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INTRODUCTION
Organisational culture plays an important role in shaping how organisations operate and how employees behave at work. Culture refers to shared values, beliefs, attitudes, and ways of working that influence “how things are done around here” (Mullins and Christy, 2016). It affects many organisational processes, including decision-making, organisational structure, motivation, job satisfaction, and management control. In modern organisations, culture has become even more important due to globalisation, increased workforce diversity, and international operations.
This report examines the importance of organisational culture and its impact on organisational structure and processes, using British Airways (BA) as a case study. British Airways is a large multinational airline with operations across different countries and cultures. This makes it an appropriate organisation for analysing how culture influences behaviour, performance, and management practices in a global context. The report begins by discussing key theories of organisational culture, followed by an overview of organisational structure and its relationship with culture. It then analyses British Airways’ organisational culture and structure and evaluates how culture affects decision-making, motivation, job satisfaction, group behaviour, and management control. Finally, the report provides recommendations for managing culture effectively within British Airways.
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ORGANISATIONAL CULTURE: KEY CONCEPTS AND THEORIES
Organisational culture can be defined as a system of shared meanings held by members of an organisation that distinguishes it from other organisations (Robbins and Judge, 2020). Culture develops over time and is influenced by leadership, organisational history, and external environmental factors. It provides employees with guidance on acceptable behaviour and shapes how they respond to internal and external challenges.
Schein (2017) presents one of the most widely used models of organisational culture. He identifies three levels of culture: artefacts, espoused values, and basic underlying assumptions. Artefacts are visible elements such as uniforms, logos, organisational structures, and workplace practices. Espoused values include stated goals, strategies, and philosophies, such as mission statements and organisational values. Basic underlying assumptions are deeply held beliefs that are often unconscious and difficult to change. These assumptions strongly influence behaviour and decision-making within organisations.
In global organisations, national culture also has a significant impact on organisational culture. Hofstede’s (2011) cultural dimensions theory explains how cultural differences affect workplace behaviour. Dimensions such as power distance, individualism versus collectivism, and uncertainty avoidance influence leadership styles, communication patterns, and employee expectations. Organisations operating internationally must understand and manage these cultural differences to avoid conflict and misunderstanding.
Deal and Kennedy (2000) argue that organisational culture can be categorised into different types based on risk and feedback. These include tough-guy culture, work-hard/play-hard culture, bet-your-company culture, and process culture. The airline industry, including British Airways, is commonly associated with process culture, where rules, procedures, and consistency are prioritised to ensure safety and reliability.
ORGANISATIONAL STRUCTURE AND ITS LINK TO CULTURE
Organisational structure refers to the formal system of task allocation, authority, and coordination within an organisation (Mintzberg, 2009). Structure defines reporting relationships, decision-making authority, and communication channels. Culture and structure are closely linked, as culture influences how structure works in practice, while structure reinforces cultural values and norms.
Robbins and Judge (2020) suggest that highly formal and hierarchical structures are often associated with cultures that value control, stability, and predictability. In contrast, flexible and flat structures support cultures that encourage innovation, autonomy, and employee empowerment. In many organisations, structure reflects the nature of the industry and the organisation’s strategic priorities.
Mintzberg (2009) identifies several types of organisational structures, including machine bureaucracy, professional bureaucracy, and adhocracy. Airlines typically operate using a machine bureaucracy structure due to the need for standardisation, formal procedures, and strict regulatory compliance. This type of structure supports safety and efficiency but may reduce flexibility and employee involvement in decision-making.
In multinational organisations, structure must also support coordination across different locations and cultures. Divisional and matrix structures are often used to balance global consistency with local responsiveness (Johnson et al., 2020). British Airways uses a functional and divisional structure to manage its global operations effectively.
OVERVIEW OF BRITISH AIRWAYS
British Airways is the United Kingdom’s national flag carrier and a major international airline. It is part of the International Airlines Group (IAG) and operates flights to over 170 destinations worldwide. The organisation employs a large and culturally diverse workforce, including pilots, cabin crew, engineers, ground staff, and corporate employees (British Airways, 2023).
The airline industry is highly competitive and heavily regulated, particularly in relation to safety and security. As a result, British Airways places strong emphasis on operational control, standardised procedures, and customer service quality. The organisation’s culture has been shaped by its long history, national identity, and strategic challenges, including competition from low-cost airlines and changing customer expectations.

BRITISH AIRWAYS’ ORGANISATIONAL CULTURE
British Airways’ organisational culture has traditionally been associated with professionalism, formality, and high standards of service. Safety and reliability are core values that influence everyday operations. These values are reinforced through strict training programmes, detailed procedures, and performance monitoring systems.
Leadership has played a key role in shaping culture at British Airways. Senior management promotes a vision focused on customer satisfaction, operational excellence, and brand reputation. However, the organisation has faced challenges related to employee relations and industrial disputes in the past, which suggests tensions between management control and employee involvement (Bamber et al., 2009).
British Airways has also placed increasing emphasis on diversity and inclusion due to its global workforce. Employees come from different national, cultural, and social backgrounds, which can create both opportunities and challenges. Cultural awareness training and inclusive human resource practices are used to promote cooperation and shared organisational values.

BRITISH AIRWAYS’ ORGANISATIONAL STRUCTURE
British Airways operates within a relatively hierarchical organisational structure. Clear lines of authority and reporting relationships exist, particularly in operational roles such as flight operations and engineering. This structure supports safety, accountability, and regulatory compliance.
Decision-making authority is largely centralised, especially in areas related to safety, scheduling, and strategic planning. While this approach reduces risk and ensures consistency, it may limit flexibility and responsiveness at lower levels of the organisation. Functional departments such as operations, human resources, finance, and marketing play distinct roles within the organisational structure.
The structure of British Airways reflects the requirements of the airline industry and supports its process-oriented culture. However, the organisation has attempted to become more customer-focused and innovative, which requires greater collaboration and communication across departments.

IMPACT OF ORGANISATIONAL CULTURE ON KEY PROCESSES AT BRITISH AIRWAYS
Decision-Making
Organisational culture has a strong influence on decision-making at British Airways. Due to safety concerns and regulatory requirements, decisions are often made at senior management level. This reflects a culture characterised by high uncertainty avoidance and risk control. While this approach ensures operational safety, it can slow decision-making and reduce employee participation.
Motivation and Job Satisfaction
Culture influences employee motivation and job satisfaction by shaping expectations, rewards, and working conditions. British Airways has a performance-oriented culture that encourages employees to deliver high-quality customer service. However, work pressure, long hours, and strict procedures can reduce job satisfaction if employees feel undervalued.
Herzberg’s two-factor theory suggests that factors such as pay and working conditions prevent dissatisfaction, while recognition, responsibility, and achievement increase motivation (Herzberg et al., 2011). Providing greater recognition and career development opportunities could improve employee motivation at British Airways.
Group Behaviour and Teamwork
Teamwork is essential in airline operations, particularly among flight crews and ground staff. British Airways’ culture promotes coordination, professionalism, and adherence to procedures. However, hierarchical structures may discourage open communication between different levels of staff. Encouraging a more participative culture could improve teamwork and trust.
Work Organisation
Work at British Airways is highly structured and role-specific. Clear procedures and job roles ensure efficiency and safety. While this supports reliability, it may reduce flexibility and creativity. Allowing some flexibility within roles could improve employee engagement without compromising safety.
Management Control
Management control systems at British Airways are closely linked to organisational culture. Formal rules, performance targets, and monitoring systems reinforce expected behaviour. These controls support consistency and accountability but may also increase stress and reduce autonomy. A balance between control and empowerment is therefore important.
Identifying Cultural Types: Models and Frameworks at British Airways
Organisational culture can be identified and analysed using a range of models and frameworks developed by management theorists. These frameworks help explain shared values, behaviours, and ways of working within organisations. In the case of British Airways (BA), several cultural models can be applied to understand the dominant cultural characteristics within the organisation.
Schein’s Three Levels of Organisational Culture
Schein’s (2017) model is one of the most widely used frameworks for identifying organisational culture. It identifies culture at three levels: artefacts, espoused values, and basic underlying assumptions.
At British Airways, artefacts are clearly visible and include uniforms worn by cabin crew, strict safety procedures, formal organisational structures, and the strong emphasis on branding and professionalism. These visible elements reflect the airline’s focus on safety, consistency, and customer service.
Espoused values at British Airways include commitments to safety, reliability, customer satisfaction, and operational excellence. These values are communicated through mission statements, training programmes, and leadership communication. BA promotes professionalism and high service standards as core organisational values.
The basic underlying assumptions at British Airways include the belief that safety must never be compromised, rules must be followed, and management control is essential in a highly regulated industry. These assumptions strongly influence employee behaviour and decision-making, even when they are not explicitly stated.
Using Schein’s model shows that British Airways has a deeply embedded culture focused on control, safety, and reliability.

	Level of Culture (Schein, 2017)
	Description
	Application to British Airways

	Artefacts
	Visible and tangible elements of organisational culture such as structures, processes, and behaviours
	Cabin crew uniforms, strict safety procedures, formal organisational hierarchy, strong branding, and emphasis on professionalism

	Espoused Values
	Official values, strategies, and philosophies communicated by the organisation
	Commitment to safety, reliability, customer satisfaction, and operational excellence communicated through mission statements, training programmes, and leadership messaging

	Basic Underlying Assumptions
	Deep, unconscious beliefs that guide behaviour and decision-making
	Belief that safety must never be compromised, rules must be followed, and strong management control is necessary in a highly regulated aviation industry



Deal and Kennedy’s Cultural Typology
Deal and Kennedy (2000) identify four types of organisational culture based on the level of risk and speed of feedback: tough-guy culture, work-hard/play-hard culture, bet-your-company culture, and process culture.
British Airways can largely be classified as having a process culture. This type of culture is characterised by low risk and slow feedback, where employees focus on following rules, procedures, and established processes. In the airline industry, safety regulations and operational procedures are critical, which explains BA’s strong emphasis on compliance, standardisation, and documentation.
In a process culture, employees may feel secure due to clear rules and expectations, but innovation and flexibility can be limited. This cultural type helps explain British Airways’ structured way of working and its reliance on formal management control systems.
	Cultural Type (Deal & Kennedy, 2000)
	Key Characteristics
	Relevance to British Airways
	Impact on Organisation

	Tough-Guy Culture
	High risk and rapid feedback; individualistic and competitive environment
	Not strongly evident at British Airways due to the highly regulated and safety-focused nature of the airline industry
	Limited relevance as airline operations prioritise teamwork and procedural compliance over individual risk-taking

	Work-Hard/Play-Hard Culture
	Low risk and rapid feedback; emphasis on customer service, teamwork, and high energy
	Partially visible in customer service roles such as cabin crew and ground staff
	Encourages strong service delivery and teamwork but still operates within strict operational guidelines

	Bet-Your-Company Culture
	High risk and slow feedback; long-term strategic decisions with significant consequences
	Relevant only at the strategic level (e.g., fleet investment and global expansion decisions)
	Strategic decisions carry high financial risk and long-term impact on organisational performance

	Process Culture
	Low risk and slow feedback; strong focus on rules, procedures, compliance, and documentation
	Dominant cultural type at British Airways due to strict safety regulations, operational procedures, and formal management control systems
	Provides stability, consistency, and safety, but may limit innovation and flexibility





Handy’s Cultural Typology
Handy (1993) identifies four types of organisational culture: power culture, role culture, task culture, and person culture.
British Airways mainly reflects a role culture, which is commonly found in large organisations with bureaucratic structures. In a role culture, jobs are clearly defined, authority is based on position, and procedures guide behaviour. Employees at BA have specific roles, responsibilities, and reporting lines, particularly in operational areas such as flight operations and engineering.
Some elements of task culture can also be identified within British Airways, especially in project teams focused on customer experience improvements, digital transformation, or operational efficiency. These teams emphasise collaboration and problem-solving, although they still operate within the wider role-based structure.
Task Culture
	Feature 
	Description

	Team-Based Structure
	Work is organised around project teams rather than strict hierarchies

	Expertise-Based Authority
	Influence comes from knowledge and skills, not job title

	Flexibility
	Teams can be formed and dissolved depending on organisational needs

	Collaboration
	High levels of communication and teamwork

	Results-Oriented
	Focus on achieving goals and delivering outcomes efficiently



Hofstede’s Cultural Dimensions
Hofstede’s (2011) framework helps identify how national culture influences organisational culture, which is particularly relevant for a global organisation like British Airways.
British Airways shows characteristics of high uncertainty avoidance, as seen in its strong focus on safety, risk reduction, and detailed procedures. There is also evidence of moderate power distance, reflected in hierarchical decision-making structures where authority is concentrated at senior management levels.
As a multinational organisation, British Airways employs staff from cultures with different values. Managing these differences is essential to maintaining a coherent organisational culture while operating internationally.
Summary of Cultural Types at British Airways
Using these models, British Airways can be identified as having:
· A process-oriented culture (Deal and Kennedy)
· A role-based bureaucratic culture (Handy)
· Strong underlying assumptions focused on safety, control, and professionalism (Schein)
· Cultural characteristics shaped by uncertainty avoidance and hierarchy (Hofstede)
These frameworks collectively provide a clear understanding of how organisational culture at British Airways is formed, maintained, and experienced by employees.
GLOBALISATION AND CULTURAL CHALLENGES
Globalisation has increased the cultural complexity of British Airways’ operations. Employees work across different countries and cultural contexts, each with unique values and communication styles. According to Hofstede (2011), failure to manage cultural differences can lead to conflict, miscommunication, and reduced performance.
British Airways faces the challenge of maintaining a consistent organisational culture while respecting local cultural practices. Standardised procedures ensure brand consistency, but flexibility is needed to meet local expectations. Cross-cultural leadership and effective communication are essential for managing a diverse workforce.

RECOMMENDATIONS
British Airways should continue to develop an organisational culture that balances control with employee empowerment. Increasing employee involvement in decision-making could improve motivation and innovation. Leadership development programmes should focus on communication skills, cultural awareness, and inclusive management.
The organisation should also regularly assess its culture through employee surveys and feedback mechanisms. Aligning organisational structure, culture, and strategy will support long-term performance and competitiveness in the global airline industry.
CONCLUSION
This report has analysed the importance of organisational culture and its impact on organisational structure and processes, using British Airways as a case study. Organisational culture influences decision-making, motivation, job satisfaction, group behaviour, and management control, particularly in global organisations. British Airways’ process-oriented culture supports safety and efficiency but also presents challenges related to flexibility and employee engagement. By managing cultural diversity effectively and aligning culture with organisational strategy, British Airways can improve organisational performance and maintain its competitive position.
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