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1. Introduction 
Organizational culture could be explained as a system of shared assumptions, values, and beliefs that influence how people in an organization behave. The shared values of an organization influence how people in an organization behave, carry out their duties, and interact with other individuals in an organization, setting boundaries within which people are expected to behave (McLaughlin, 2018). Moreover, Schein (2010) also explained that there are three levels of organizational culture: artifacts, espoused values, and assumptions, implying that assumptions are also a part of organizational culture that influence an organization.
Tesco Plc, established in 1919, is one of the largest multinational grocery retailers and general merchandise retailers in the world. The company has over 330,000 employees globally as of 2023 (Tesco PLC, 2023). The company’s first hypermarket opened in Burnt Oak, England, in 1931. Since then, the company has expanded its operations to other countries such as Europe, Asia, and the US under its diversification strategy (Rosnizam et al., 2020). According to Stanikzai and Ali, (2024), initially, the company focused on providing affordable grocery products to the working class. The company’s success can be attributed to low prices and the variety of products offered to customers. However, the company later diversified to other products such as books, clothing, furniture, and electronics. Its motto is “Every Little Helps,” which shows the company’s customer-centric culture. Additionally, the company is efficient in its operations. This is evident through the company’s innovations such as the use of Club Cards to provide personalized marketing. However, the company has managed to adapt to the changing needs of customers over the years. This is despite the challenges facing the company. The company’s focus on customer satisfaction is still evident (Stanikzai and Ali, 2024).
This report critically discusses the organizational culture of Tesco, revealing that it has undergone a transition from a performance-oriented, target-driven culture to a customer-focused, collaborative, and ethically driven culture that now mainly acts as an enabler rather than a hindrance to business. The report will attempt to reveal the prevailing cultural characteristics of the organization by using theoretical frameworks such as Schein’s cultural model, Handy’s cultural typology, and Hofstede’s cultural dimensions. Additionally, will be analysed the role of organizational culture in determining the structure of the organization, adapting to external forces, and influencing performance. Finally, recommendations based on empirical data are provided to enhance cultural alignment and organisational effectiveness
[bookmark: _Toc223442120]2. How Organizational Culture Influences Tesco’s Structure and Decision-Making 
[bookmark: _Toc223442121]2.1 Organizational Culture and Structure at Tesco’s 
Tesco uses a hierarchical structure which fits best with the size and complexity of a multinational retail chain. In a hierarchical structure, power and responsibility are distributed across various levels within an organization. These levels include the Board of Directors, the Executive Committee, Senior Executives, and regional and store managers. This makes it easier to manage a retail chain such as Tesco (Tesco PLC, 2024).
The hierarchical structure aligns with the organizational culture of Tesco, because the company has always focused on its performance targets, efficiency, and standardization. Centralized decision-making and structured procedures help maintain uniformity throughout the stores while embedding organizational cultural norms like accountability, compliance, and operational discipline (Obel and Burton, 2012).
However, Tesco also prioritizes employee engagement, motivation, and alignment with organizational cultural norms, which further improves the effectiveness of the above structure. According to Schein (2016), assumptions and shared beliefs affect formal organizational structures. In the case of Tesco, the company's cultural norms like customer focus, operational excellence, and employee satisfaction justify the above hierarchical structure while allowing the company to strike a balance between controlling the workforce and empowering them (Tesco PLC, 2024).
Cultural mechanisms such as performance measurement, accountability processes, and standardized operational guidelines are part of the hierarchy. The hierarchy ensures that the cultural mechanisms are being followed in the execution of Tesco’s cultural strategies while at the same time ensuring that the quality of services remains consistent in all stores (Mullins and Christy, 2016; Tesco PLC, 2024).
While the hierarchical model allows for consistency and efficiency in operations, it can also be inflexible and less responsive at the local level. The company has addressed this pressure by integrating cultural approaches that point out transparency and inclusiveness.

[bookmark: _Toc223442122]2.2 Organisational Culture and Decision-Making on Tesco’s
In the past, Tesco had a culture that enabled the top-down approach in decision-making, where performance was an integral part in the decision-making process. While control and management are important for growth, they can also have negative impacts, such as inefficiency in management and operations and a poor brand image (Jonah, 2018).
Studies indicate that the major supermarket chains in the UK, such as Tesco, have historically maintained a top-down approach to decision-making authority at senior levels, which has impacted the ability of lower-level managers to make timely decisions to address the local market environment (Alexander, 2015). For example, Tesco reported a loss of £6.4 billion in the 2014-2015 financial year due to factors such as high transaction costs, a lack of focus and attention on price, and operational efficiency (Butler and Farrell, 2015). Additionally, high asset specificity and behavioural uncertainty impacted the integration of the stores (Jonah, 2018).
These illustrations suggest that a poor decision-making practice may result from a strong organisational culture where top-down decision-making is considered important. Decisions are being taken to achieve short-term success rather than sustainability due to the focus on short-term success measures and the need to manage costs without proper consideration of ethical standards. 
Tesco went through a cultural change under the leadership of Dave Lewis, which focus on accountability, transparency, and a simple management layer. Such a cultural shift resulted in increased employee engagement in decision-making processes at the operational level. This led to effective communication channels and decision-making that was informed and aligned to the organisational objectives, reflecting a move toward a more inclusive culture (Butler and Farrell, 2015; Armstrong, 2016). The shift by Tesco can be linked to Schein’s view that assumptions about acceptable risk, performance, and governance drive organisational behaviour (Schein, 2010), and can also be linked to Mullins and Christy’s theory that culture determines management control at all organisational levels (Mullins and Christy, 2016).

[bookmark: _Toc223442123]3. Identifying Tesco’s Organisational Culture Using Theoretical Frameworks 
[bookmark: _Toc223442124]3.1 Schein’s Three Levels of Culture
According to Schein (2010), organisational culture exists at different levels: artifacts, espoused values, and assumptions. These levels on Tesco’s organisational environment are as fallowing:
Artifacts in Tesco’s organisational culture include observable and tangible aspects such as the store’s design, employees' uniforms, brand name and logo, customer service practices, and organisational reporting lines (Schein, 2010). The company’s hierarchical organisational design and performance targets and processes are also artifacts. These processes and practices show how the company operates and controls its activities. The focus is on efficiency and accountability (Tesco PLC, 2024).

Espoused values are the values the organisation publicly espouses such as principles and strategic priorities. According to Tesco PLC (2024), the values the company espouses to the public are customer focus, operational excellence, accountability, and teamwork. The values are also evident in the company’s mission statements, annual reports and leadership communications. Furthermore, the emphasis on transparency and rebuilding trust fallowing the financial crisis of 2014 are also values espoused aimed at restoring stakeholder’s confidence (Butler and Farrell, 2015).
Underlying assumptions guide and shapes decision-making processes. In the past, Tesco was guided by an underlying assumption that growth, leadership, and performance were what signified most in judging a company's success. This, in turn, guided its centralized control and performance-based style of management (Butler and Farrell, 2015). However, in light of the accounting scandal, it seems that a disconnect may have occurred between its espoused values and its actual practices, which may have been a result of its underlying assumptions about performance.

[bookmark: _Toc223442125]3.2 Handy’s Cultural Types
According to Handy (1996), organisational cultures can be broadly classified into four types: power culture, role culture, task culture, and person culture.
Role culture is bureaucratic in nature and focuses on the clearly defined roles and responsibilities, formal procedures and structured reporting system (Handy, 1996). In the case of Tesco plc, the dominant is role culture. The company has a hierarchical organizational structure with well-defined job descriptions. The authority of making decisions is based on the position rather than personal power, and performance targets and compliance are further supporting factors in this regard (Tesco PLC, 2024).
Power culture is defined as the level to which a particular leader can influence people within an organisation (Handy, 1996). On Tesco plc, historically, some characteristics of power culture were evident, especially before the accounting scandal that took place in 2014. During that period, the power to make decisions was at the highest management level.
Task culture is job-oriented since the level of influence in the organization is based on the expertise level of the key figure rather than personal influence (Handy, 1996). Elements of task culture are present in Tesco's innovation, technology, and online business departments. However, these exist in a hierarchical framework rather than replacing it (Tesco PLC, 2025).
Person culture is a unique type of culture where the individual is the key figure, and the purpose of the organization is to assist individuals rather than individuals helping the organization (Handy, 1996). Tesco does not practice this type of culture.

[bookmark: _Toc223442126]3.3 Hofstede’s Cultural Dimensions 
Tesco operates in various countries, which demands that the company's management adjust its methods according to the different cultural environments. Hofstede (2001) identified five dimensions of national culture, which affect the behavior of employees and the style of management of the company as follows:
Power Distance: This refers to the level of acceptance of unequal power distribution by the less powerful members of a company (Hofstede, 2001). In high power distance societies, Tesco maintains a higher hierarchical control system, whereas in low power distance societies, the company's managers are more independent, encouraging employees' contribution to the company's decision-making processes (Szcześniak, 2025).
Uncertainty Avoidance: In high uncertainty avoidance markets, Tesco uses structured communication systems and digital tools to provide clarity and reduce uncertainty (Tesco PLC, 2025). The company's use of reporting systems, procedural systems, and risk management systems ensures that employees are not exposed to situations of uncertainty, thereby maintaining consistency in the company's operations (Presbitero, 2021).
Individualism vs Collectivism: Tesco has diversity training and language development programmes for the efficient working of teams in a multicultural environment (Tesco, 2024). In collectivist societies, group harmony, group responsibility, and group incentives are the prime motivators. In individualistic societies, performance management systems recognize and reward individual initiatives and achievements. This indicates that Tesco has attempted to align teamwork structures with the cultural characteristics of the societies in which they operate, along with organizational core values (Szcześniak, 2025).
Masculinity vs Femininity: In masculine societies, Tesco focuses on performance targets, competition, and achievement. In feminine societies, Tesco has tried to balance performance targets with employee well-being, work-life balance, and leadership styles (Hofstede, 2001).
Long-term vs Short-term Orientation: In long-term-oriented markets, Tesco focuses on sustainable growth strategies, customer loyalty programmes, and infrastructure development. In short-term-oriented markets, Tesco focuses on immediate performance and pricing strategies. Tesco has a history of innovation since the inception of self-service retailing and has tried to maintain a high level of innovation in services like rapid delivery services to maintain competitiveness in the market and meeting customer needs (Tesco PLC, 2025).

[bookmark: _Toc223442127]4. How Tesco Leverages Culture to Adapt to the External Environment
Tesco operates in a volatile external environment, marked by factors like technological, economic, intense price competition, and environmental volatility. To deal with these challenges, Tesco is relying on its organisational culture as a strategic tool for adapting to these environmental challenges.
Tesco's cultural values like customer focus, accountability, and efficiency are helping the company become more responsive to environmental challenges. For example, Tesco has made significant changes in its organisational structure, particularly in its head office, to cater to its growing e-commerce, quick commerce, and personalisation businesses, as its organisational culture demands (Tesco PLC, 2026a). Economic challenges and price competition from discounters like Aldi and Lidl have made Tesco more reliant on its value proposition, while its recent brand campaign, “Every Little Helps,” reflects its cultural values like value, trust, and reliability (Tesco PLC, 2026b). Similarly, its Clubcard programme reflects its organisational culture, as it uses its customer data to personalise its price and promotional strategies, making it more competitive in the marketplace (Tesco PLC, 2025).
Sustainability and inclusion are incorporated as cultural values rather than as projects or initiatives. The low-carbon concept superstore in Harrogate and the use of 100% renewable electricity are examples of innovation in efficiency and long-term strategic strength. The diversity targets for a 37% female-led leadership team and a 17% ethnically diverse leadership team for 2026 contribute to employee engagement and align the workforce with societal expectations. Partnerships with suppliers, based on a value system that is honest and fair, add to the strength of the supply chain in terms of stability and innovation, ensuring consistent quality of service and competitiveness (IGD, 2026).
Overall, the culture of Tesco can be seen as a strategic resource. The integration of customer focus, sustainability, accountability, and dynamism as core values of the company has strengthened its ability to deal with the impact of technological, economic, and social forces in a way that turns its culture into a strength.

[bookmark: _Toc223442128]5. Is Organisational Culture a Barrier or an Enabler at Tesco?
[bookmark: _Toc223442129]5.1 Culture as a Barrier
In the past, the organisational culture of Tesco was a barrier to its performance and adaptability. The organisational culture of Tesco, prior to the changes under the current CEO, Dave Lewis, was based on short-term financial goals, hierarchy, and control, as well as centralised decision-making (Butler and Farrell, 2015). Although the company culture was consistent with its strategy, the structure was not conducive to local adaptation, leading to operational inefficiencies. The accounting scandal, exposed in 2014, involved overstating a £6.4 billion profit, which demonstrated how the company culture, which was focused on meeting short-term targets, can lead to unethical behaviour (Jonah, 2018; Butler and Farrell, 2015). The company culture, which was controlled from the top, was not conducive to the autonomy of the store managers, which exposed the company to operational inefficiencies (Alexander, 2015). These examples prove how a company culture can damage the effectiveness of a company's strategy.
[bookmark: _Toc223442130]5.2 Culture as an Enabler
On the other hand, the current culture of Tesco mainly plays an enabling role in terms of adaptability and performance. The emphasis on customers, operational efficiency, and accountabilities are key elements in the operational processes of Tesco (Tesco PLC, 2026a). "Every Little Helps" brand positioning strategy, as well as the Clubcard loyalty program that makes use of customer information in developing strategies for products, pricing, and advertisement, are examples of competitive positioning strategies of Tesco (Tesco PLC, 2026b; Tesco PLC, 2025). Sustainability and inclusion are also integrated into its cultural model, including low-carbon stores, renewable electricity, and specific diversity targets of female (37%) and ethnically diverse (17%) leadership by 2026, which contribute significantly to its overall strategic resilience (IGD, 2026; Tesco PLC, 2025). Supplier partnerships guided by values of honesty and fairness further improve supply chain stability and service quality (IGD, 2026). The empowerment of local managers to try new approaches to problems, along with the implementation of successful innovations, also demonstrate Tesco's approach to distributed innovation, which is also a positive attribute of its overall organizational culture (Schein, 2010; Handy, 1996).
Overall, the cultural evolution of Tesco demonstrates how the company’s commitment to customers, ethics, sustainability, and adaptability has helped transform its culture into a key business resource to enable the company to respond to external pressures.

[bookmark: _Toc223442131]6. Impact of Organisational Culture on Performance
Tesco’s organisational culture has a direct and measurable effect on performance, where organisational values are connected to financial, operational, and reputation-based performance. The move from a top-down, performance-based organisational culture to a customer-centric and collaborative approach has helped the company recover from past crises and sustain competitiveness in an ever-changing retail environment (Tesco PLC, 2026b).
Financially, the performance of Tesco has been one of steady growth. In the financial year 2024/25, the UK and ROI operating segment of the company recorded a profit of £2.74 billion, while the group’s revenue grew by 2.54%, to £69.92 billion, which is higher compared to the previous year’s revenue. In H1 2025/26, the company’s group revenue grew by 3.6%, to £36.04 billion. In addition, the company is expecting an adjusted operating profit for the year to be at the top end of the range of £2.9 billion to £3.1 billion. In the UK market, the company’s market share grew to 28.7%, the highest in over a decade, as the strategies and value offered by the company to customers have been successful.
Operationally, culture values enable the store managers to respond to local market conditions appropriately, thereby improving the quality of service, efficiency of stock management, and innovation (Tesco PLC, 2024). Examples of the culture-performance relationship include the digital strategy, which includes the growth of online sales by 11.4% and the growth of the Whoosh rapid delivery service by 59% (Statista, 2025).
Employee engagement is facilitated through the culture of inclusion, transparency, and empowerment. Leadership programs and diversity programs increase employee engagement, retention, and the quality of service. Sustainability and ethical practices, facilitated by the culture of long-term responsibility, further increase the resilience of the company in terms of strategy. These include the low-carbon stores, the use of 100% renewable electricity, and the partnership with the suppliers to improve operational efficiency, market positioning, and trust (IGD, 2026).
The culture of Tesco is a performance enabler that connects the values with the performance outcomes, thereby increasing the competitiveness of the company compared with that of the competitors such as Aldi and Lidl.

[bookmark: _Toc223442132]7. Evidence-Based Recommendations 
Expand Data-Driven Decision-Making at Store Level
Tesco’s Clubcard loyalty scheme has been successful in using data to improve their personalization in pricing and promotional strategies, hence enhancing their competitive advantage (Tesco PLC, 2025). In improving their personalization in pricing and promotional strategies, Tesco should consider investing in training their store managers and regional teams on data analytics, such that they can comprehend the real-time data on customers and develop strategies accordingly. This would help them in addressing customers' needs and wants in competitive markets (Aversa et al., 2021).
Strengthen Digital Skills and Capabilities across the Workforce
The digital transformation is an essential factor in the performance of Tesco, as there was an increase of 11.4% in its online sales within the UK and a rise of 59% in its rapid delivery service, Whoosh, within H1 2025/26 (Statista, 2025). In the retail industry, other companies such as Amazon and Walmart are incorporating AI-based checkout counters, chatbots, and smart inventory management tools, which are changing the nature of retail work and requiring more data and system specialists (Onifade et al., 2022). To maintain its competitive edge, Tesco should invest more in structured digital training for its employees on e-commerce platforms, AI tools, and data analytics to improve its operational efficiency and prepare its workforce for technology-based retail stores.
Insert Sustainability Targets into Performance Management
Tesco’s low carbon concept stores and its use of 100% renewable electricity are a clear demonstration of its sustainability credentials (IGD, 2026; Tesco PLC, 2025a). However, managing environmental performance is a complex issue. It cannot be managed efficiently if the contributions of departments are not related to the company’s overall goals. Research suggests that incorporating environmental KPIs into appraisal and reward schemes can improve behavioural alignment to sustainability goals (Marrucci et al., 2024). Therefore, Tesco should include environmental KPIs like reducing greenhouse emission per store in its performance evaluation systems and reward teams that achieve these goals. This will enhance their accountability for their sustainability goals.

[bookmark: _Toc223442133]8. Conclusion 
In conclusion, Tesco’s organizational culture has progressed from a structured culture based on performance to a customer-centric culture based on accountability and ethics. This transformation represents a good example of the impact of organizational culture, as discussed by Mullins and Christy (2016), on organizational structure, decision-making, and management at all levels of the organization. In the past, organizational authority and short-term goals were a barrier to local responsiveness and risks. However, organizational culture is one of the key drivers of the strategic success of Tesco’s business. Customer culture, sustainability, and diversity are key drivers of innovation, digitalization, and supply chain management. Research has shown that organizational culture has a significant impact on the success of the organization. It is important to note that organizational culture is beneficial to financial performance, effectiveness, employee engagement, and stakeholders’ trust. Therefore, to ensure strategic success in the ever-changing complex retail market, it is imperative that Tesco sustains organizational culture with goals at the local level linked to organizational goals.
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