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Introduction
Organisation culture has become one of the most important concepts in management and organisation behaviour. It influences employee behaviour, managerial decision-making, organisational effectiveness and long-term performance. ( Schein 2017) Defines organisational culture as a pattern of shared assumptions developed by a group as it learns to cope with internal or integration and external adaptation problems. These assumptions become embedded within organisational practises and shape the way employees perceived, think and act.
(Mullins and Christy 2016) argued that the cultural influences almost every aspect of organisational life, including organisational structure. Communication systems, employee motivation, leadership practises and management control mechanisms. Consequently. Organisations that successfully aligned their culture with strategy objectives are more likely to achieve sustainable competitive advantage. 
Tesco represents an appropriate organisation for analysis in organisational culture because it Is one of the largest retailers in the world and operates within a highly competitive and rapidly changing environment. Founded in 1919. Tesco of developed from a small market stall business into a multinational retail organisation employing hundreds of thousands of Employees across multiple countries. The company operates supermarkets, convenience store, online retail service and financial services.
Throughout its history, Tesco has experienced periods of significant success as well as notable organisational challenges. The accounting scandal that emerged in 2014 raised questions regarding organisational culture, leadership and governance. In response, Tesco initiated major cultural and structural changes aimed at rebuilding trust, improving ethical behaviour and strengthening customer focus.
This report critically evaluates the relationship between organisational culture and organisational effectiveness within Tesco. Specially, it examines how cultural influence’s organisational structure and decision-making, identifies Tesco prevailing culture using recognising theoretical frameworks analyses the role of culture in responding to external environmental influences, evaluates whether culture functions as a barrier or enabler and assesses its impact on organisational effectiveness and future performance.






Organizational Culture of Tesco
 Organisational culture is widely recognised as one of the most influential factors affecting organisational behaviour, performance and strategic success. According to (Mullins and Christy 2016), culture shapes how decisions are made, how structures are designed and how employees behave within organisations. In highly competitive and globalised industries, organisations increasingly depend upon strong cultures to maintain competitive advantage while responding to environmental change.
This report critically examines the organisational culture of Tesco and evaluates its impact on organisation structure, decision-making processes and organisational performances. The report applies Schein’s Three- Level Model of Culture, Handy Cultural Types and Hofstede’s Cultural Dimensions to identify and analyse Tesco prevailing organisation culture characterised by elements of role culture and task culture, supported by strong organisational values and employee engagement practices.
The report further explores how Tesco utilises culture to adapt to external environmental pressure including technological change, sustainability demand market competition and work diversity. Although organisational culture has generally enabled Tesco’s success evidence from the 2014 accounting scandal demonstrates that culture can also create barriers when excessive emphasis is placed upon performance outcomes.
The report concludes that Tesco culture remains a significant strategic asset that contributes positively to organisational performance. Recommendations are proposed focusing on ethical leadership. Employee participation, organisational learning and cultural agility to support sustainable long – term success. 
 










 Influence of Culture on Structure and Decision-Making 

Organisational culture and organisational structure are closely interconnected. While structure determines formal reporting relationships and responsibilities, cultural influences how employees interpret and operate within these arrangements. According to (Robin and Judge 2022), organisational culture provides informal behavioural guidelines that shape organisational functioning beyond formal structures.

Tesco’s organisational structure reflects both traditional hierarchical features and more contemporary decentralised approaches. Due toits scale and operational complexity, Tesco requires a structured management system capable of coordinating thousands of employees across numerous geographical locations. However, the company’s culture significantly influences how this operates in practice.

Historically, Tesco operated with a highly centralised structure characterised by strong managerial control and performance monitoring. Such structures are often associated with role culture, where responsibilities are clearly defined and authority follows hierarchical lines (Handy,1999). Role cultures are particularly common within large retail organisations because they facilitate consistency and operational efficiency.

The benefits of this structure include standardisation of customer service, efficient inventory management and effective implementation of corporate policies.  However, excessive centralisation can reduce employee autonomy and responsiveness. Recognising these limitations, Tesco has increasingly empowered local managers to make decisions based on local customer preferences and market conditions.

The company's famous slogan “Every Little Helps” reflects a customer centred culture that encourages employees to focus on customer needs and service quality.  This cultural emphasis influences decision-making throughout the organisation. Strategic decisions are frequently evaluated according to their impact on customer satisfaction and long-term customer loyalty rather than purely short-term financial outcomes.

One notable example is Tesco’s Club card programme. It introduced to enhance customer loyalty, The initiative demonstrates how organisational culture shape strategic decision-making. Through data analytics and customer insight, Tesco uses customer information to improve product offerings, pricing strategies and marketing campaigns.  The decision to invest heavily in customer relationship management reflects a culture focused on understanding and customer needs.

Organisational culture also influences leadership behaviour. Contemporary leadership at Tesco emphasises transparency, accountability and employee engagement. Leaders are expected not only to achieve performance targets but also to demonstrate organisational values. This reflects the transformational leadership principles, where leaders shape culture through vision, communication and employee empowerment.

However, organisational culture can also influence decision-making negatively. The accounting scandal in 2014 revealed how strong performance pressures may distort managerial judgement. Investigations suggested that employee felt pressure to achieve ambitious financial targets, contributing to inappropriate accounting practices. This illustrates the argument of (Deal and Kennedy 2000) that strong cultures are not always beneficial. When organisational values become excessively focused on outcomes, employees may prioritise target achievement over ethical considerations.

Following the scandal, Tesco implemented significant governance reform on cultural changes. leadership structures were revised, ethical standards strengthened and greater emphasis placed on transparency. These changes highlight the importance of continuously evaluating organisational culture to ensure alignment with ethical and strategic objectives.

Overall, Tesco's culture significantly influences organisational structure and the decision-making processes. While cultural values promote customers focus, collaboration and accountability, organisational leaders must remain vigilant to prevent cultural characteristic from generating unintended negative consequences.






















Identifying Cultural Types: Models and Frameworks 

 Identify Tesco’s Organisational Culture Through Relevant Models and Theories

Schein’s Three-level Model of Organisation Culture
(Schein’s 2017) model Remains one of the most influential frameworks for understanding organisational culture. The model identifies three interconnected levels. Artefacts espoused values and basic underlying assumptions.

Artefacts
Artefacts represent visible and tangible manifestations of culture. Within Tesco, several artefacts communicate organisational values and priorities.
Examples include:
·  Every Little Helps” slogan.
·  Customer service training programmes
· Sustainability initiatives.
· Community engagement activities
· Store layouts focused on customer convenience.
· Corporate communication channels
This visible characteristic provides evidence of Tesco's commitment to customer service, social responsibility and operational excellence.
However, Shein argues that artefact alone do not fully explain organisational culture because visible practices may not always accurately reflect underlining beliefs.

Espoused Values
Espoused Values represents formally stated principles and organisational priorities. Tesco promotes several key values including customer focus, respect, inclusivity, accountability, and sustainability.

The company emphasises serving customers effectively while creating value for shareholders and supporting local communities. Such values are communicated through leadership messages employee training and performance management systems.
Nevertheless, scholars argue that differences may exist between espoused values and actual behaviour. The accounting scandals demonstrated that stated values do not automatically guarantee ethical organisational conduct. Therefore, critical analysis requires examination of deeper cultural assumptions.

Basic Underlying Assumptions
Underlying assumptions represent unconscious beliefs that guide behaviour. Within Tesco several assumptions appear significant:
·  Customers are the primary source of organisational.
·  Employee engagement improves organisational.
·  Innovation is essential for competitiveness.
·  Ethical behaviour supports long term sustainability.
These assumptions influence strategic decisions and employee behaviour across organisational levels.
Applying Schein’s model suggests that Tesco assesses are relatively strong culture characterised by alignment between visible practises an underlying assumption, although historical challenges demonstrate occasional inconsistencies.
Handy’s Cultural Types
 while schein’s explains how culture develops (Handy 1999) classifies organisations according to four dominant cultural types: Power culture, role culture, task culture and person culture.  These categories help explain how authority is distributed, how decisions are made and how employees interact within organisations.
Power Culture 
Power culture concentrates authority around a small group of senior leaders. Search cultures enable rapid decision-making but may reduce employee participation (Handy, 1999). Although Tesco's executive leadership establishes strategic direction, operational decision making has become increasingly decentralised, particularly at store level.
 
Role Culture
Tesco most strongly reflects on Handy’s concept of role culture. Role cultures are characterised by clearly defined organisational structures, formal procedures, specialist responsibilities and hierarchical authority.  Large organisations often rely upon role culture because they improved consistency, operational control and accountability (Handy’s 1999)
Tesco's retail operations require standardised processes for inventory management, food safety, customer service and regulatory compliance. Employees receive detailed training, job descriptions and performance expectations, enabling store to deliver relatively consistent customer experiences across different locations.
 Role culture supports organisational efficiency by reducing ambiguity and ensuring employees understand their responsibilities. (Malins and Christy, 2016) argues that cultures are particularly effective within stable organisation environments requiring reliability and consistency.
However, role cultures also present disadvantages. Excessive bureaucracy may slow decision-making, reduce employee autonomy and discourage innovation. For example, store managers may have limited flexibility to introduce local initiatives because organisational policies prioritise consistency across all stores.  (Burnes 2020) suggest that bureaucratic structures frequently become barriers to organisational change because employees become accustomed to established procedures.

Task Culture
Although Tesco demonstrates significant characteristics of role culture, element of task culture has become increasingly evident as the organisational has pursued innovation and digital transformation. Tast cultures emphasise teamwork, collaboration and problem solving rather than the formal authority (Handy, 1999).
Tesco increasingly relies upon cross functional teams to implement project relating to digital retailing, sustainability, customers experience and supply chain management.  Collaboration between marketing specialists’ information technology professional, logistic experts and customer service teams enables Tesco to respond more effectively to changing customer expectations.
Task culture has become particularly important in developing online grocery services, mobile expectations and data-driven customer relationship management. Such initiatives require flexible collaboration across organisational boundaries rather than strict adherence to hierarchical structures.

Person Culture.
 Handy's person culture places individuals need above organisational objectives and is commonly associated with professional partnerships rather than multinational corporations. Tesco demonstrates very few characteristics of this cultural type because organisational priorities consistently take precedence over individual preferences.
Critical Evaluation of Handy’s Model
 Handy’s framework effectively identifies dominant organisational characteristics, but it also has limitations. Large multinational organisations really fit neatly into a single cultural category. Tesco’s simultaneously exhibits characteristics of role culture through standardised operations and task culture through collaborative innovation.  Consequently, organisational culture should be viewed as dynamic rather than fixed
Prevailing Cultural Type
Tesco's dominant culture can therefore be described as a hybrid of role culture and task culture. This combination enables operational efficiency while supporting innovation, and responsiveness.
Hofstede’s Cultural Dimensions
Hofstede’s framework provides additional insight into Tesco’s organisational culture. (Hofstede and Minkov 2010) developed Cultural Dimensions Theory to explain how national cultural values influence organisational behaviour. Although originally designed to compare national cultures the framework also provides useful insights into multinational organisations operating across different countries.
Tesco demonstrates relatively low power distance, encouraging communication between managers and colleagues while promoting employee feedback through engagement surveys and internal communication channels. Although hierarchical structures remain important, leadership increasingly encourage openness and consultation.
Tesco also reflects moderate individualism. Individual performances recognised through appraisal systems and career development opportunities, yet teamwork remains essential for delivering customer service and achieving organisational objectives.
Regarding uncertainty avoidance, Tesco demonstrates relatively low levels because it has consistently invested in technological innovation and business transformation. The rapid expansion of online shopping automated logistics and digital payment systems illustrates organisational willingness and to embrace uncertainty and adapt to changing market conditions.
Finally, Tesco demonstrate long term orientation through sustained investment in sustainability, digital transformation and colleague development. Rather than focusing exclusively on immediate financial returns, the organisational increasingly considers long term stakeholder value, environmental responsibility and organisational resilience.





Culture and the External Environment 
Modern organizations operate within dynamic environments characterized by technological developments, changing customer expectations, economic uncertainty and regulatory pressures. Organizational culture plays a crucial role in enabling adaptation. 
One significant environmental influence affecting Tesco is technological change. The rapid Growth of e-Commerce has transformed retailing globally. Tesco's culture of innovation and customer focus facilitated substantial investment in online shopping platforms, mobile applications, and data analytics. 
The COVID-19 pandemic further accelerated digital transformation. Tesco rapidly expanded online groceries delivery services. Demonstrating cultural adaptability and organisational resilience. 
Another important influence is sustainability. Consumers increasingly expect organisations to address environmental concerns. Tesco has integrated sustainability into organisational culture through commitments to reduce carbon emissions, minimise food waste and promote responsible sourcing. 
Competitions represent another major environmental challenge. Retail competitors such as ALDI and Lidl have disrupted traditional supermarket markets through low-cost business models. Tesco's customer centred culture has enabled Strategic responses including improved customer service, enhanced loyalty programme and competitive pricing strategies.
Workforce diversity also influences organisational culture. Tesco employs individuals from diverse backgrounds, nationalities and cultures. The organisation promotes inclusion through diversity initiatives and employee supporting networks. Such practises contribute to organisational cohesion while supporting innovation through diverse perspectives.
The evidence suggests that Tesco successfully leverages organisational culture as a mechanism for responding to environmental challenges and maintaining competitiveness.







Organisational Culture as a Barrier

Critically Assessing Whether Tesco’s Organisational Culture Acts as a Barrier or an Enabler to Effective Organisation Functioning
One of the most debated issues within organisational behaviour concerns whether strong organisational cultures improve or reduce organisational effectiveness. Some scholars argue that strong cultures create shared values, improve employee commitment and strengthen organisational performance (Ketter and Heskett, 1992). Others argue that strong cultures may encourage conformity, suppress innovation and discourage employees from challenging inappropriate decisions (Alvesson, 2024). Tesco provides an appropriate example because its organisational culture has demonstrated characteristics of both an enabler and a barrier at different stages of its development.
Organisational Culture as an Enabler
Tesco’s organisational culture has contributed to organisational success by promoting customer focus, employee engagement and operational consistency. Customer satisfaction remains central to organisational decision making, influencing pricing strategies, product development and service delivery. Employees understand that delivering positive customer experience is a fundamental to organisation success, reinforcing behaviours consistent with Tesco strategic objectives. (Shein and Shein 2017) argue that such alignment between organisational values and employee behaviour strengthens organisational effectiveness because employee require less direct supervision when cultural expectations are clearly understood.
Another important strength is Tesco’s emphasise on teamwork and collaboration. While formal structures remain important, cross functional working has become increasingly common in areas such as digital innovation, sustainability and supply chain management. Task oriented collaboration enables employees with different expertise to solve organisational problem more effectively than isolated functional departments (Handy,1999). Consequently, organisational culture supports knowledge sharing, innovation, and continuous improvement.
Employee engagement also demonstrates culture acting as an enabler. Organisation with supportive cultures generally experience higher levels of employee motivation, Organisational commitment and job satisfaction (Robin and Judge, 2022). Tesco has invested in colleague development, well-being initiatives and leadership training designed to strengthen employee engagement. Engaged employees are more likely to deliver high quality customer service, contribute innovation idea and remain committed during period of organisational change.
Furthermore. Tesco’s increasingly ethical organisational culture strengthens stakeholder trust. Follow the accounting scandal, organisational leaders implemented governance reforms, strengthened financial controls and reinforce ethical decision-making. These cultural changes contribute to rebuilding customer confident and investors trust while reducing the likelihood of similar governance failure. (Cameron and Quinn's 2021) argue that adaptive organisational culture support long term organisational sustainability because they encourage learning from previous mistakes rather than denying organisational weaknesses.
Organisational Culture as a Barrier
Despite these strengths, Tesco organisational culture has also demonstrated characteristics that have hindered organisational effectiveness. The most significant example remains the 2014 accounting scandal which illustrates all aspects of organisational culture can undermine organisational performance.
Investigations into the scandal suggested that intense pressure to achieve financial targets contributed to behaviours inconsistent with Tesco's publicly stated values.  Employees reportedly experienced strong commercial pressure to deliver ambitious performance object. Despite increasingly difficult market conditions. Search environments may unintentionally encourage an ethical decision-making because employees perceive targets achievement as more important than compliance with organisational values. (Deal and Kennedy,2000). Although multiples organisational factors contributed to the scandal, it demonstrates that culture may become dysfunctional when financial performance dominates ethical judgement.
The scandal also revealed weaknesses in organisational communication. Employees may have been reluctant to challenge senior management, or report concerns because of perceived organisational pressures. (Schein and Schein 2017) argue that psychologically safe Organisational cultures encourage employees to question decisions and report problems before they develop into organisational crisis. Tesco's experience therefore demonstrate that open communication is essential for effectiveness organisational functioning.
 Another barrier relates to bureaucracy and hierarchical structures. Tesco's role culture supports operational consistency but may reduce operational flexibility. Standard operating procedure are essential for maintaining quality across thousands of stores; however, excessive procedural control can discourage employee creativity and delay Organisational Innovation (Handy, 1999). Managers operating within highly structured environments may become reductant to experiment with new ideas or if organisational rules limit decision-making discretion.
Resistance to organisational change represents another potential culture barrier. (Burnes 2020) argues that employee frequently resist change because it challenges familiar routine and create uncertainty. Although Tesco has demonstrated considerable adaptability, implementing technological innovation sustainability initiatives and organisational structuring inevitable requires employees to modify established behaviour. Some employees may perceive such changes as threatening rather than beneficial, slowing organisational transformation.
High employee turnover within the retail sector may also weaken organisational culture. Retail organisations frequently experience requirement challenges because many roles involve shift work, weekend working and physical demanding environments. High turnover increases recruitment and training costs while reducing organisational knowledge and continuity. If experienced employee leaves regularly maintaining consistent organisational values become more difficult.
Critical Evaluation
This evidence suggests that Tesco’s organisational culture cannot be categorised as either entirely positive or entirely negative. Instead, culture functions as both an enabler and a barrier depending upon organisational circumstances and leadership behaviour. Strong customer -focused values, collaboration and adaptability have enabled Tesco to maintain market leadership despite significant environment change. Conversely, historical evidence demonstrates that excessive emphasis on performance, bureaucratic procedures and communication weakness have occasionally reduced organisational effectiveness.
(Kotter and Heskett 1992) argue that adaptive organisational culture. Tesco’s post-2014 reforms support this argument because organisational leaders recognised that maintaining existing cultural practices without modification would not restore organisational credibility. Instead, Tesco Strengthened ethical leadership, transparency and stakeholder engagement, demonstrating organisational learning rather than cultural rigidity.
Overall, Tesco’s organisational culture functions predominantly as an enabler of organisational performance because its strengths significantly outweigh its weaknesses. Nevertheless, the organisation’s experience clearly demonstrates that culture requires continuous evaluation and adaptation. Without effective leadership, even strong organisational cultures may become barriers to innovation, ethical decision-making and long- term organisational success.






Impact of Culture on Organisational Performance
Organisational culture significantly influences multiple dimensions of Tesco’s performance.
Firstly, customer-focused cultural values contribute to customer satisfaction and loyalty.
Strong customer relationship support revenge growth and competitive advantage.

Secondly, employee engagement is enhanced through supportive cultural practices. 
Research consistency demonstrates positive relationship between employee engagement, productivity and organisational performance.

Thirdly, organisational culture supports innovation. Tesco’s investments in technology, digital retailing and sustainability initiatives have been facilitated by cultural values promoting learning and continuous improvement.  

Fourthly, organisational reputation benefits from ethical and socially responsible cultural practices. Positive reputation enhances stakeholder confidence and long-term organisational sustainability.












Recommendations

Recommendation 1: Strengthen Ethical Leadership

Tesco should continue strengthening ethical leadership by evaluating managers on ethical behaviour as well as financial performance.  Following the 2014 accounting scandal reinforcing integrity through ethical training, clear codes of conduct and confidential whistleblowing procedures would help embedded ethical values throughout the organisation. According to (Schein and Schein 2017), Leaders play a key role in shaping organisational culture. This would improve stakeholder trust, reduce unethical behaviour and support sustainable organisational performance

Recommendation 2: Increase Employee Participation

Tesco should encourage greater employee participation by involving colleague in decision making through suggestions, schemes and cross functional teams. Employees work directly with customers can provide valuable idea for improving service and operational efficiency. (Handy’s 1999) task culture highlights the importance of teamwork and collaboration in solving organisational problems. Greater participation would improve innovation, employee engagement and responsiveness to customer needs.

Recommendation 3: Promote Continuous Learning

Tesco should continue investing in employee development through training, leadership development and knowledge sharing initiatives, (Burnes 2020) argue that continuous learning help organisations adapt to change and remain competitive. Developing employee skill would improve innovation, strengthen adaptability, and help Tesco respond more effectively to technological and market changes

Recommendation 4: Promote Organisational Learning  

 Tesco should continue promoting diversity and inclusion by providing cross cultural leadership training and ensuring equal opportunity for career development. (Hofstede, and Minkov 2010) suggest that understanding cultural differences improves communication and teamwork.  A more inclusive culture would enhance employee engagement, collaboration and Tesco’s ability to serve a diverse customer base.

Recommendation 5: Balance Performance and Well-being.

 Tesco should ensure the performance targets are balanced with employee well-being by recognising teamwork, ethical behaviour and employee engagement alongside financial results. (Robins and Judge 2022) argues that employee well-being positively influences organisational performance. This approach would reduce workplace stress, improve staff retention and encourage ethical decision-making.

Implementing these recommendations would strengthen Tesco’s organisational culture by balancing commercial performance with ethical leadership, employee wellbeing and continuous organisational learning. Collectively, these initiatives would improve organisational resilience and support sustainable competitive advantage.















Conclusion
To conclude this report has demonstrated that organisational culture plays a critical role in shaping Tesco’s structure, decision-making processes and organisational performance. Using Shein’s model, Handy’s Cultural Type and Hofstede’s Cultural Dimensions, the analysis identified Tesco’s culture as predominantly customer- centred, combining elements of role culture and task culture.

The organisation has successfully utilised culture to adapt to technological change, competitive pressures, sustainability challenges and workforce diversity. While cultural weaknesses contribute to historical governance failures, subsequent reforms strengthened ethical behaviour and organisational accountability. 

Overall, Tesco's organisational culture functions primarily as an enabler of effectiveness and performance. Continued investment in ethical leadership, employee participation, organisational learning and cultural agility will support sustainable competitive advantage and long-term organisational success.
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