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Introduction
[bookmark: organisational-culture-models]Organisational culture is widely recognised as a critical determinant of how companies operate, make decisions, and respond to both internal and external pressures. According to Mullins and Christy (2016, p.574), “Organisational processes like decision-making, structure design, and group dynamics will therefore be greatly impacted by the pervasiveness of culture in terms of "how things are done around here" and shared values, beliefs, and attitudes. behaviour, work organisation, motivation, job satisfaction, and management control.” Culture provides not only a framework for operational consistency but also a mechanism for sustaining competitive advantage (Barney, 1986), fostering innovation (Alvesson, 2013), and enhancing employee engagement (Chatman & Cha, 2003).
In complex and highly regulated sectors such as aviation, cultural influences are particularly critical. British Airways (BA), as one of the United Kingdom’s leading airlines with an extensive global presence, offers a compelling case study for analysing organisational culture. The airline operates in an environment characterised by stringent safety requirements, high customer expectations, and intense competition, all of which necessitate a clear and effective cultural framework to support operational efficiency and strategic decision-making (Schein, 2010; Cameron & Quinn, 2011).
This report critically evaluates BA’s organisational culture, employing both the Organisational Culture Assessment Instrument (OCAI) and Schein’s Model of organisational culture to examine the airline’s prevailing values, behaviours, and underlying assumptions. Through this analysis, the report explores how BA’s culture shapes its organisational structure, decision-making processes, and ability to adapt to external environmental pressures. It also considers the ways in which hierarchical, clan, adhocracy, and market cultural elements act as both enablers and potential barriers to performance, innovation, and employee engagement (Handy, 1993; Hofstede et al., 2010).
By integrating theoretical frameworks with practical examples from BA’s operations, this report highlights the strategic importance of organisational culture in sustaining competitive advantage, enhancing customer satisfaction, and fostering a cohesive and adaptable workforce. Evidence-based recommendations are provided to strengthen BA’s cultural alignment with operational and strategic objectives, ensuring continued success in a dynamic global aviation industry.

Organisational Culture Models
[bookmark: defining-organisational-culture]Defining Organisational Culture
The term "organisational culture" describes the common values, ideas, and assumptions that guide behaviours, decision-making, and interactions within a company. Mullins and Christy (2016) argue that culture influences multiple aspects of organisational life, including decision-making, structure, group behaviour, motivation, job satisfaction, and management control. For British Airways (BA), culture underpins operational excellence, safety, employee loyalty, and customer satisfaction.
Culture affects how staff at all levels communicate, collaborate, and respond to challenges. For instance, cabin crew, pilots, ground staff, and managers operate within a structured yet customer-focused environment where teamwork, adherence to procedures, and responsiveness to passenger needs are critical. An effective culture ensures consistent service delivery across the airline’s global operations while fostering innovation and employee engagement.
Organisational culture at BA is also instrumental in shaping leadership approaches and employee expectations. Leaders are expected to model cultural values, reinforcing standards of professionalism, accountability, and service excellence. This alignment between leadership behaviour and organisational norms helps establish clarity, predictability, and a strong sense of identity across the workforce.
Furthermore, culture drives collaboration and knowledge sharing. Teams across different departments, such as operations, marketing, and customer service, work together to identify solutions to complex challenges, from flight scheduling to enhancing passenger experience. Shared cultural values encourage open communication, mutual support, and a collective commitment to achieving organisational objectives.
Culture also facilitates adaptability and continuous improvement. BA’s employees are encouraged to identify opportunities for innovation, suggest enhancements to procedures, and participate in pilot programs for new technologies. This proactive approach fosters a culture of learning, resilience, and responsiveness, which is vital in a highly competitive and rapidly changing airline industry.
Diversity and inclusion are additional aspects shaped by organisational culture. BA employs a global workforce, and cultural values emphasising respect, fairness, and inclusivity ensure that teams function effectively across different nationalities and backgrounds. These values promote a positive work environment, reduce conflict, and enhance overall organisational cohesion.
Finally, organisational culture impacts employee engagement and retention. Initiatives such as training, mentorship, recognition programs, and career development opportunities create a feeling of purpose and belonging. Motivated workers are more likely to adhere to procedures, deliver high-quality service, and contribute to the airline’s long-term strategic success.
In conclusion, organisational culture at BA serves as a foundation for operational efficiency, customer satisfaction, innovation, and employee engagement. It provides a consistent framework that guides behaviours and decision-making, ensures compliance with safety standards, and fosters a collaborative and adaptable workforce.











[bookmark: X4c60d3d47ed466f6aca126b6f7b11040218e357]Organisational Culture Assessment Instrument (OCAI)
The OCAI categorises organisational culture into four types: Clan, Hierarchy, Adhocracy, and Market, each associated with particular values, behaviours, and management styles (Mullins & Christy, 2016).
[bookmark: clan-culture]Clan Culture
Clan culture emphasises teamwork, loyalty, mentorship, and employee engagement. In BA, clan culture is reflected in collaborative programs among cabin crew, ground staff, and management teams. Examples include cross-functional project teams for customer service improvements, mentorship initiatives for junior staff, and team-building exercises across departments.
Strengths: Clan culture fosters strong relationships, knowledge sharing, and high employee morale.
Weaknesses: Consensus-driven approaches may slow decision-making, particularly in operational areas requiring rapid responses.
For example, BA’s cabin crew training emphasizes collective problem-solving, safety checks in teams, and mutual support, which strengthens both employee satisfaction and operational reliability.
[bookmark: hierarchy-culture]Hierarchy Culture
Hierarchy culture prioritises rules, formal procedures, and operational safety. This is crucial in aviation where compliance with regulations and structured processes can prevent accidents and ensure consistency.
BA Examples: 
- Strict Standard Operating Procedures (SOPs) for flight operations.
 - Clearly defined reporting lines and escalation procedures. 
- Conformity to International Air Transport Association (IATA) and Civil Aviation Authority (CAA) regulations.
Strengths: Ensures operational reliability, safety, and regulatory compliance.
Weaknesses: Can reduce flexibility and slow innovative decision-making.
BA balances hierarchy culture with other cultural types to avoid rigidity while maintaining safety standards.
[bookmark: adhocracy-culture]Adhocracy Culture
Adhocracy culture promotes innovation, flexibility, and adaptability. BA demonstrates this culture in technological and service innovations, sustainability initiatives, and adaptation to changing customer expectations.
Examples: 
- Introduction of digital check-in and biometric boarding.
 - Personalised in-flight entertainment systems. 
- Sustainability programs, such as carbon offset initiatives and more fuel-efficient aircraft.
Strengths: Encourages creative problem-solving, responsiveness to market changes, and continuous service improvements.
Weaknesses: Innovation initiatives may conflict with hierarchy-driven safety procedures, creating cultural tension.
[bookmark: market-culture]Market Culture
Market culture emphasises competitiveness, goal achievement, and customer focus. British Airways (BA) relies on this culture to maintain its competitive position and ensure high levels of customer satisfaction. This focus on performance drives employees to meet specific targets, improve operational efficiency, and consistently deliver quality service.
In practice, market culture at BA is reflected in measurable performance indicators, such as on-time departures, customer feedback scores, and loyalty program participation. Employees are motivated to achieve results, aligning their efforts with the airline’s strategic objectives and reinforcing accountability across all levels of the organisation.
Additionally, market culture fosters a proactive approach to understanding customer needs and responding to market trends. BA conducts regular market analysis, monitors competitor offerings, and integrates customer insights into service design and delivery. This ensures that the airline remains responsive and adaptive in a dynamic industry where customer preferences and expectations continually evolve.
The competitive nature of market culture also encourages innovation in service offerings and operational processes. For instance, BA invests in new technologies, such as AI-powered customer service tools and enhanced digital booking platforms, to improve the passenger experience and keep a competitive advantage. Employees are empowered to identify opportunities for improvement and contribute to initiatives that enhance market positioning.
While market culture promotes strong performance orientation, it is balanced with other cultural elements at BA, such as clan and adhocracy values, to avoid overemphasis on competition that could negatively affect employee morale. By combining competitiveness with collaboration, innovation, and procedural compliance, BA creates a holistic culture that supports sustainable success.
Overall, market culture at BA plays a crucial role in driving business performance, ensuring customer satisfaction, and maintaining competitiveness in the global airline industry. It aligns individual and team objectives with organisational goals, reinforcing a results-oriented and customer-focused environment.

Examples: 
- Performance metrics for customer service and operational efficiency. 
- Loyalty programs, such as the Executive Club, driving customer retention.
 - Strategic planning focused on market share and revenue growth.
Strengths: Aligns employees with business goals and promotes accountability.
[bookmark: scheins-model-of-organisational-culture]Weaknesses: Can increase stress levels among employees and overemphasize short-term results.





Schein’s Model of Organisational Culture
Schein’s Model defines three levels of culture: artifacts, espoused values, and underlying assumptions (Mullins & Christy, 2016):
· Artifacts: Observable symbols, logos, uniforms, aircraft branding, and visible procedures.
· Espoused Values: Officially stated priorities such as safety, customer service, and sustainability.
· Underlying Assumptions: Deeply held beliefs about professionalism, teamwork, and safety.
Linking Schein to OCAI:
 - Hierarchy culture is reflected in safety-related artifacts and assumptions. 
- Clan culture aligns with espoused values promoting teamwork and loyalty. 
- Adhocracy culture is evident in pilot projects and innovative initiatives. 
- Market culture is evident in performance metrics and customer-focused policies.
BA’s ability to integrate these levels ensures operational excellence while fostering innovation and employee engagement.
[bookmark: X5af8b7b1d17e4131268a7977ba75c4f8cf216ca]







Influence of Organisational Culture on Structure and Decision-Making
Culture directly shapes BA’s organisational structure and decision-making:
· Hierarchy: Centralised decisions in flight operations, maintenance, and safety ensure compliance with strict aviation standards.
· Clan: Participative decisions in service improvement and employee engagement programs foster collaboration.
· Adhocracy: Flexible, project-based decisions enable innovation in technology and sustainability.
· Market: Decisions focused on revenue, market share, and customer satisfaction drive competitiveness.
This multi-layered approach allows BA to balance operational control with innovation, employee empowerment, and market responsiveness.

[bookmark: culture-as-an-enabler-and-barrier]Culture as an Enabler and Barrier
[bookmark: culture-as-an-enabler]Culture as an Enabler
· Safety and reliability: Hierarchy culture ensures compliance and procedural adherence.
· Team engagement: Clan culture strengthens collaboration, mentorship, and employee satisfaction.
· Innovation: Adhocracy culture drives technological upgrades and service improvements.
· Customer focus: Market culture ensures high standards of service and loyalty.
[bookmark: culture-as-a-barrier]Culture as a Barrier
· Rigidity: Hierarchy culture can impede rapid operational changes.
· Innovation conflicts: Adhocracy may conflict with safety procedures.
· Performance pressure: Market culture can increase stress and burnout.
BA mitigates these barriers by promoting cross-cultural understanding, integrating innovation within procedural frameworks, and offering employee support programs.

[bookmark: X9e5bb8f984527cc8e27fe4b6dafe603d37759b7]Leveraging Organisational Culture to Adapt to External Environment
BA operates in a highly globalised and competitive environment. Its culture enables adaptability:
· Clan: Enhances collaboration across international teams.
· Adhocracy: Drives service innovation and adaptation to emerging technologies.
· Market: Ensures responsiveness to customer needs and competitive pressures.
· Hierarchy: Maintains safety and compliance in a complex regulatory environment.
Example: The digital transformation of check-in processes, personalised in-flight experiences, and sustainability initiatives demonstrate how BA leverages culture for strategic adaptation.

[bookmark: X9ecb90e95f10033e858e2f231723970484ded12]Impact of Organisational Culture on Performance
[bookmark: positive-impact]Positive Impact
· Operational efficiency: Standardised procedures reduce errors.
· Customer satisfaction: Clan and market cultures improve service quality and loyalty.
· Innovation: Adhocracy culture introduces new services and technologies.
· Employee retention: Clan culture increases engagement and reduces turnover.
[bookmark: negative-impact]Negative Impact
· Limited flexibility: Hierarchy may slow responses.
· Work pressure: Market culture metrics can create stress.
· Cultural tension: Conflicts between adhocracy and hierarchy may slow decision-making.
[bookmark: recommendations]




Recommendations
Expand Adhocracy Culture: Create innovation hubs to pilot new technologies while maintaining safety compliance.
Strengthen Clan Culture: Enhance mentorship, inter-departmental projects, and team-building.
Streamline Hierarchy: Simplify decision-making protocols for operational efficiency.
Align Market Culture with Employee Well-being: Incorporate wellness into performance metrics.
Cross-Cultural Training: Equip staff to operate effectively in global teams.
These recommendations leverage strengths and reduce barriers, supporting BA’s sustainability, innovation, and performance.












[bookmark: conclusion]Conclusion


British Airways demonstrates a complex organisational culture integrating hierarchy, clan, adhocracy, and market elements. Schein’s Model provides insight into artifacts, espoused values, and underlying assumptions. Culture acts as both enabler and barrier: it ensures safety, promotes teamwork, fosters innovation, and drives competitiveness, while also presenting challenges of rigidity, stress, and potential cultural tension.
Strategic management of culture through targeted programs, innovation, and employee engagement enables BA to maintain operational excellence, adapt to global challenges, and enhance customer satisfaction. By fostering a balanced culture that combines structured procedures with creativity, collaboration, and performance orientation, BA creates an environment where employees are empowered to contribute effectively while upholding high standards of safety and service.
Furthermore, BA’s cultural framework supports continuous improvement and responsiveness to external pressures, such as technological advancements, regulatory changes, and fluctuating market demands. The airline’s commitment to employee development, diversity, and inclusion strengthens workforce cohesion and resilience, ensuring that staff can navigate complex challenges while maintaining customer-focused operations.
In addition, the integration of multiple cultural dimensions allows BA to align individual and team behaviours with organisational goals, promoting consistency across its global operations. The proactive management of cultural barriers, such as rigidity or stress, enhances employee wellbeing and organisational agility, preventing cultural friction from undermining performance.
Ultimately, BA’s organisational culture is a strategic asset that underpins its competitive position in the airline industry. Through continuous cultivation, assessment, and adaptation of culture, BA not only achieves operational efficiency and customer satisfaction but also positions itself for long-term sustainability, innovation, and employee engagement in a dynamic global surroundings.
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