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[bookmark: _Toc211988399]1. Introduction
Organisational culture is defined as a collection of shared values, beliefs, and assumptions that form the way an organisation's members act and make their decisions (Shein, 2004). Hofstede (2011) defines culture as the joint programming of the mind that makes one group or organisation stand out against another. Mullins and Christy (2016) highlight that organisational culture significantly influences motivation, communication, leadership, and performance by influencing how we do things around here. In the contemporary globalised business world, cultural knowledge has become critical to organisational success and flexibility, particularly in multinational organisations that have workforces of different cultures. Toyota Motor Corporation is a major car manufacturer in the world, which was established in 1937 and is quite committed to quality, innovation, and operational excellence. The unique culture of Toyota is usually summarized in the term The Toyota Way that involves a special philosophy based on Continuous Improvement (Kaizen) and Respect for People (Liker, 2020). Such a unique culture has defined the global competitiveness, decision-making style, and flexibility to external challenges in Toyota. However, this report offers a critical assessment of the role of organisational culture on Toyota's structure, decision-making, and performance through the application of well-known models like the Scheins Model, Hofstede Dimensions, and the Typology. It also examines the role played by culture in helping Toyota to adapt to the external environment, possible barriers, and the overall concept of how culture influences the organisational performance.
[bookmark: _Toc211988400]2. Organisational Culture of Toyota
The organisational culture of Toyota is considered one of the most strategic resources of the company. The core of this culture is The Toyota Way, the philosophy of the management that directs all the operations of the organisation. Two main principles underpin the Toyota Way, which are Continuous Improvement (Kaizen) and Respect for People (Liker, 2004, 2020). Kaizen is an embodiment of the incremental improvement by staff participation, problem solving, and innovation, whereas Respect for Persons focuses on trust and teamwork as well as personal growth. Combined, these principles create the environment where the employees can be empowered to identify the inefficiencies, offer solutions, and provide input to the long-term organisational goals.
The most important cultural values at Toyota include teamwork, quality, learning, humility, and long-term thinking, which are embedded in the daily activities. The company's corporate philosophy emphasizes mutual trust and respect, open communication, and commitment to customer satisfaction (Toyota Motor Corporation, 2024). These values are not just accidental; they are institutionalised in the form of quality circles, Genchi Genbutsu (go and see for yourself), and Hansei (reflection), which strengthen the collective responsibility and learning through mistakes (Liker and Hoseus, 2008).
The organisational culture adopted by Toyota is highly shaped by the cultural characteristics of the Japanese national culture, which include collectivism, high uncertainty avoidance, and long-term orientation (Hofstede, 2011). This effect can be seen in the focus of Toyota established on consensus-based decision-making (Ringi system) and the valued hierarchy balanced by inclusiveness in problem-solving. The outcome is a unified culture, which focuses on harmony, stability, and lifelong learning- qualities that have led to Toyota becoming known as a reliable and quality company in the world (Abo, 2007).
Most importantly, the culture of Toyota makes it unlike other competitors because it combines technical excellence with human-oriented values. Although Western car companies focus on efficiency based on hierarchical control, Toyota's lean production system succeeds on employee involvement and purpose (Ohno, 2019). This cultural integration facilitates flexibility and resilience, as evidenced by times of crisis like the 2011 earthquake and the transition to hybrid and electric vehicles that took place worldwide. Nevertheless, researchers observe that Toyota's high cultural cohesion can also reduce its flexibility in fast-evolving markets unless it is constantly reinforced (Toma and Naruo, 2017).
[bookmark: _Toc211988401]3. Influence of Culture on Structure and Decision-Making
The organisational culture of Toyota has a significant impact on its organisational structure and decision-making processes. The company has a hybrid organisational structure that integrates functional and regional divides. Toyota is functionally centralised in controlling its core functional areas, which include engineering, production, and quality management, consistent with The Toyota Way. At the same time, its regional branches in North America, Europe, and Asia allow acting in response to local market requirements and regulatory environments (Toyota Motor Corporation, 2024). This two-fold structure is an indication of a balance between global standardisation and local flexibility, which is a characteristic of the culturally ingrained philosophy of Toyota that incessantly strives to improve and address people with respect (Liker, 2020).
Long-term orientation, cultural values, including teamwork, trust, and cultural values, have a substantial impact on the structural design and management of Toyota. Mullins and Christy (2016) argue that organisational structures change with shared values and social norms that influence the flow of communication and authority. At Toyota, power is decentralized through a bottom-up system whereby employees at every level are motivated to point out issues and suggest solutions to those issues. This is operationalized using the Kaizen philosophy and quality circles where employees are empowered to make improvements without the top-level approval (Liker and Hoseus, 2008). This kind of decentralisation strengthens a culture of trust and respect, as well as commitment and job satisfaction.
Toyota decision making is informed by the traditional Japanese Ringi system, which is consensus-based style in decision making whereby an idea is generated and distributed to all stakeholders seeking feedback and acceptance. The process makes sure that no opinions are ignored when decisions are made (Kochan et al., 2017). Although it may make it more challenging to make decisions than Western hierarchical models, it increases commitment, shared ownership, and implementation success. The Ringi approach is based on the collectivist and long-term oriented cultures in which Toyota was founded, where emphasis is placed on harmony, mutual respect, and a group consensus (Hofstede, 2011). Furthermore, it is also in line with the emphasis of Toyota on sustainability and lifelong learning since decisions are made based on the knowledge of all participants and not individual power or authority.
The Toyota structure is culturally oriented towards bottom-up problem-solving and innovation that is based on learning. Leaders are also encouraged to go to the field by applying the practice of Genchi Genbutsu, which means going and seeing (Liker, 2004). These cultural processes are closely interconnected with the lean manufacturing system provided by Toyota, which relies on the capacity of employees to identify the lack of efficiency and to introduce the necessary changes. Consequently, the company maintains high-quality levels, efficiency in its operation, and customer satisfaction (Toma and Naruo, 2017).
Nevertheless, there are also problems with the consensus-driven culture in Toyota. In the time of crisis, as it happened with the 2010 recall scandal, the pitfalls of over-deference and top-down communication became evident through the slowness of decision-making and failure to raise issues to any seriousness (Thao, 2018). 
[bookmark: _Toc211988402]4. Identifying Cultural Types: Frameworks and models
The organisational culture of Toyota cannot be comprehended without applying the usual theoretical frameworks, which can help to disclose both visible and invisible elements that influence the behaviour of the employees and the practice of the management. Through the model of organisational culture suggested by Schein, Cultural Dimensions (2011) proposed by Hofstede, and typology of culture by Handy, the culture of Toyota can be analysed as a system of beliefs, practices, and assumptions that have been entrenched over time to bring long-term success.
The Schein Model of Organisational Culture.
Schein (2017) has developed the notion of organisational culture by ranking it into three tiers: artefacts, espoused values, and underlying assumptions that are fundamental.
[image: ]
Figire 1; the three categories of culture as per Schein’s model. source Doann (2015)
On the most apparent and initial category, the artefacts of Toyota are the visual features of its production plants, visual management systems, standardised work charts, the teamwork slogans, and the employee suggestion boards. The morning team huddles, quality circles, and Kaizen events show the company's dedication to improvement and shared responsibility (Liker, 2004).
At the second tier, the espoused values of Toyota are explicitly defined by The Toyota Way that has its main pillars as Continuous Improvement (Kaizen) and Respect for People (Sosnovskikh, 2016). These values facilitate learning, problem-solving, humility, and respect for all stakeholders, which is the behavioural blueprint of decision-making and interpersonal relationships.
The lowest level is the underlying assumptions, which are the unchallenged beliefs that the Toyota employees use to inform their actions. These are assumptions that the problems can be turned into an opportunity to improve something, that it is the work of everyone to make a quality product, and that it is impossible to succeed without team effort (Dimitrakaki, 2022). These assumptions have become part of the Toyota identity and have been the cause of continuity and stability even in times of crisis. According to the model by Schein, the visible practices of Toyota are not carried out in isolated routines. Still, they are indicative of a set of philosophies that are highly embedded into the firm and which result in organisational learning and stability.
Hofstede cultural dimensions.
The model by Hofstede (2011) describes the role played by national culture in determining organisational behaviour. Japanese culture has a powerful influence on the way Toyota is managed across the globe. Japan is high on collectivism, which is the inclination towards working in teams, reaching a decision, and keeping the group. This is the reason behind the Ringi decision-making process at Toyota, where solutions are formulated through mutual consultation but not through personal authority (Sagi, 2015).
Japan is also considered as high in uncertainty avoidance and Toyota therefore developed structured systems and elaborate processes, including the Toyota Production System (TPS) to minimize uncertainty and ensure that there is no loss of control (Anoop and Muhammed, 2020). The TPS standardizes processes and, at the same time, promotes continuous improvement, striking the right balance between power and creativity.
Also, the long-term orientation of Japan is high, as demonstrated through the strategic patience and sustainable innovation in Toyota. Compared to most of its competitors in the West, Toyota can also be characterized as a long-term strategic thinker because it spends a lot of money on hybrid and electric technologies (Toyota Motor Corporation, 2024).
Handy's Typology of Culture
Charles Handy (1993) noted that there were four key forms of organisational culture, which included power, role, task, and person cultures. Toyota has a combination of role and task culture.
Its role culture is reflected in well-defined roles, hierarchy, and consistency of the procedures, which are necessary to maintain quality assurance and operational stability. All employees are aware of their role in the production system, which makes them hold responsibility and be controlled (Mullins and Christy, 2016).
At the same time, Toyota reflects a task culture, as a team is created to address a particular problem by means of teamwork and innovation. This is supported by the concept of Kaizen and quality circles, where cross-functional teams focus on the inefficiencies and come up with innovative solutions (Liker, 2004). The integration of role and task cultures helps Toyota to maintain operational discipline and encourage collective innovation--a combination that helps in continuing their competitive advantage.
More importantly, this dual culture is what makes Toyota stand out compared to purely bureaucratic organisations that factor in flexibility to control. The task culture promotes learning and responsiveness, unlike the role culture that guarantees standardisation. Nevertheless, some scholars claim that radical innovation may sometimes be stifled by high commitment to hierarchy or a slow decision-making process in the dynamic markets (Cole, 2011).
Moreover, the organisational culture model provided by Denison (1990), which focuses on the importance of involvement, consistency, adaptability, and mission as primary cultural characteristics can be used to explain how culture enhances performance. The high involvement seen in the culture of Toyota through employee empowerment and teamwork and the consistency in terms of shared values are similar to the Denison framework. Its flexibility is also reflected in the fact that it incorporates sustainability and digital transformation projects without losing a sense of mission focused on quality and customer value (Toyota Motor Corporation, 2024).
[bookmark: _Toc211988403]5. Culture and the External Environment.
The organisational culture at Toyota is based on The Toyota Way (Kaizen and Respect for People). It is a key driver of adjusting to outside forces in the form of globalization, competition, and change in regulation, sustainability forces, and crises. The model offered by Denison (involvement, consistency, adaptability, mission) can be a helpful utility: the high involvement and powerful mission provide Toyota with human and strategic capitals needed to react to environmental shocks, whereas its consistency and adaptability define the speed and effectiveness of change implementation.
Involvement: The culture of Toyota gives frontline employees the authority to suggest improvements and resolve issues (Kaizen), which enables them to respond quickly and locally to disruptive events occurring in operations. COVID-19 Toyota had to reposition manufacturing capacity, make PPE, and enhance supply chains in the medical sector, measures that are a result of employee initiative and corporate coordination based on its culture of discretionary effort and teamwork (Toyota Newsroom, 2024). These local efforts enabled Toyota to sustain activities, serve communities, and align with the population's health needs. Toyota USA Newsroom.
Adaptability: Toyota has a cultural norm of continuous improvement, though it has focused on standardisation (TPS), the company is flexible in terms of technology and strategy. Multi-pronged electrification strategies (hybrids, hydrogen fuel cells (Mirai), battery EVs, and long-term R&D, including solid-state batteries) are publicly announced by Toyota as cultural toleration of long-term and incremental innovation instead of disruptive one-shot innovations. The recent investments in scale battery EV manufacturing and R&D alliances (e.g. solid-state battery collaboration announced in mid-to-late 2020s) demonstrate how Toyota can change strategy without forsaking its core values. 
Mission & Consistency: The publications and data books on corporate sustainability indicate that Toyota has a consistent mission, which is to reduce carbon footprint and develop mobility without compromising quality and safety, to pursue investments in hybrid technology, electric vehicle platforms (bZ series), and hydrogen cars (Mirai) globally (Toyota Sustainability Data Book 2024; Toyota press releases). This uniform mission brings the global subsidiaries into common goals and gives regional flexibility (e.g., Mirai's presence aligned with hydrogen infrastructure in California). 
Crisis response and learning: Past crises (e.g. the 2010 unintended acceleration/recall events) revealed vulnerabilities in communication and rate of escalation leading to reforms to governance and about enhanced reporting lines globally (McMillan, 2018).
[bookmark: _Toc211988404]6. Barriers of Organisational Culture.
Although the culture of Toyota has been praised over the years in terms of providing operational excellence, learning, and engagement of employees, it has also had characteristics that can be seen to inhibit effective organisational operations. The cultural characteristics ingrained in the company that have contributed to the success of Toyota, such as consensus decision-making, hierarchy, and emphasis on the long term, may sometimes hamper agility and innovation in the ever-changing global markets.
Among the most common exceptions is the inflexibility of the consensus-based strategy of Toyota. The system used in the company, the Ringi system, where the decision is spread to be agreed upon at many levels, promotes inclusivity but slows down the responsiveness (Morgan and Liker, 2020). In the 2010 recall crisis, Toyota was found to be reluctant to blow issues out of proportion, and its slow response in communication with the regulatory agencies was partly blamed on the culture of deference and overbuilding consensus internally (Cole, 2011). Although these cultural trends enhanced peace and avoided mistakes under standard conditions, they were held against them during situations that needed quick and transparent decision making.
Also, the solid cultural background of Toyota is in conflict with the foreign work conditions of its foreign subsidiaries. The hierarchical and collectivist culture at headquarters can be exposed to the more individualistic and assertive Western cultures, and it will cause incongruence in communication, empowerment, and risk-taking (Hofstede, 2011; Toma and Naruo, 2017). Indicatively, engineers in North America and Europe have recorded issues in confronting the decisions of senior management, which can be attributed to a long-standing respect-for-authority culture that is based on Japanese norms. This misfit may be counterproductive to the free flow of ideas that are needed to innovate and be able to operate globally.
The other challenge is that Toyota has been focused on incremental improvement (Kaizen) which, although it helps in refining operations, it can deter radical innovations or disruptive ideas (Liker and Hoseus, 2024). According to critics, this concern with perfection among the current systems has, in some cases, slowed the reaction of Toyota to significant technological changes, including the premature acceleration of the electric vehicle market (Cole, 2011). The company has a conservative approach to fully electric vehicles, focusing on hybrids over the decades. This is an example of how the cultural timidity can limit the ability to be strategic.
Toyota has, however, made efforts to overcome such cultural barriers. The 2010 crisis made the company introduce leadership changes, reduce the hierarchical levels of decision-making, and create the system of Chief Quality Officer in order to become more responsive to the world and communicate more efficiently (Toyota Motor Corporation, 2024). Adaptability and inclusiveness have also been improved through training on cross-cultural leadership and empowerment of local subsidiaries.
[bookmark: _Toc211988405]7. Effect of Organisational Culture on Organisational Performance.
The organisational culture has been one of the core contributors to the global performance of Toyota, which has built its long-term quality, productivity, and innovation leadership. Kaizen (continuous improvement) and Respect for People are the two core values of the company that do not just inform the internal behaviour but also directly transfer into the outward results in the form of customer satisfaction, employee dedication, as well as brand loyalty (Liker, 2004).
Toyota is successful in its culture of collective responsibility and problem-solving, which is directly connected to the ability of the company to sustain an outstanding quality of its products. A significant strength of Toyota is its Lean Production System, which is based on the principles of Kaizen and allows employees to recognize inefficiencies and stop production to fix the quality problems on the spot (Jidoka). This cultural implementation of quality in the day-to-day activities has resulted in low defect levels and high output in the international operations (Yamamoto et al, 2019). In addition, the employee engagement strategies, including teamwork, life employment and collective learning, have created a very motivated workforce in Toyota that lowers turnover and builds organisational commitment (Liker and Hoseus, 2024).
Innovation and flexibility are also motivated by the Toyota culture. The philosophy of incremental improvement that the company is practicing encourages sustainable innovation, such as the ground-breaking creation of the hybrid technology (the Prius) and continuous investment in hydrogen fuel cells and battery-electric cars (Toyota Motor Corporation, 2024). This short-term orientation relates to the mission and adaptability aspects of the Denison performance model that link strong cultural underpinnings to strategic success. The fact that Toyota managed to introduce innovation into a stable value system shows that culture both promotes stability as well as evolution.
In terms of Balanced Scorecard (Kaplan and Norton, 2005), the culture at Toyota improves the performance in the following aspects:
	Financial: Toyota has been able to maintain long-term profitability and market share in the international market due to effective operations.
	Customer: great customer satisfaction and trust attained through reliability and quality.
	Internal Processes: Operational excellence is fuelled by lean systems and employee empowerment.
	Learning & Growth: The innovation is maintained by continuous improvement and development as a leader.
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The organisational culture of Toyota that is based on The Toyota Way and Kaizen and Respect for People principles is the key to its global success. The focus on the culture on teamwork, learning, and long-term improvement has given rise to an adaptive structure, empowered employees, and provided outstanding quality and performance outcomes. Nevertheless, the very values that are so imprinted in people can be used to cause rigidity that slows down the decision-making process and innovation within the rapidly evolving digital and electric vehicle age.
Toyota needs to keep developing its culture to maintain a competitive edge, which will be possible through enhancing global integration, increasing data-driven and faster decision-making, and fostering diversity in leadership. Integrating agility and innovation into its conventional philosophy will enable Toyota to preserve the positive qualities of its legacy and make it responsive to the modern challenges. In the end, the ability of Toyota to balance continuity and transformation in cultures will be the key to its further success and relevance in the ever-changing global world.
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