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1. Introduction
Organisational culture is widely recognised as a central determinant of how organisations function, make decisions and sustain competitive advantage. Mullins and Christy (2016) argue that culture represents the shared values, beliefs and assumptions that shape behaviour and influence how organisational members perceive and respond to internal and external challenges. In large and complex organisations, culture provides consistency, direction and identity, while simultaneously influencing structural arrangements and managerial practices.
In the contemporary retail sector, characterised by intense competition, technological disruption and shifting consumer expectations, organisational culture becomes particularly significant. Retailers must not only operate efficiently but also demonstrate ethical responsibility, digital agility and customer responsiveness. Within this context, Tesco plc provides a valuable case study for examining how organisational culture interacts with structure, decision-making processes and environmental adaptation.
This report critically evaluates how organisational culture influences Tesco’s organisational structure and decision-making processes. It applies established theoretical frameworks, including Schein’s (2010) Model of Organisational Culture, Hofstede’s (2001) Cultural Dimensions and Handy’s (1993) Cultural Typology, to identify and assess the prevailing culture within Tesco. A PESTLE analysis is incorporated to examine the wider external forces shaping organisational responses. The report further assesses whether Tesco’s culture functions as a barrier or an enabler and evaluates its impact on overall organisational performance. Finally, evidence-based recommendations are proposed to strengthen cultural alignment and organisational effectiveness.








2. Organisational Overview of Tesco plc
Established in 1919, Tesco has developed into one of the UK’s largest and most diversified retailers, operating across food, clothing, financial services and online commerce (Tesco plc, 2023). After a period of rapid international expansion, the company has since redirected its strategic focus towards strengthening its core UK market, improving operational efficiency and advancing its digital capabilities (Johnson, Scholes and Whittington, 2020).
Tesco’s corporate purpose—“serving customers, communities and the planet a little better every day”—captures its commitment to customer-centricity and social responsibility. With a large and diverse workforce, the organisation relies on strong cultural values to ensure consistency and alignment across its extensive store network and operational divisions.
Structurally, Tesco adopts a hybrid approach that combines centralised strategic leadership with decentralised decision-making at the store level. This blend of bureaucratic oversight and local managerial autonomy illustrates the dynamic relationship between organisational culture and structure.














3. Technological Transformation and Digital Integration
Technological innovation represents a central component of Tesco’s organisational development. Investment in automated distribution centres, predictive analytics and e-commerce platforms demonstrates a commitment to digital transformation. The COVID-19 pandemic accelerated online grocery demand, requiring rapid operational scaling. Tesco’s ability to respond effectively indicates a culture supportive of adaptability and learning.
Burnes (2020) highlights that technological change often fails when organisational culture resists transformation. Tesco’s comparatively successful digital expansion suggests that its culture, while historically bureaucratic, has evolved to accommodate innovation. Cross-functional collaboration between IT, logistics and store operations demonstrates increasing elements of task-oriented culture, as described by Handy (1993).
















4. The Influence of Organisational Culture on Structure and Decision-Making
Mullins and Christy (2016) argue that organisational culture plays a central role in shaping structure by determining how authority is distributed, how communication flows and how control systems operate. This relationship is clearly reflected in Tesco’s organisational development.
Traditionally, Tesco operated with a highly hierarchical structure, a common feature of large retail organisations. However, after facing significant strategic difficulties in 2014, the company restructured towards a leaner, more accountability‑driven model (Johnson et al., 2020). This shift illustrates a cultural move towards greater transparency, clearer responsibility and stronger performance oversight. Tesco’s strong customer‑focused culture also shapes its decision‑making processes. Decisions are increasingly informed by data analytics and insights from frontline employees, reinforcing a culture that values responsiveness and practical knowledge. The empowerment of store managers demonstrates a move towards decentralised decision‑making, aligning with Handy’s (1993) role‑ and task‑oriented cultural framework.
In addition, Tesco’s adoption of a “servant leadership” approach reflects Schein’s (2010) view that espoused values guide managerial behaviour. Decision‑making is shaped by shared assumptions surrounding customer service, ethical behaviour and operational efficiency.
Overall, Tesco’s culture does more than support its structure—it actively defines reporting lines, accountability processes and performance evaluation systems, embedding cultural values into the organisation’s structural design.








5. Identifying Organisational Culture in Tesco
5.1 Schein’s Model of Organisational Culture
Schein (2010) conceptualises culture at three levels: artefacts, espoused values and basic underlying assumptions.
Artefacts:
Tesco’s branding, store layouts, uniforms and customer service scripts represent visible manifestations of its customer-oriented culture.
Espoused Values:
Corporate statements emphasise respect, teamwork and service excellence. Sustainability initiatives further demonstrate a declared commitment to ethical responsibility.
Basic Underlying Assumptions:
A deeply embedded belief that “the customer is central” drives operational and strategic behaviour. This assumption influences pricing strategies, supply chain optimisation and employee training.
Using Schein’s framework reveals that Tesco’s cultural layers are relatively aligned, although tensions occasionally arise between cost-efficiency pressures and employee well-being.

5.2 Hofstede’s Cultural Dimensions
Hofstede (2001) provides insight into organisational characteristics through national cultural lenses.
Tesco operates primarily within the UK, a country with relatively low power distance and an individualistic culture. This is reflected in Tesco’s participative management style and emphasis on individual accountability.
Uncertainty avoidance is moderate; Tesco balances standardised procedures with adaptability. Long-term orientation is evident in sustainability strategies and digital transformation investments.
Thus, Tesco’s internal culture mirrors broader UK societal values, enhancing organisational coherence and employee identification.


5.3 Handy’s Cultural Types 
identified four main types of organisational culture: power culture, role culture, task culture, and person culture (Handy, 1993). These cultural types help explain how authority, decision-making, and collaboration operate within organisations. In the context of Tesco plc, the company has traditionally reflected characteristics of a role culture. This type of culture is typically associated with large organisations where responsibilities are clearly defined, procedures are formalised, and authority is structured through hierarchical management systems. Such an approach is common in large retail organisations because it promotes efficiency, consistency, and standardisation across multiple locations.
Historically, Tesco’s operations have relied heavily on clearly defined job roles, operational procedures, and reporting structures to maintain efficiency across its extensive network of stores. Role culture allows the organisation to manage complex operations by ensuring that employees understand their responsibilities and follow established systems and policies. This structure helps maintain consistent service quality and operational control, which are essential for a large retailer operating across numerous branches.
However, Tesco’s organisational culture has gradually evolved to incorporate elements of task culture, particularly within strategic and innovation-focused departments. Task culture emphasises teamwork, collaboration, and flexibility, allowing employees from different departments to work together on projects and problem-solving initiatives. For example, areas such as digital transformation, supply chain innovation, and sustainability initiatives increasingly rely on cross-functional collaboration. While store-level operations still maintain bureaucratic structures to ensure consistency and compliance, corporate and strategic teams demonstrate greater adaptability and innovation. This combination of role and task culture enables Tesco to maintain operational stability while also responding effectively to changing market conditions and technological developments.


5.4 Prevailing Culture within Tesco
Tesco’s culture is a hybrid model that integrates role and task orientations, with a strong focus on customer-centred values. This culture encourages accountability, empowering employees to take responsibility for their actions and outcomes. Operational excellence is emphasised to optimise processes and maintain high standards in products and services, thereby enhancing customer satisfaction.
 Additionally, Tesco fosters a mindset of continuous improvement, motivating staff to refine their practice and innovate.
In summary, Tesco culture is grounded in accountability, operational excellence, and a commitment to ongoing enhancement, all while prioritising the customer experience.

6. Organisational Culture and Adaptation to External Environmental Influences Tesco leverages its culture to adapt strategically. During economic downturns, its cost-conscious and efficiency-driven culture supports competitive pricing (Porter, 1985). During technological shifts, its learning orientation facilitates digital adoption.
Furthermore, sustainability commitments reflect adaptation to environmental and social pressures. Cultural emphasis on responsibility enhances stakeholder trust (Freeman, 2010).
The company’s ability to recover from reputational crises demonstrates cultural resilience. By reinforcing ethical leadership and transparency, Tesco restored stakeholder confidence.
A PESTLE framework is a strategic business tool (acronym) used to analyse the external macro-environment factors affecting an organisation. According to Johnson et al. (2020), it provides insight into external influences shaping Tesco’s cultural and structural choices.
· Political Government regulations concerning competition law, food safety and employment rights significantly affect Tesco. Post-Brexit trade arrangements have altered supply chains and labour availability (Grant, 2022). Such pressures require a compliance-oriented yet adaptable organisational culture. 

· Economic volatility, inflation and cost-of-living pressures directly affect consumer purchasing behaviour. Tesco’s value-focused strategy and operational efficiency reflect a culture aligned with cost leadership principles (Porter, 1985).
· Socially changing consumer preferences toward sustainability, ethical sourcing and health-conscious products influence Tesco’s values and branding. A culture that prioritises social responsibility enhances legitimacy and brand trust (Carroll and Brown, 2018).
· Technological Digitalisation, automation and online grocery platforms have reshaped retail. Tesco’s investment in e-commerce and data analytics demonstrates a culture of learning and innovation (Johnson et al., 2020).
· Legal Compliance with employment legislation and corporate governance standards demands ethical and transparent decision-making structures (Mullins and Christy, 2016).
· Environmental Climate change and sustainability expectations require Tesco to embed environmental awareness into its operations, supply chains and cultural values (Tesco plc, 2023).

7. Organisational Culture as a merger's diversity
 The organisational culture of Tesco plc places strong emphasis on inclusion, collaboration, and respect for diversity. As one of the largest retailers in the United Kingdom, Tesco operates in a highly multicultural environment, employing people from a wide range of cultural, ethnic, and social backgrounds. This diversity is particularly important in the context of mergers and acquisitions, where organisations must integrate employees, values, and operational practices from different corporate cultures. Tesco has historically focused on creating an inclusive culture that encourages teamwork, open communication, and shared organisational values, helping employees from newly merged organisations adapt to the company’s working environment (Schein, 2010). By promoting equality and valuing different perspectives, Tesco aims to maintain employee engagement and organisational cohesion during structural changes such as mergers. 
A significant example of cultural integration occurred when Tesco merged with Booker Group. The merger required the alignment of two distinct organisational cultures: Tesco’s large-scale retail culture and Booker’s wholesale and supply-chain–focused culture. Successfully managing cultural diversity during this merger involved recognising the strengths of both organisations while creating a shared vision for the future. Tesco adopted a collaborative leadership approach that encouraged dialogue between teams, allowing employees from both organisations to contribute ideas and practices. This process helped minimise resistance to change and supported the development of a unified organisational culture (Johnson et al., 2020). Managing cultural diversity in this way is essential for improving organisational performance and ensuring that mergers create long-term value. 
Furthermore, Tesco’s organisational culture reflects broader diversity and inclusion initiatives that support equality within the workforce. The company promotes policies that encourage equal opportunities, cultural awareness, and inclusive leadership. According to Hofstede’s cultural theory, organisations operating in diverse environments must develop flexible and adaptive cultures to accommodate differences in values, communication styles, and workplace expectations (Hofstede et al., 2010). Tesco’s approach aligns with this perspective by fostering an environment where diversity is viewed as a strategic strength rather than a challenge. Consequently, integrating diversity within merger processes enables Tesco to build stronger teams, improve decision-making, and enhance innovation across the organisation.
8.  Influence of Organisational Culture on Performance
Organisational culture significantly shapes both financial and non‑financial performance. Kotter and Heskett (1992) argue that strong, adaptive cultures outperform those that are weak or misaligned. At Tesco, a long‑standing focus on affordability, quality and customer service has reinforced its market leadership in the UK grocery sector. By embedding customer‑centric values across operations, employees are encouraged to prioritise customer satisfaction, supporting stronger financial results, market share and brand loyalty.
Employee engagement is another key channel through which culture affects performance. Tesco promotes collaboration, communication and participation in decision‑making, helping employees feel valued and aligned with organisational goals. Higher engagement enhances service quality, productivity and innovation, strengthening non‑financial outcomes such as teamwork and employee satisfaction, which in turn support financial performance. Tesco’s culture also emphasises accountability, operational discipline and efficiency. These values help maintain cost control and consistent standards across its large retail network. A performance‑driven culture encourages employees to meet targets, reduce waste and improve processes—critical factors in a highly competitive retail environment.
However, long‑term performance requires cultural adaptability. As the retail sector evolves due to technological change, shifting consumer behaviour and economic uncertainty, Tesco must continue to update its cultural practices (Johnson et al., 2020). Embracing digital transformation, innovation and sustainability while retaining core customer‑focused values enables the organisation to remain resilient and competitive.
Tesco’s culture also supports strategic adaptation. Its cost‑conscious orientation helps maintain competitive pricing during economic downturns (Porter, 1985), while its learning culture facilitates digital adoption. Sustainability commitments further reflect responsiveness to social and environmental expectations, strengthening stakeholder trust (Freeman, 2010). 
Beyond internal performance, organisational culture also shapes Tesco’s external relationships and long‑term strategic positioning. A culture that emphasises trust, transparency and stakeholder engagement strengthens the organisation’s reputation and social legitimacy. By prioritising ethical conduct, community support and responsible sourcing, Tesco enhances its relationships with customers, suppliers and regulators. These cultural commitments not only reduce reputational risk but also create a competitive advantage in a market where consumers increasingly value sustainability and corporate responsibility. In this way, culture functions as both an internal performance driver and an external differentiator, reinforcing Tesco’s strategic resilience in a rapidly evolving retail landscape.


9. Recommendations for Improvement
To enhance organisational effectiveness, several key recommendations have been proposed. First, it is essential to strengthen participative leadership by actively encouraging greater employee voice. This approach can significantly enhance both innovation and engagement within the workforce, as highlighted by Yukl (2013). Second, fostering cultural agility is crucial; reducing bureaucratic rigidity will enable the organisation to respond more effectively to changes and challenges. Third, there should be deeper integration of sustainability into organisational practices by embedding environmental metrics into performance evaluation systems, ensuring sustainability becomes a core focus. Lastly, implementing continuous cultural audits through regular assessments using Shein’s framework will help ensure that espoused values align with underlying assumptions, promoting a healthy organisational culture.
In addition to these strategies, investing in employee development through targeted training programs can further boister organisation effectiveness. By equipping employees with the skills and knowledge they need to adapt to evolving industry trends, organisations can create a more agile and competent workforce. Encouraging a culture of lifelong learning not only boosts employee morale but also positions the organisation to better navigate uncertainties and innovate effectively. Regular feedback mechanisms should be established to evaluate the impact of these training initiatives, ensuring they remain aligned with both organisational goals and employee aspirations.
























10. Conclusion
This report has thoroughly evaluated the impact of organisational culture on structure, decision-making, and performance within Tesco plc. Applying  Schein’s, Hofstede’s and Handy’s frameworks, it is evident that it has developed a customer-centric hybrid role-task culture that enhances and supports operational efficiency. 
The company demonstrates cultural resilience and adaptability to PESTLE factors, enabling it to navigate a changing marketplace. However, some bureaucratic tendencies may limit agility and slow decision-making processes. Despite these challenges, the dominant culture effectively drives performance.
To strengthen its competitive edge, Tesco should focus on promoting participative leadership and enhancing cultural flexibility. By fostering collaboration and inclusivity, Tesco can better respond to evolving consumer preferences and market conditions, ensuring continued success in the retail sector 
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