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[bookmark: _Toc224416796]1. Introduction
Organizational culture plays a crucial role in shaping how organizations operate, make decisions, and interact with both employees and external stakeholders. According to Laurie Mullins and Margaret Christy (2016), organizational culture reflects the shared values, beliefs, and behavioral norms that influence "how things are done around here". Culture affects organizational processes including leadership styles, decision-making structures, employee motivation, and organizational performance.
This report critically evaluates the role of organizational culture within Tesco , one of the largest retail organizations in the United Kingdom and globally. The report examines how Tesco's organizational culture influences its structure and decision-making processes. It also applies theoretical frameworks such as Edgar Schein 's Model of Organizational Culture, Geert Hofstede 's Cultural Dimensions Theory, and Charles Handy 's Cultural Types to identify and analyze the prevailing culture within the organization.
Furthermore, the report explores how Tesco uses organizational culture to respond to external environmental pressures and evaluates whether culture functions primarily as an enabler or barrier to organizational effectiveness. Finally, the impact of organizational culture on Tesco's performance is assessed, followed by recommendations for improvement.

[bookmark: _Toc224416797]2. Influence of Organizational Culture on Tesco's Structure and Decision-Making
Organizational culture significantly influences how companies structure their operations and make strategic decisions. In large multinational corporations such as Tesco, culture helps determine leadership style, hierarchy, communication patterns, and the level of employee autonomy.
Tesco historically adopted a relatively hierarchical organizational structure typical of large retail organizations. However, the company has increasingly integrated more collaborative and customer-focused cultural values ​​following organizational restructuring after financial difficulties in 2014 (Tesco PLC, 2023).
One key cultural principle embedded within Tesco is its long-standing motto "Every Little Helps" , which reflects a strong emphasis on customer service and incremental improvement. This value has influenced decision-making processes by prioritizing customer satisfaction, operational efficiency, and continuous improvement initiatives (Johnson et al., 2020).
From a structural perspective, Tesco operates with a functional and divisional organizational structure , where decision-making authority is distributed across different departments such as marketing, supply chain management, finance, and store operations. While senior leadership establishes strategic direction, operational decisions are often decentralized to regional managers and store leaders. This decentralization enables faster responses to local market demands and customer needs.
Nevertheless, the influence of organizational culture on decision-making is not always entirely positive. Large retail organizations can experience bureaucratic decision-making processes due to complex hierarchical structures. As a result, cultural emphasis on operational consistency may sometimes limit innovation and slow organizational responsiveness.
Despite these limitations, Tesco's culture of customer focus and operational discipline plays an essential role in shaping both organizational structure and managerial decision-making, contributing to consistent service delivery across its extensive network of stores.

[bookmark: _Toc224416798]3. Identifying Organizational Culture Using Theoretical Frameworks
Understanding organizational culture requires the application of established theoretical frameworks that explain how cultural values, behaviors, and assumptions operate within organizations. Culture is not simply visible through organizational practices but is embedded in deeper systems of meaning that shape how employees interpret organizational goals, leadership expectations, and operational procedures. Applying theoretical models enables a more systematic and critical evaluation of how culture functions within organizations such as Tesco .
This section therefore analyzes Tesco's organizational culture using three widely recognized frameworks: Edgar Schein 's model of organizational culture, Charles Handy 's cultural typology, and Geert Hofstede 's cultural dimensions theory. These frameworks provide complementary perspectives for understanding how Tesco's culture is manifested in organizational structures, behaviours, and strategic decision-making processes.
[bookmark: _Toc224416799]3.1 Schein's Model of Organizational Culture
According to Edgar Schein (2010), organizational culture operates at three interrelated levels: artifacts, espoused values , and basic underlying assumptions . These levels provide a layered understanding of how cultural norms become embedded within organizational practices.
[image: Edgar Schein's Organizational Culture Model]
[bookmark: _Toc224416800]Artifacts
Artifacts represent the visible and observable aspects of organizational culture, including organizational symbols, workplace layout, dress codes, behavioural rituals, and communication styles. While artifacts are easily identifiable, they do not always fully reveal the deeper cultural meanings that underpin organizational behaviour.
Within Tesco, artifacts are clearly visible through its retail environment and operational systems. Store layouts, branded signage, staff uniforms, and customer service protocols reflect a consistent corporate identity across thousands of retail locations. The company's well-known corporate slogan, "Every Little Helps," functions as a symbolic artifact that communicates Tesco's commitment to incremental service improvements and customer satisfaction.
Operational procedures such as standardized store formats, digital self-checkout systems, and structured customer service interactions further illustrate the organization's emphasis on efficiency and reliability. These artifacts reinforce Tesco's reputation as a highly organized and process-driven retailer, reflecting the operational discipline required in large-scale retail operations.
However, from a critical perspective, artifacts alone provide only a superficial understanding of organizational culture. While Tesco's highly standardized operational systems support consistency across stores, they may also contribute to a more bureaucratic organizational environment in which employee autonomy is limited.
[bookmark: _Toc224416801]Espoused Values
Espoused values ​​represent the explicit principles and strategic priorities publicly communicated by an organization. These values ​​often appear in mission statements, corporate communications, leadership speeches, and internal training programs.
Tesco's corporate values ​​emphasize customer focus, teamwork, respect for colleagues, and continuous improvement. These values ​​are embedded in employee training programs, performance management systems, and internal leadership initiatives. For example, Tesco has invested in employee engagement strategies and leadership development programs designed to align employee behaviour with the organization's customer-oriented philosophy.
The company has also increasingly emphasized sustainability and social responsibility, particularly through commitments to reducing carbon emissions, minimizing food waste, and promoting responsible sourcing practices. These initiatives demonstrate how espoused values ​​can evolve in response to changing societal expectations and environmental challenges.
Nevertheless, scholars argue that a gap can sometimes exist between espoused values ​​and actual organizational behaviour (Schein, 2010). In Tesco's case, historical controversies—such as the accounting scandal in 2014—illustrate how organizational practices may occasionally diverge from declared corporate values. This highlights the importance of critically evaluating whether cultural values ​​are consistently implemented across organizational levels.
[bookmark: _Toc224416802]Basic Underlying Assumptions
The deepest level of organizational culture consists of basic underlying assumptions, which represent the taken-for-granted beliefs that unconsciously guide behaviour within an organization.
Within Tesco, one fundamental assumption is that long-term organizational success depends on delivering consistent customer value while maintaining highly efficient operational systems. This belief underpins Tesco's strong emphasis on supply chain optimization, cost control, and large-scale retail efficiency.
Another underlying assumption relates to data-driven decision-making. Tesco has historically been a pioneer in the use of customer data analytics through initiatives such as its Clubcard loyalty program, which provides insights into consumer behaviour. This reliance on data reflects a cultural belief that strategic decisions should be informed by measurable customer insights and operational performance indicators.
Applying Schein's model therefore reveals that Tesco's organizational culture is deeply rooted in customer-centric values, operational efficiency, and data-informed management practices. However, it also highlights potential tensions between operational control and the need for greater organizational flexibility and innovation.
[bookmark: _Toc224416803]3.2 Handy's Cultural Types
Charles Handy (1993) identified four dominant types of organizational culture: power culture, role culture, task culture, and person culture. These cultural forms provide insight into how authority, responsibilities, and decision-making processes are distributed within organizations.
Tesco largely reflects characteristics of role culture, which is typically associated with large bureaucratic organizations where roles, responsibilities, and procedures are clearly defined. In role cultures, organizational stability is achieved through formal structures, hierarchical authority, and standardized operating procedures.
[image: Handy Model of Organizational Culture - Toolshero]
This cultural form is particularly evident within Tesco's organizational structure. The company operates through clearly defined departments including store operations, logistics, procurement, marketing, and finance. Each department has well-established reporting structures and formalized responsibilities, ensuring that large-scale retail operations function efficiently.
The reliance on role culture supports Tesco's need for operational consistency across thousands of stores and international markets. Standardized processes help maintain uniform customer service standards, supply chain coordination, and inventory management systems.
However, critics argue that role cultures can become overly bureaucratic and resistant to change (Handy, 1993). In highly structured organizations such as Tesco, strict adherence to procedures may limit organizational agility and reduce employees' willingness to take initiative.
Despite this, Tesco has increasingly introduced elements of task culture, particularly in areas involving innovation and digital transformation. Task cultures emphasize teamwork, problem-solving, and project-based collaboration. For example, teams responsible for developing Tesco's online retail platform, automated distribution centers, and digital marketing strategies operate with greater autonomy and cross-functional collaboration. These teams focus on achieving specific objectives rather than simply adhering to hierarchical authority structures.
Consequently, Tesco's organizational culture can be interpreted as a hybrid model, predominantly characterized by role culture but increasingly incorporating elements of task culture to support technological innovation and strategic adaptation.
[bookmark: _Toc224416804]3.3 Hofstede's Cultural Dimensions
Geert Hofstede 's cultural dimensions theory provides an additional framework for analysing organizational culture, particularly within multinational corporations operating across diverse cultural environments. One relevant dimension in analysing Tesco's organizational culture is power distance, which refers to the extent to which unequal power distribution is accepted within organizations. Tesco demonstrates relatively moderate to low power distance, as management structures encourage communication between employees and supervisors. Internal feedback mechanisms, employee surveys, and engagement programs indicate an effort to reduce hierarchical barriers and encourage employee participation in organizational improvement.
[image: Design for different cultures with Hofstede's cultural dimensions theory | by Evie Cheng | Medium]
Another relevant dimension is individualism versus collectivism. Tesco demonstrates a balanced approach in which individual performance is recognized through appraisal systems and career progression opportunities, while teamwork remains central to operational success. Retail operations require high levels of collaboration between employees within stores, distribution centers, and corporate departments.
Tesco also demonstrates elements of long-term orientation, a dimension associated with strategic planning and sustainable growth. The organization's long-term investments in digital infrastructure, supply chain automation, and environmental sustainability reflect a forward-looking strategic perspective.
However, Hofstede's framework also highlights challenges faced by multinational organizations like Tesco. Cultural differences across international markets may influence employee expectations, management styles, and consumer behaviour. Tesco must therefore adapt its organizational practices to accommodate diverse cultural contexts while maintaining a coherent corporate culture.
[bookmark: _Toc224416805]4. Organizational Culture and Adaptation to External Environmental Influences
Organizations operate within complex and continuously evolving external environments shaped by economic conditions, technological developments, regulatory frameworks, and shifting consumer expectations. In such environments, organizational culture plays a critical role in determining how effectively companies respond to external pressures and adapt their strategies. A culture that encourages learning, innovation, and responsiveness can enhance organizational adaptability, whereas rigid or bureaucratic cultures may hinder effective strategic responses (Johnson et al., 2020).
In the case of Tesco , organizational culture has played an important role in shaping how the company responds to major environmental changes within the retail sector. The UK grocery market has experienced significant structural transformation over the past decade, particularly due to increasing competition from discount retailers such as Aldi and Lidl . These competitors have disrupted traditional supermarket pricing strategies by offering simplified product ranges and lower operating costs, thereby attracting price-sensitive consumers.
In response to this competitive pressure, Tesco implemented a series of strategic adjustments designed to restore competitiveness and strengthen customer value propositions. These initiatives include price reductions, simplification of product ranges, and improved supply chain efficiency. The organization's strong customer-oriented culture facilitated these strategic changes by reinforcing the importance of delivering value to consumers. Cultural emphasis on continuous improvement and operational efficiency allowed Tesco to redesign internal processes and adapt its pricing strategies without fundamentally compromising its brand positioning.
However, adapting to external environmental changes has not been without challenges. Large retail organizations often face structural inertia due to complex hierarchies and established operating procedures. For Tesco, the scale of its operations initially limited the speed at which strategic changes could be implemented. This highlights a potential limitation of role-based organizational cultures, which prioritize procedural consistency but may reduce organizational flexibility during periods of market disruption.
In addition to competitive pressures, broader societal and regulatory expectations have increasingly influenced organizational strategy within the retail sector. Environmental sustainability has become a major concern for both governments and consumers, prompting organizations to integrate sustainability into their operational and strategic priorities. Tesco has responded by embedding sustainability initiatives within its organizational culture. The company has committed to achieving net-zero emissions across its operations and supply chains, reducing food waste, and promoting responsible sourcing practices (Tesco PLC, 2023). These initiatives reflect a cultural shift towards greater corporate responsibility and demonstrate how organizational values ​​can evolve in response to societal expectations.
Technological transformation represents another major environmental influence shaping Tesco's organizational strategy. The rapid growth of e-commerce and digital technologies has significantly altered consumer purchasing behavior, particularly within the grocery sector. Tesco has therefore invested heavily in digital innovation, including the expansion of online grocery services, automated distribution centers, and advanced data analytics capabilities.
These technological developments require cultural adaptation as well as structural change. A digitally enabled retail environment demands greater cross-functional collaboration, innovation, and data-driven decision-making. Consequently, Tesco has increasingly encouraged a culture that supports experimentation, technological competence, and organizational learning.

[bookmark: _Toc224416806]5. Organizational Culture as a Barrier or Enabler
Organizational culture can function either as an enabler or as a barrier to organizational effectiveness.
In Tesco's case, culture generally acts as an enabler of organizational performance. The company's emphasis on customer value, operational efficiency, and teamwork promotes employee engagement and consistent service delivery.
Strong cultural alignment between leadership and employees helps reinforce organizational goals and facilitates coordination across departments and store networks. Research suggests that organizations with strong, clearly communicated cultures often experience higher levels of employee commitment and operational effectiveness (Kotter and Heskett, 1992).
However, organizational culture may also create barriers. For example, highly structured role cultures can sometimes discourage innovation or risk-taking. Employees may prioritize compliance with established procedures rather than experimenting with new approaches.
Additionally, Tesco's large organizational scale may create challenges related to communication and cultural consistency across different geographical locations.
Despite these potential barriers, the overall impact of Tesco's organizational culture remains largely positive, supporting organizational stability and operational effectiveness.

[bookmark: _Toc224416807]6. Impact of Organizational Culture on Organizational Performance
Organizational culture plays a crucial role in influencing organizational performance, as it shapes employee behaviour, decision-making processes, and the overall strategic direction of a company. A strong and John Kotterand (1992), organizations with strong and adaptive cultures are more likely to achieve sustainable competitive advantage because shared values ​​help align employee behaviour with organizational objectives.
In the case of Tesco, organizational culture has historically been closely associated with its emphasis on customer service and operational efficiency. The company's long-standing customer-focused philosophy, reflected in its well-known slogan "Every Little Helps," promotes a culture where employees are encouraged to prioritize customer satisfaction and continuous service improvement. This customer-centric orientation contributes to a consistent retail experience across Tesco's extensive network of stores and online platforms, strengthening brand loyalty and reinforcing the company's competitive position within the UK grocery sector.
Furthermore, organizational culture influences internal performance through its impact on employee motivation and engagement. Cultural initiatives within Tesco that emphasize teamwork, respect, and employee development help create a working environment in which staff members feel valued and motivated to contribute to organizational objectives. Employee training programs, leadership development schemes, and internal communication strategies aim to align employee behaviour with the organization's values ​​and service standards. Research suggests that organizations that foster high levels of employee engagement often experience increased productivity, lower staff turnover, and improved customer service outcomes (Schein, 2010).
However, the relationship between organizational culture and performance is not always straightforward. While Tesco's structured and process-driven culture supports operational efficiency and consistency, it may also create limitations in terms of innovation and organizational flexibility. Large retail organizations that rely heavily on formalized procedures and hierarchical management structures can sometimes struggle to respond rapidly to emerging market changes or technological disruptions. This highlights the importance of maintaining an organizational culture that is not only strong but also adaptable.

[bookmark: _Toc224416808]7. Recommendations for Improvement
Based on the analysis, several recommendations can be proposed to strengthen Tesco's organizational culture:
1. Promote a stronger innovation culture: Tesco should encourage experimentation and creative problem-solving among employees, particularly within digital and supply chain teams.
2. Strengthen cross-departmental collaboration: Improving communication between departments can help break down organizational silos and support more agile decision-making.
3. Invest further in employee development: Leadership training and professional development programs can help reinforce cultural values ​​and improve organizational effectiveness.
4. Enhance sustainability integration: Embedding sustainability principles more deeply within organizational culture can strengthen Tesco's long-term competitiveness and corporate reputation.


[bookmark: _Toc224416809]8. Conclusion
Organizational culture plays a fundamental role in shaping organizational behaviour, decision-making processes, and overall performance. In the case of Tesco, culture strongly influences organizational structure, operational practices, and strategic decision-making.
The application of theoretical frameworks such as Schein's Model, Handy's Cultural Types, and Hofstede's Cultural Dimensions demonstrates that Tesco's culture is predominantly characterized by role-based organizational structures supported by strong customer-focused values.
While organizational culture can sometimes present barriers to innovation or flexibility, Tesco's culture largely functions as an enabler of organizational effectiveness. By continuing to evolve its culture to support innovation, sustainability, and digital transformation, Tesco can maintain its competitive advantage in the rapidly changing retail environment.
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