction, market share, product availability, sustainability and innovation. In 2025 and 2026 Tesco reported a UK market share of 28.0% with 24 consecutive four-week periods of market share gains, alongside improvements and brand perception. Customer measures are significant to Tesco as they are strongly customer focused. 
Benchmarking against competitors allows Tesco to compare its performance against competitors in the industry and determine whether they are achieving a competitive advantage. Competitors such as Asda, Aldi and Lidl help them identify where they are performing strongly and where further improvement may be required.
The impact of organisational culture 
Tesco’s organisation culture has significant influence on its organisational performance because it shapes how employees behave and how they interact with customers. Tesco’s key values are “No one tries harder for customers”, “We treat people how they want to be treated” and “Every little help makes a big difference.” These statements guide how colleagues work together and make decisions. As they place customers in the centre of decision making, by using evidence such as customer feedback, it helps improve the understanding of customer needs, pricing and services.
However, strong organisational culture may create resistance if employees become overly comfortable with established processes. As they are a multi functioning organisation (Teso UK, Booker, Insurance etc) they may struggle to meet all of customers satisfaction. Meaning they need to provide consistency but flexible enough to encourage adaptation and innovation.
Recommendations 
Tesco need to increase involvement from lower in the hierarchy as they deal with real life consumers every day. They should allow more opportunities to share ideas and give feedback. This could improve employee engagement, motivation and decision making. This could be done as a store meeting 3 times a year and store manager could report back to board directs, who would also conduct meeting about what to do with the information and suggestions. 
This would benefit the centralisation and decentralisation and keep it balanced. Major strategic decisions regarding suppliers, finances etc would consistently relay on the head office. Ensuring other managers have freedom to make day to day operational day to day decisions would allow Tesco to respond to local customer needs faster and more efficiently. 
Conclusion
Overall, this report demonstrates that organisational culture has a significant impact on how Tesco operates, makes decision and performs. Mullins and Christy stated organisational culture represents “how things are done around here” is relevant to Tesco due to its shared values, beliefs and attitudes and how they influence the behaviour of employees and managers across a large and complex organisation. Tesco supports the statement “significant effect on organisational processes” (Mullins and Christy 2016, p. 574) as their mission and vision statements influence organisational structure, group behaviour, employee motivation, job satisfaction, decision making and management control.









References
Hogan, S., J., and Coote, L., V., (2014). Organizational Culture, Innovation, and Performance: A Test of Schein's Model, Journal of Business Research, Vol.67 (8) , Pages 1609-1621
Mullins, L., & Christy, G. (2016). Management & Organisational Behaviour (11th ed). Pearson Education Limited. 
Schein, Edgar. Coming to a New Awareness of Organizational Culture . 1984.
Tesco PLC. “Core Purpose and Values.” www.tescoplc.com, 2025.
TESCO. “Diversity, Equity and Inclusion at Tesco.” 2024.
Geraghty, Tom. “Edgar Schein’s Three Layers of Organisational Culture.” 3 Feb. 2023.
Fernie, John , and Leigh  Sparks. “Logistics and Retail Management.” Google Books, 2026, https://books.google.co.uk/books?hl=en&lr=&id=8O4hAwAAQBAJ&oi=fnd&pg=PA149&dq=how+is+tesco+centralized+and+decentralized&ots=4C6syTZjeo&sig=4fkbA-ARpomNp0UdqrSe4_X_oEA&redir_esc=y#v=onepage&q&f=false. Accessed 9 Aug. 2026.
Low Pay Commission. “National Living Wage Increases to £12.71 Per Hour.” 31 Mar. 2026.
Plc, Tesco. Progress Sustainability Report 2026 Welcome to Our 2026 Sustainability Report. 2026, https://www.tescoplc.com/media/yjmlhji0/tesco-sustainability-report-2026.pdf. Accessed 12 Aug. 2026.
TESCO. “Q1 Trading Statement 2025/26.” Tescoplc.Com, 2025, https://www.tescoplc.com/q1-trading-statement-202526. Accessed 12 Aug. 2026.
---. “Sustainability Report 2026.” TESCO, 2026.
Dudovskiy, John. “Tesco Organizational Structure - Research-Methodology.” Business  research Method , 16 May 2016.
Tesco Plc. “Tesco PLC Annual Report and Financial Statements.” TESCO Annual Report 2025, 2025, https://www.tescoplc.com/media/ky0bfwpo/tesco_ar25_interactive.pdf. Accessed 12 Aug. 2026.
statista. “Topic: Tesco PLC.” Statista, 2020, https://www.statista.com/topics/3807/tesco-plc/?srsltid=AfmBOornhqPIKQgiwdHlC314DgwGwCVdoB3Tzis5S9FizGCXxdMhmaSS#topicOverview. Accessed 12 Aug. 2026.



2

image1.jpeg
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David





