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Organisational culture is widely recognised as one of the most influential factors shaping how businesses operate, make decisions and achieve strategic objectives. It refers to the shared values, beliefs, norms and behavioural patterns that influence how employees interact and perform their roles within a company. According to Laurie J. Mullins and Gill Christy (2016), culture represents “how things are done around here” and significantly affects key processes such as decision-making, structural design, leadership behaviour, motivation and management control systems. Culture therefore acts as an invisible but powerful force that shapes workplace behaviour and influences the effectiveness of managerial practices.

In contemporary business environments, culture has become increasingly important due to the effects of globalisation, technological change and workforce diversity. Modern companies operate in complex settings where employees from different cultural backgrounds must work together to achieve shared objectives. As a result, firms must develop cultures that encourage collaboration, adaptability and innovation while maintaining clear values and behavioural expectations (Schein, 2017). A strong corporate culture can create a sense of identity among employees, increase commitment and improve overall performance. Conversely, a weak or misaligned culture may create conflict, reduce efficiency and hinder organisational change (Robbins and Judge, 2017).

Scholars have long emphasised the strategic importance of culture in influencing business performance. For example, Edgar H. Schein (2017) argues that culture operates at multiple levels within a firm, including visible artefacts, espoused values and underlying assumptions that unconsciously guide employee behaviour. Similarly, Geert Hofstede (2011) highlights how cultural values shape workplace behaviour, leadership approaches and decision-making processes. These theoretical perspectives demonstrate that culture not only influences internal dynamics but also determines how companies respond to external environmental pressures.

The importance of culture is particularly evident in large multinational corporations operating in highly competitive industries. Retail companies, for example, must manage large workforces, complex supply chains and rapidly changing consumer preferences while maintaining consistent service quality and operational efficiency. In such contexts, culture plays a critical role in aligning employee behaviour with corporate objectives and ensuring consistent performance across multiple locations.

This report focuses on Tesco, one of the largest multinational retail companies headquartered in the United Kingdom. Established in 1919, Tesco has grown to become a leading global retailer with operations across Europe and Asia and millions of customers worldwide. The company’s success has been closely linked to its corporate culture, which emphasises customer focus, operational efficiency and continuous improvement. Tesco’s well-known philosophy, “Every little helps”, reflects a culture that prioritises incremental improvements in customer service and operational performance.

However, like many large multinational businesses, Tesco has faced significant challenges that have tested its cultural practices. Increased competition from discount retailers, rapid digital transformation within the retail sector and past governance issues have required the firm to reassess and strengthen its cultural framework. These challenges highlight the importance of culture in shaping how companies respond to environmental pressures and maintain competitive advantage.

The purpose of this report is to critically evaluate the influence of culture on Tesco’s structure, decision-making processes and overall performance. Drawing upon the arguments presented by Mullins and Christy (2016), the report explores how culture shapes managerial practices and operational effectiveness within the company.

To achieve this objective, the report first evaluates how cultural values influence Tesco’s structure and decision-making processes. It then applies key theoretical frameworks, including Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions and Handy’s Cultural Types, to identify and analyse the dominant cultural characteristics within the firm. The discussion also examines how Tesco leverages culture to respond to external environmental influences such as market competition, technological change and sustainability pressures.

Finally, the report assesses whether culture acts as an enabler or barrier to effectiveness within Tesco and evaluates its impact on overall performance. Evidence-based recommendations are then proposed to strengthen cultural alignment and support the company’s long-term success.
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Organisational culture plays a fundamental role in shaping how organisations design their internal structures and implement decision-making processes. Culture influences managerial behaviour, communication patterns, leadership approaches and the distribution of authority within organisations (Robbins and Judge, 2017). As organisations grow in size and complexity, culture becomes an essential mechanism for guiding employee behaviour and ensuring that organisational goals are consistently pursued across different departments and operational units.
According to Edgar H. Schein (2017), organisational culture represents a set of shared assumptions that guide how employees perceive problems, make decisions and interact within the workplace. These assumptions influence how authority is exercised, how responsibilities are allocated and how decisions are made throughout the organisation. Similarly, Laurie J. Mullins and Gill Christy (2016) argue that culture significantly shapes organisational structure, management control systems and leadership practices, ultimately affecting organisational effectiveness.
Within Tesco, organisational culture has historically emphasised customer focus, operational efficiency and teamwork. These cultural values have influenced both the structural design of the organisation and the mechanisms through which managerial decisions are made. As one of the largest multinational retailers, Tesco requires a structured organisational framework capable of coordinating operations across thousands of stores, employees and supply chain partners. At the same time, the company must maintain sufficient flexibility to respond to local market conditions and changing consumer behaviour.
Influence of Culture on Organisational Structure
Organisational structure refers to the formal arrangement of roles, responsibilities, authority and communication within an organisation (Daft, 2016). Structure determines how tasks are allocated, how information flows and how decisions are coordinated between different organisational levels.
Tesco operates primarily within a divisional organisational structure, where different functional areas such as operations, marketing, finance and supply chain management are organised under central strategic leadership while regional divisions manage local store operations. This structural arrangement allows the organisation to maintain strategic control while enabling flexibility in responding to regional market demands.
The design of Tesco’s organisational structure reflects the company’s underlying cultural emphasis on efficiency, accountability and customer service. Large retail organisations typically require clearly defined roles and responsibilities to ensure operational consistency across multiple locations. As a result, Tesco’s structure incorporates hierarchical reporting systems that allow senior management to monitor performance and implement strategic initiatives across the organisation.
However, organisational culture has also encouraged Tesco to adopt elements of decentralisation within its structural design. Store managers and regional leaders are granted a degree of autonomy in operational decision-making, allowing them to respond more effectively to customer needs within their specific markets. This decentralised approach reflects a culture that values local knowledge, responsiveness and employee involvement in operational management.
Mintzberg (1980) suggests that organisations operating in dynamic environments often adopt hybrid structures combining centralised strategic control with decentralised operational decision-making. Tesco demonstrates this hybrid structural model, which enables the organisation to maintain efficiency while encouraging flexibility and innovation at the operational level.
Furthermore, Tesco’s culture promotes collaboration between departments, encouraging cross-functional coordination between areas such as marketing, logistics and store management. This collaborative culture supports organisational learning and improves the organisation’s ability to respond to environmental changes.
Influence of Culture on Decision-Making Processes
Organisational culture also plays a critical role in shaping how decisions are made within organisations. Decision-making processes are influenced by leadership style, communication systems, organisational hierarchy and the level of employee participation encouraged within the organisation (Daft, 2016).
Tesco’s organisational culture supports a combination of centralised strategic decision-making and decentralised operational decision-making. Senior executives are responsible for defining strategic direction, corporate policies and long-term organisational objectives. These strategic decisions include market expansion, investment strategies, digital transformation initiatives and sustainability programmes.
At the operational level, however, Tesco encourages participative decision-making by empowering store managers and frontline employees to make decisions related to customer service, merchandising and local operational issues. This empowerment reflects the company’s cultural emphasis on responsiveness and customer satisfaction.
One of the most notable examples of Tesco’s decision-making culture is its use of advanced data analytics through the company’s Clubcard loyalty programme. The Clubcard system collects extensive customer purchasing data, allowing Tesco to analyse consumer behaviour and tailor marketing strategies accordingly. According to Humby et al. (2008), Tesco’s use of customer data has significantly improved its ability to make evidence-based decisions regarding product selection, pricing strategies and promotional campaigns.
This data-driven approach demonstrates a cultural commitment to evidence-based management, where decisions are supported by empirical data rather than intuition alone. Evidence-based decision-making can improve organisational efficiency and reduce uncertainty in complex business environments.
In addition, Tesco promotes open communication and employee engagement within decision-making processes. Regular team meetings, internal communication platforms and employee feedback systems allow employees to contribute ideas and raise operational concerns. According to Mullins and Christy (2016), participative decision-making can increase employee motivation, job satisfaction and organisational commitment.
However, the relationship between organisational culture and decision-making is not always straightforward. Large organisations such as Tesco may experience slower decision-making processes due to hierarchical reporting structures and bureaucratic procedures. While hierarchical systems provide control and accountability, they can also create delays in responding to rapidly changing market conditions.
Furthermore, organisational culture may sometimes reinforce established routines and practices that discourage experimentation or innovation. As Schein (2017) notes, deeply embedded cultural assumptions can create resistance to change, particularly in large organisations where long-standing practices are difficult to modify.
Despite these challenges, Tesco has increasingly sought to develop a culture that supports innovation and adaptability. The company has invested in digital transformation initiatives, supply chain modernisation and new retail technologies, all of which require flexible decision-making processes and collaboration across organisational levels.
Critical Evaluation
Overall, organisational culture has played a central role in shaping Tesco’s organisational structure and decision-making processes. The company’s emphasis on efficiency, accountability and customer service has encouraged the development of a structured organisational hierarchy supported by data-driven decision-making practices.
At the same time, Tesco’s culture promotes employee involvement and operational empowerment, allowing managers at different levels to contribute to decision-making and organisational improvement. This balance between centralised control and decentralised autonomy enables Tesco to maintain operational efficiency while remaining responsive to customer needs.
However, maintaining this balance remains an ongoing challenge. Large hierarchical organisations must continually adapt their cultural practices to avoid excessive bureaucracy and ensure that decision-making processes remain flexible and responsive to environmental changes.
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 Understanding organisational culture requires the application of theoretical frameworks that allow scholars and practitioners to analyse cultural characteristics in a systematic way. Organisational culture is a complex and multidimensional concept that cannot easily be observed or measured directly. Consequently, theoretical models provide structured approaches for identifying and interpreting cultural patterns within organisations (Robbins and Judge, 2017). These frameworks enable managers to better understand how values, behaviours and organisational practices shape employee attitudes and organisational performance.
Several models have been developed to analyse organisational culture, including Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions and Handy’s Cultural Types. Each framework offers a different perspective on how culture influences organisational behaviour, leadership styles and decision-making processes. Applying these frameworks to Tesco helps provide deeper insight into the cultural characteristics that shape the company’s operations and strategic direction.
3.1 Schein’s Model of Organisational Culture
One of the most widely recognised models for analysing organisational culture was developed by Edgar H. Schein (2017). Schein suggests that organisational culture exists at three interconnected levels: artefacts, espoused values and basic underlying assumptions. These levels represent different degrees of visibility and influence within organisations.
Artefacts are the most visible manifestations of organisational culture and include observable elements such as physical structures, language, rituals and organisational behaviours. Within Tesco, artefacts can be observed through store layouts, branding strategies and customer service practices that emphasise accessibility and convenience. The company’s well-known slogan “Every little helps” symbolises its commitment to incremental improvements in service quality and operational efficiency. In addition, employee uniforms, internal communication platforms and team-based working practices reflect the organisation’s collaborative culture and focus on operational consistency.
The second level of culture involves espoused values, which represent the officially stated principles and strategies that guide organisational behaviour. Tesco promotes values centred on customer satisfaction, teamwork, accountability and respect for employees. These values are reinforced through organisational policies, leadership frameworks and performance management systems. However, Schein (2017) argues that organisations may sometimes experience inconsistencies between espoused values and actual practices. Consequently, it is important to critically examine whether organisational actions consistently align with the values they promote.
At the deepest level are basic underlying assumptions, which represent unconscious beliefs that influence how individuals perceive problems and make decisions within the organisation. In Tesco’s case, a key underlying assumption is that long-term success depends on delivering consistent value to customers while maintaining operational efficiency. This belief underpins the organisation’s focus on customer loyalty, supply chain management and continuous improvement initiatives.
3.2 Hofstede’s Cultural Dimensions
Another influential framework for analysing culture was developed by Geert Hofstede (2011). Hofstede’s Cultural Dimensions Theory explains how cultural values influence organisational behaviour and management practices. Although originally designed to examine national cultures, the framework has also been applied to organisational contexts.
One important dimension is power distance, which refers to the degree to which employees accept unequal distributions of authority within organisations. Tesco demonstrates a moderate level of power distance. While the organisation operates within a hierarchical structure necessary for coordinating large-scale retail operations, employees are encouraged to share ideas and feedback through internal communication systems. This balance allows management to maintain control while encouraging employee participation.
Another dimension is individualism versus collectivism. Tesco’s culture reflects a combination of both. Employees are evaluated based on individual performance indicators such as productivity and customer service standards, while teamwork remains essential for maintaining efficient store operations and supply chain coordination.
Uncertainty avoidance is also evident within Tesco’s organisational culture. Large retail operations require consistent procedures to ensure efficiency and minimise operational risk. As a result, Tesco relies on structured operational guidelines, data analytics systems and inventory management processes to support decision-making and maintain consistent service delivery.
3.3 Handy’s Cultural Types
Charles Handy (1993) proposed four organisational culture types: power culture, role culture, task culture and person culture. Tesco predominantly reflects a role culture, which is common in large organisations where responsibilities are clearly defined and authority is linked to formal positions within the organisational hierarchy.
A role culture enables Tesco to maintain operational stability and consistency across its large network of stores. Clearly defined responsibilities ensure efficient inventory management, store operations and customer service delivery. However, elements of task culture are also evident within the organisation. Task culture emphasises teamwork and problem-solving within project-based environments. For example, Tesco’s digital transformation initiatives and marketing campaigns often involve cross-functional teams collaborating to achieve strategic objectives.
Overall, applying these theoretical frameworks suggests that Tesco operates with a hybrid cultural structure that combines the stability of role culture with the flexibility of task culture. This combination allows the organisation to maintain operational efficiency while encouraging innovation and adaptability in a highly competitive retail environment.
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Retail organisations operate in dynamic environments characterised by technological change, economic uncertainty and intense competition.
Tesco has adapted its organisational culture to respond to several external pressures.
Competition in the Retail Industry
The UK grocery market is highly competitive, with major rivals including Sainsbury's, Aldi and Lidl.
These competitors have forced Tesco to improve pricing strategies, supply chain efficiency and customer service standards.
Tesco’s culture of continuous improvement has enabled the company to implement cost reduction initiatives while maintaining product quality and customer satisfaction.
Digital Transformation
Consumer behaviour has shifted significantly toward online shopping. Tesco has responded by expanding its e-commerce platforms and investing in digital technologies such as automated warehouses and mobile shopping applications.
These changes require a culture that supports innovation, learning and collaboration across departments.
Sustainability and Corporate Responsibility
Environmental and social concerns are increasingly important for modern consumers. Tesco has introduced sustainability initiatives aimed at reducing food waste, improving supply chain transparency and lowering carbon emissions.
Such initiatives demonstrate how organisational culture can support broader corporate responsibility goals.
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Organisational culture can either support or hinder organisational performance depending on how well it aligns with strategic objectives (Robbins and Judge, 2017).
Culture as an Enabler
Several aspects of Tesco’s culture support organisational effectiveness.
First, the company’s strong customer-focused culture helps maintain high levels of customer satisfaction and loyalty.
Second, Tesco promotes accountability and performance measurement through structured management systems.
Third, employee empowerment initiatives enable store managers and staff to respond quickly to operational challenges.
Culture as a Barrier
Despite these advantages, organisational culture can also create challenges.
Large organisations such as Tesco may experience slower decision-making due to hierarchical structures and bureaucratic procedures.
Additionally, Tesco experienced a major accounting scandal in 2014 involving the overstatement of profits. This incident highlighted weaknesses in organisational transparency and internal controls (Financial Reporting Council, 2017).
Such events demonstrate that organisational culture must continually evolve to ensure ethical behaviour and effective governance.
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Organisational culture significantly influences employee motivation, operational efficiency and overall organisational performance.
Tesco’s customer-centric culture has contributed to strong brand recognition and long-term competitive advantage in the retail sector.
However, maintaining effective organisational culture across a multinational workforce requires ongoing management and development.
Recommendations
Strengthen Ethical Leadership
Tesco should continue investing in leadership development programmes that promote ethical decision-making and transparent management practices.
Encourage Innovation
Retail organisations must continuously innovate to remain competitive. Tesco should establish innovation hubs and encourage cross-department collaboration to support new ideas.
Improve Employee Engagement
Employee engagement programmes such as training opportunities, career development pathways and feedback systems can strengthen organisational commitment and productivity.
Strengthen Global Cultural Integration
Tesco operates in multiple countries with diverse cultural environments. Developing cross-cultural training programmes can help employees collaborate more effectively across international markets.
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Organisational culture plays a central role in shaping organisational structure, decision-making processes and overall organisational performance. As argued by Mullins and Christy (2016), culture influences how organisations function and how employees interact within complex work environments.
The analysis of Tesco demonstrates that the company’s culture emphasises customer satisfaction, efficiency, collaboration and continuous improvement. Through frameworks such as Schein’s Model, Hofstede’s Cultural Dimensions and Handy’s Cultural Types, Tesco’s culture can be understood as primarily role-oriented while incorporating elements of task-based collaboration.
Tesco has successfully leveraged organisational culture to adapt to external pressures such as increased competition, digital transformation and sustainability expectations.
Although organisational culture generally acts as an enabler of effectiveness within Tesco, challenges such as hierarchical decision-making structures and past governance issues highlight the need for continuous cultural development.
By strengthening ethical leadership, encouraging innovation and enhancing employee engagement, Tesco can further strengthen its organisational culture and sustain long-term competitive advantage.
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