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[bookmark: _Toc234508116]Introduction
The organisational culture can be defined as the common values, beliefs, assumptions and behaviours in the way employees relate, in making decisions and in the realisation of organisational goals (Mullins and Christy, 2016). It determines the relationships within an organisation, the manner of practice by the manager and influences the responsiveness of an organisation to a changing business environment. 
Toyota Motor Corporation is a globally renowned car maker, and is known to focus on quality, consistent improvement and employee engagement via the Toyota Way. Its organisational culture has contributed a lot to its production systems that are effective, high standards of its products and enhanced global competitiveness in different markets.
The purpose of this report will be to critically assess the impact of Toyota's organisational culture on its organisational structure, decision-making processes, responsiveness to external environmental changes and overall organisational performance. It will also analyse whether the prevailing culture will function primarily as an enabler or a barrier to organisational effectiveness. To support this assessment, Schein's Three Levels of Organisational Culture and Handy's Cultural Types will be applied to identify and critically evaluate the dominant characteristics of Toyota's organisational culture.
[image: Toyota Motor Co: Toyota halts more production in Japan as parts run out,  ETAuto]
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(Source: Toyota, 2026)
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Organisational Culture of Toyota
[bookmark: _Toc234352836][bookmark: _Toc234508118]Toyota's Organisational Structure 
[bookmark: _Toc234352916]Toyota Motor Corporation has a global organisational structure, which embraces functional expertise and regional responsiveness in facilitating its global operations. Corporate headquarters determine the strategic direction, whereas the regional subsidiaries have enough power to adapt to local market conditions and local regulatory needs. The organisation has major functional units that include manufacturing, research and development, finance, marketing, human resources and supply chain management that allow specialised knowledge and operational efficiency (Minh, 2023). The decision-making roles are becoming decentralised, and regions can focus on meeting customer needs better without compromising the corporate goals. This teamwork is cross-functional and runs deeply throughout the entire work of Toyota, and employees of various departments are combined together to find a solution to operational issues, enhance product quality and facilitate innovation. This combined structure enhances organisational coordination and ongoing learning within the organisation.
Table 1: Key Features of Toyota's Organisational Structure
	Structural Element
	Application at Toyota

	Global Structure
	Regional operations coordinated with corporate headquarters

	Functional Divisions
	Manufacturing, R&D, Sales, Finance, Human Resources and Supply Chain

	Decision-Making
	Decentralised operational decisions with strategic oversight

	Teamwork
	Cross-functional collaboration through project-based teams
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Influence of Culture on Organisational Structure 
[bookmark: _Toc234352838][bookmark: _Toc234508120]The organisational structure of Toyota is highly based on its culture instead of being solely based on the requirements of its operations. The Toyota Way sets out common behavioural norms based on an unrelenting enhancement and value generation, which promotes structural frameworks that favour collaboration rather than departmental divisions (Vanichchinchai, 2022). Similarly, the principle of Respect for People promotes managers to foster employee competence and decentralise duties avoiding over centralisation and enhancing responsibility throughout organisational ranks. Continuous Improvement also influences the design of structure by installing mechanisms that help employees to spot inefficiencies, come up with improvements and engage in organisational learning. As a result, cross-functional teams have become common to ensure that engineering, production, quality management or supply chain functional knowledge is combined to tackle the complex organisational issues (Palhau et al., 2024). This approach is further compounded by employee empowerment, which gives operations staff more responsibility to recognise problems and contribute to the solution, thus making them more responsive without compromising strategic consistency. However, the need to be involved in a wide partnership through the various layers of many organisations can impede the speed of coordination in instances where quick decision making is needed.
Influence of Culture on Decision-Making 
The organisational culture of Toyota has a great impact on the decision making process because it focuses on participation, systemic analysis as well as long term organisational learning. One of the primary practices is Nemawashi, which is a consensus-mechanism where stakeholders deliberate on suggestions, share knowledge and develop consensus before approval. This process enhances implementation commitment since it makes employees see the sense of strategic decisions. Reaching a consensus, however, may prolong the time of decision making, especially when quick decisions have to be made in very competitive markets (Lodgaard et al., 2023).


Another culture that Toyota fosters to make rapid and effective problem solving is its formalised root-cause analysis, which emboldens employees to probe operational problems rather than to treat symptoms promptly. Moreover, sustainable decision-making can be sustained by comprehensive operational data produced by production systems, quality control, and customer reviews, enabling the managers not just to make judgments based solely on intuition.
Another culture that characterises Toyota is employee participation. Employees at various organisational levels are urged to propose their ideas to improve their operation, leading to greater involvement and diversity of ideas explored in the process of making decisions (Vanichchinchai, 2023). This participative atmosphere is an addition to the philosophy of Kaizen, whereby constant small-scale improvements become a daily organisational practice. Even though incremental improvement aids in gradual operational excellence, critics claim that too much emphasis on gradual change can diminish the readiness of the organisation to implement disruptive innovations. Altogether, the culture of decision-making in Toyota is balanced between collaboration, evidence and continuous improvement, but never-ending speed and participation have still been a challenge to managers.
[bookmark: _Toc234508121]Identifying Cultural Types: Models and Frameworks
[bookmark: _Toc234352840][bookmark: _Toc234508122]Application of Schein's Three Levels of Culture 
The development of this model through application shows that the culture of Toyota goes beyond the methods of operation, affecting the behaviour of employees, decisions made by managers and their performance as an organisation (Toyota Motor Corporation, 2024).
[image: Edgar Schein's Three Layers of Organisational Culture - Psych Safety]
[bookmark: _Toc234506999][bookmark: _Toc234508214]Figure 2: Schein's Three Levels of Organisational Culture.
(Source: Psychsafety, 2023)
At the artefact level, the culture at Toyota manifests itself in practices which are visible in the daily operations of the company. The most observable is lean production, which aims at getting rid of waste and maximising customer value via streamlined processes. Kaizen events stimulate workers to engage in planned enhancement processes on a regular basis, which helps in detecting organisational inefficiencies and applying feasible solutions. Quality circles also enhance the spirit of collaboration by allowing the employees across functions to deliberate on production issues and suggest solutions. Tools of visual management such as production boards and standardised work indicators enhance greater communication because employees can assess the performance and detect the issues immediately. These observable practices indicate that the idea of continuous improvement is built into the normal organisational operations as opposed to being a single project (Minh, 2023).


The second tier includes the espoused values of Toyota that define the managerial behaviour and organisational focus. Continuous improvement also stimulates all employees to seek possibilities of making small improvements rather than adhere to the practices in place. People respect enhances trust, working together and staff development by appreciating that staff are organisational contributors as opposed to production resources. Quality first guarantees that client excellence is given top priority during the manufacturing and decision making process, minimising the defects and enhancing customer trust. These values are further supported through customer focus, as it maintains operational improvements in line with customers' changing expectations and long term organisational success. Combined, the values create behavioural norms to enable operational excellence as well as organisational learning (Nguyen, Yokozawa and Suárez-Barraza, 2024).
Conceptually, the fundamental underlying assumptions that help Toyota explain the sustainability of these cultural practices despite the passage of time lie in its fundamental assumptions at an innermost level. Workers act with the common idea that no matter how successful a process is before they operate on it, it could be made better, and thus, organisational learning is an ongoing process. With innovation, this is considered to be a responsibility of the group, and the employees are expected to come up with ideas on how to improve products and processes. Strategic decisions are also impacted as in the long term, the focus lies on long term development rather than short-term financial gains. Moreover, waste removal is seen as an organisational mentality and not just a method of production (Tortorella, 2024). These assumptions bring out uniformity between observable practices and organisational goals, thus showing that the Toyota culture has been reinforced by strongly entrenched beliefs that create an impact on the behaviour at all organisational levels.
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[bookmark: _Toc234507000][bookmark: _Toc234508215]Figure 3: Handy's Four Organisational Culture Types
(Source: Stock, 2025)
The Cultural Types set by Handy let us assess the prevailing attributes of the organisational culture created by Toyota in a convenient way. Though some features of each of the four types of culture can clearly be found, Toyota has many more features of a Task Culture, as the success of the organisation is based on teamwork, expertise and joint problem-solving, but not on official authority. Cross-functional teams are frequent combinations of knowledge (engineering, manufacturing and quality management) to accomplish common organisational goals, and it shows that expertise is considered more important than hierarchical status in solving operational problems (Abbas et al., 2025).


Role Culture is also evident in terms of strictly defined roles, processes and formalised quality systems, which ensure uniformity in operation regardless of the level or global scope of the operations. Nonetheless, these formal structures mostly encourage cooperation as opposed to limiting flexibility. There are limited elements of Power Culture as senior leadership sets the direction of operations and business values, but decisions of operations are often made by employees who have the closest touch on production. Person Culture is the most invisible since organisational needs always take precedence over personal ones, which means that employees are supposed to facilitate collective performance and ongoing improvement.
In general, Toyota portrays an amalgamation of the cultural typologies as depicted by Handy, yet Task Culture takes preeminence since professional collaboration in solving problems, innovation and systematic problem-solving are the activities that contribute to organisational performance (Yilmaz, 2026). This cultural orientation enhances the sharing of knowledge, promotes constant improvement and community participation among employees in various functions towards the realisation of long term organisational goals and competitiveness on the global level.
[bookmark: _Toc234508124]Culture and the External Environment
The organisational culture is one of the key areas in which Toyota can be seen to react to variations in the external environment with relative stability in its operations. The Toyota Way is based on the tenets of continuous improvement and people respect and offers a flexible cultural base to enable strategic adaptation without loss of long-term organisational values (Hino, 2024). Toyota focuses on learning and improvement as part of daily operations, instead of being reactive to changes in the market, which enhances organisational resilience.
The worldwide shift to Electric Vehicles (EVs) has necessitated a major shift in product development, production and investment focus. The culture at Toyota promotes long-term thinking and constant innovation, giving the organisation ample capacity to scale up its electrification plan, balancing investments on hybrid, battery electric and hydrogen technologies. 


The culture ensures that Toyota makes measured decisions, minimising operational risks in the long term, although critics claim that it entered the battery electric vehicle market more tentatively than its rivals. Another concept that Toyota has adopted is digital manufacturing; automation, artificial intelligence, and sophisticated robotics and real-time monitoring in production methods are incorporated in the manufacturing systems (Chen and Wang, 2022). The culture of continuous improvement promotes uptake of new technologies by the employees without compromising the quality of products and operational effectiveness. The participation of the employees also contributes to the successful implementation, as any technological improvements are integrated with the knowledge of the workforce and not the human expertise.
Another important force of an external nature is Sustainability. The culture within Toyota promotes responsible use of resources, minimising waste and environmentally friendly manufacturing operations that are in line with the expectations of the global environment. These principles will promote both long-term competitiveness as well as uphold regulatory compliance and corporate social responsibility goals.
Automobile manufacturers are still facing global competition and supply chain discontinuities. The cooperative nature of the Toyota culture helps in improving the relationship with suppliers, knowledge sharing and quicker operational resolution in times of uncertainty. Moreover, the constant observation of customer feedback will help the organisation address the evolving customer demand in terms of product quality, safety, technological capabilities and service delivery (Elaiyaraja, 2025).
In general, the Toyota Way reinforces organisational resilience as it develops a culture that integrates continuous learning and collaboration with disciplined innovation. Although this focus on judicious assessment can sometimes impede the speed at which Toyota can respond strategically to the fast-changing environments, the culture allows Toyota to change systematically to the external pressures without compromising quality, operational excellence and organisational sustainability in the long run.
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Organisational Culture as a Barrier
The organisational culture in Toyota has helped it to achieve long-term success, but it should be viewed in both the enabling and limiting perspectives (Palhau et al., 2024). The balanced evaluation is used to show that even though the culture is favourable in terms of driving organisational excellence and sustainable performance, there are some traits that, in particular conditions, limit organisational responsiveness.
Being an enabler, the culture of Toyota encourages innovation by making it in small, constant steps, as opposed to a parcel of transformational change (Womack, 2025). The Kaizen philosophy promotes the idea of continuous learning and change by encouraging employees at every level of the organisation to spot and eliminate inefficiencies within the organisation through making gradual improvements. Empowerment of employees takes the form of involvement in solving problems and cross functional work which makes the employees more committed towards the organisational goals. These processes have a direct effect on operational excellence in the form of enhancing productivity in production, elimination of waste and an overall production standard in consistency. In addition, the organisational focus on quality has helped Toyota to build a good image of reliability and customer satisfaction in the international markets, which has created sustainable competitive advantages. These cultural attributes, taken together, contribute to organisational resilience and value creation in the long term.
Nevertheless, the culture of Toyota can also work as a hindrance in certain situations. Decision-making that involves a consensus method may postpone strategic responses since there should be a lot of consultation before the implementation of big decisions (Mensah, 2024). Even though this change enhances organisational commitment, it can slow down agility to swift competitive changes. On the same note, the high value on unceasing incremental progress could hinder more radical devolution in the scenario of disastrous technological transformation. Previous vehicle recall crises were also historical experiences that revealed the potential to entrap organisational routines and communication difficulties, which delayed the recognition of quality issues and influenced stakeholder confidence. Moreover, standardisation of organisational flexibility and speed of strategic implementation within global organisational operations can be decreased due to bureaucratic processes of standardised procedures.
On the whole, the organisational culture of Toyota serves more of an enabler purpose as its advantages in innovation, employee involvement, operational efficiency and product quality considerably exceed its shortcomings. However, to maintain the competitive advantage, Toyota has to retain the strengths of the Toyota Way and enhance organisational agility and sensitivity to new technological and market changes.
[bookmark: _Toc234508126]Impact of Organisational Culture on Performance and Recommendations 
[bookmark: _Toc234352845][bookmark: _Toc234508127]Impact on Organisational Performance
The positive impact of organisational culture on organisational performance at Toyota is of great importance as it ensures that the behaviour of employees meets long-term strategic goals (Boikanyo, 2024). Constant enhancement and standardisation help in productively improving productivity through minimisation of operational inefficiencies and effective utilisation of resources. A focus on high quality helps in producing products that are reliable, with a low rate of defects and better consistency in production, which enhances the reputation of Toyota worldwide. The extensive provision of reliable vehicles and comprehensive product developments that consider the evolving consumer expectations support customer satisfaction. Moreover, a culture that facilitates knowledge exchange and employee engagement is conducive to innovation by creating viable innovations in products and production. Continuous learning, teamwork and empowerment also help to enhance employee performance, motivate and hold them more accountable across organisational tiers. All these cultural capabilities, in sum, ensure the global competitiveness of Toyota, as they contribute to operational excellence, sustainable expansion and organisational resilience in the long term.
[bookmark: _Toc234352846][bookmark: _Toc234508128]Theory-Informed Recommendations
To begin with, Toyota ought to reinforce the digital transformation without compromising the cultural values of the Toyota Way. In line with Schein's model, the incorporation of new digital technologies into the current organisational values can be used to strengthen the innovation process without eroding the existing cultural presumptions (Kurter, 2025).


Second, Toyota can enhance organisational agility by making decision-making processes based on consensus on time-based strategic matters. Given that the employees have to be kept engaged, but at the same time, unnecessary procedural delays would have to be minimised in favour of faster reaction to technological and competitive changes without negatively impacting collaborative culture.
Third, Toyota needs to build its culture of innovation further by increasing electric and autonomous vehicle technology investment faster, while keeping the Kaizen philosophy of never-ending improvement. This moderate solution would facilitate both incremental and strategic innovation that would help Toyota to respond better to future market needs without destroying the organisational cultural cornerstones that have traditionally led to organisational achievement (Hino, 2024).

[bookmark: _Toc234508129]Conclusion
The organisational culture of Toyota is a basic factor that contributes to its structure, decision-making, flexibility and performance of the organisation in general. The discussion reveals that the Toyota Way which has been aided by the continuous improvement, respect for people and the value of collaboration is a culture that has cultivated operational excellence, innovation and long term competitiveness. Using Schein's Three Levels of Culture and Handy's Cultural Types would imply that the prevailing culture in Toyota is that of the Task Culture, which is reinforced by friendliness in work and a sense of organisational goals. Though they might cause some of the cultural features to decrease the agility of an organisation, such as consensus-based decision-making, the cultural attributes are minimal before the culture provides sustainable performance. On the whole, the organisational culture of Toyota is a serious strategic resource which helps maintain organisational efficiency.
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