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This report will explore the concept of organisational culture and clarify what culture entails. How is it related to organisational culture? Understanding the culture involves recognising the shared characteristics of a group. Culture is a complex phenomenon that encompasses the shared values, behaviours, beliefs, and assumptions of individuals. This unique phenomenon influences how group members perceive, think, feel, and act. It is learned and shared with new members, evolving gradually over time. Organisational Culture is a unique human phenomenon. It's something we learn together and share, influenced by where we live and the experiences we have (Hofstede, G., 2010).
Toyota Motor Corporation stands as a prominent Japanese global automotive enterprise that mainly creates, produces, and markets a broad selection of personal and commercial vehicles. Being one of the largest and most impactful automotive firms globally, Toyota is well-regarded for its groundbreaking contributions to vehicle development, which are utilised and encountered worldwide. By embracing the kaizen approach and strategy, this practice reinforces Toyota's standing for dependability and creative advancement. In addition to vehicle production, the organisation participates in offering other services, advancing cutting-edge robotics and various technologies, all steered by its fundamental production principle of ongoing enhancement and efficiency Kaizen. Toyota is a global automotive company based in Japan, recognised for making dependable and fuel-efficient cars (Lazuardi, G.L., Rachmawati, I.K. and Handoko, Y., 2025).
This report will look closely at Toyota Motor Corporation, a company widely known for its carefully planned and powerful organisational culture, called The Toyota Way. The culture at Toyota is focused on the Toyota Way, which consists of guidelines based on valuing individuals and ongoing enhancement (Marksberry, P., 2011). This report will also break down how Toyota’s culture guides the way the organisation is set up and makes choices, describe the company’s qualities using established ideas, and judge the total impact it has on both how well it performs and how well it can adapt. Organisational Culture can be described by the way an organisation operates (Dewar, K., 2025). The core organisational culture at Toyota emphasises several key values, including ongoing enhancement and education, valuing individuals, building trust, and collaboration (Sosnovskikh, S., 2016). 


[bookmark: _Toc213682882]Part 2: Organisational Culture of Toyota:
Toyota makes its way of doing things better with Kaizen, which means always trying to improve. This philosophy transforms every employee into a guardian of quality, fostering a shared belief that no process is ever perfect and that small, daily enhancements collectively forge excellence. The business lets its employees take charge by making Kaizen a key part of what they do every day. A powerful illustration of this is the iconic Andon Cord. The Andon Cord is a safety prevention system that gives each employee the power to halt the operation if any faults arise (Camuffo, A. and Wilhelm, M., 2016). Imagine an assembly line worker noticing a faulty dashboard component, perhaps a misaligned trim piece that doesn't sit flush. Instead of letting the error proceed down the line, they can pull the cord, illuminate a board and pause production. This isn't seen as a failure, but as an invitation. Team members and a team leader immediately gather around the vehicle, not to assign blame, but to collaboratively diagnose the root cause: was it a tool calibration issue or a part-supplier defect? Because of this simple act, a possible mistake becomes a hands-on lesson in fixing problems, making sure the same mistake doesn’t happen again. This everyday habit of employees watching out for problems and learning together is how Toyota changes big ideas into real advantages over its rivals. Kaizen refers to making things better and shows that every task can be improved, because nothing is ever as good as it could be (Kalva, R.S., Kumar, A.P. and Srinivasu, V., 2018). 

[bookmark: _Toc213682883]Figure 1: Toyota’s Kaizen Cycle Table:

[bookmark: _Hlk213622958]This is just a brief visualisation of how Toyota implements the Kaizen method regarding manufacturing, so that the company's organisational culture remains intact.
At Toyota, two basic ideas, Nemawashi and Genchi Genbutsu, are the basis of their culture of doing things when making choices, making sure changes are good and have everyone's backing. Genchi Genbutsu means go look yourself, acting as a fix for managers who are detached and not hands-on. It stresses that a manager can't truly understand something just by looking at documents in a meeting room. For example, if an assembly group points out a lasting issue with how a car door seal fits, a Toyota boss wouldn't just send an email asking for a solution. Instead, they'd go to where the cars are being produced, observe how it's assembled, and interact face to face with the employees who handle that part. They'd check the seal, look at the tools being used, and see the problem up close, getting important details that numbers on a screen could never show. This direct observation then helps with Nemawashi, which is about getting ready for action. Before any real plan is written up, the thought is talked about informally. Nemawashi is a Japanese term that means to talk things over with people first, to hear what they think before making any big decisions (Fetters, M.D., 1995). The manager would verbally interact and meet with others from design, quality control, and the assembly team over coffee, getting their thoughts and quietly taking care of any worries. This way helps build agreement and makes the idea better before it's given for an official decision. By putting time into this method, Toyota makes sure that, when a choice is finally made, it's not just an order from the top but a group agreement, based on real proof and backed by everyone understanding each other, leading to easier action and lasting results. The way Toyota thinks about new ideas, called Genchi Genbutsu, means to literally check things out in person (Vonk, A. and Silva, V.F., 2024).












[bookmark: _Toc213682884]Part 3: Influence of Culture on Structure and Decision-Making:
Imagine a company where the most important rule is to go and see for yourself. This is the heart of Toyota's culture, and it profoundly shapes how the company is built and how it makes choices. Instead of managers making decisions from a distant office based on reports, they are taught to go directly to the source of a problem. For instance, if a report says there's an issue with a car's dashboard rattling, a Toyota engineer wouldn't just order a part change. They would walk to the assembly line, sit in the car, and listen to the rattle themselves alongside the team that installs the dash. They might discover the real issue isn't the dashboard, but a clip on a hidden wire bundle that was vibrating. This practice, called Genchi Genbutsu, ensures decisions are based on real-world facts. Kaizen refers to improvement. The term Kai translates to change, while Zen signifies for the better. This guarantees optimal quality (Shimizu, K., 2000). 
This culture of hands-on problem-solving then creates a team-based company structure. Since solving problems needs thoughts from all employees, the company just can't be strict and controlled from the top. A good example is the well-known Andon Cord. If any employee on the line sees something wrong, like a dent in a door, they can pull a cord that turns on a light and stops the whole production line. This action isn't seen as a failure, but as a chance for the whole team to gather, diagnose the issue, and fix it together right there. This empowerment means that the person doing the job has a real voice, shaping the workflow daily. By valuing the frontline knowledge and teamwork, Toyota's culture naturally builds a flatter, more responsive organisation where decisions are collaborative and focused on finding the true root cause, not just applying a quick solution. Problem-solving in an organisation involves figuring out what's causing the issue and coming up with solid solutions (Puccio, G.J., Murdock, M.C. and Mance, M., 2005). 









[bookmark: _Toc213682885]Part 4: Identifying Cultural Types: Models and Frameworks:
Imagine a new team leader at Toyota’s plant in Burnaston, Derbyshire, UK, and an observer notices a slight mistake in the installation of a dashboard. In a company spanning the globe, how does everyone from Derby to Tokyo approach this small snag with the same mindset? The answer lies in a powerful, invisible force: its organisational culture. To understand Toyota’s culture, the organisation can analyse two simple guides: one from Edgar Schein, which acts like a company culture decoder, and another from Geert Hofstede, which shows how that culture works across different countries. Toyota in Burnaston, Derbyshire. It is one of the main places in Europe where Toyota builds its vehicles. (Bourlet, J.Y., 1996). 
To start, let's analyse Schein's model as a way to understand the culture. Picture it like taking off layers from the engine bay, which is split into three different parts. The first layer, called artefacts, includes what anyone can see when walking around the Burnaston factory. An employee would notice the famous Andon Cord that any worker can operate on the production line to light up a panel and stop operations if something doesn't fit right. The clean work area and boards full of ideas from the staff for improvements would get employees' attention. These things are more than just habits; they show what the deeper goal is. The next layer is made up of the values that are laid out loud, shown by the official team playbook. This is called The Toyota Way, a system that every employee learns, focused on Continuous Improvement, trying to find better ways to do things. And Respect for People, thinking everyone's ideas are important. But what the culture is really about is in the basic beliefs. These are the feelings and unspoken beliefs that experienced team members have. It's the deep-down thought that things can always get better, knowing that finding a problem is a good thing, and that an employee cannot really understand a problem from a desk; that individual needs to go see it in person (Genchi Genbutsu). So, Toyota’s Burnaston team leader, when hearing about the dashboard, would quickly go to the assembly area, watch how things are set up, and talk to the workers to figure out what the real problem is right there on the line. The Shein framework and model are used to analyse different types of cultures that are broken down into three parts, which are artefacts, espoused values and underlying assumptions (Schein, E.H., 2009).






[bookmark: _Toc213682886]Figure 2: Edgar Schein Organisational Culture Table:


This is a brief illustration of how Toyota implements Schein’s model framework in its organisational culture. Regarding the espoused values, employees can describe the organisation's culture, its values, goals and social norms (Hattangadi, V., 2017). 



















So, how does this very strong way of thinking work in a company that spans the globe? This is where the company's structure and Hofstede's framework are very important. Toyota uses a divisional structure, which is like having several specialised teams under one large umbrella. There’s a division for UK and European operations, allowing the Burnaston plant to adapt to local needs. But within this division, a functional structure ensures deep expertise, with dedicated groups for engineering, quality control, and production. This complex framework needs a strong methodological glue to hold it together, and that glue is Toyota's culture.
Hofstede's framework illustrates this idea with something called high Long-Term Orientation. It means Toyota values lasting success over quick, short-term profits. A key example is how they deal with electric cars. While many car companies rushed to make only electric cars, Toyota chose a slower, more varied plan, still improving hybrid and hydrogen technologies with battery choices. Their cultural way was to make a lasting plan for the next century, even if some saw it as cautious for now. This smart, fact-based plan, based on their main cultural beliefs, makes sure teams in Derby and Japan are linked not only by company rules but also by a shared belief in making a better future, one step at a time. Hofstede’s framework theory analyses different cultures across the world and what makes them different by looking at six unique dynamics (Jackson, T., 2020). 
 












To grasp the organisational framework of a major corporation like Toyota, it is beneficial to consider the three traditional models that companies can adopt: the simple, the functional, and the divisional structures. Each model illustrates a distinct stage in a company's development and provides various answers to the essential question of reporting relationships and accountability. The process typically starts with a Simple Structure. Envision a small garage owned by a family in Derbyshire. The owner-manager is the heart of operations, responsible for everything, from ordering supplies to interacting with clients. While communication flows swiftly and directly, the entire operation relies heavily on the knowledge and drive of that single individual. This illustrates a simple structure, extremely adaptable yet challenging to expand. As this garage evolves into a well-known car customisation business, it is likely to transition into a Functional Structure. In this setup, the owner arranges the workforce into specialised departments according to their skill sets. There exists a dedicated team for repairs, another for paint and bodywork, a sales department, and an accounts division. This arrangement facilitates significant specialisation and operational efficiency within each group. The workshop manager concentrates on ensuring technical excellence, while the sales manager prioritises building customer relationships. This model is typical among many mid-sized companies, focusing on specialisation and structured oversight within defined divisions. A simple structure is a fundamental setup where one person has all the power and is in charge of watching over the workers (Lunenburg, F.C., 2012).  A functional structure is one in which workers are grouped based on their specific skills and roles (Rojas, R.R., Martínez Palomino, O.S., Villalba Acevedo, J.L., & Gómez Torres, A.E., 2022). 









Nonetheless, as a company expands globally like Toyota, its functional organisation may present challenges. What if customer preferences in the UK greatly differ from those found in Japan or Brazil? To effectively handle this vast complexity, Toyota implements a Divisional Structure. This approach is akin to establishing multiple smaller, independent companies within the main corporation. Each division targets a particular product range or regional market. For example, there exists a Lexus division that functions almost like an independent brand, concentrating on high-end vehicles. Importantly, there are also regional divisions, such as Toyota Motor Europe, which manages operations in the UK, including the facility located in Burnaston, Derbyshire. This structure enables the Burnaston team to make decisions that align with European safety regulations. Consumer preferences and supply chains. Now, here is the crucial part: within each of these large divisions, you will almost always find a Functional Structure embedded inside it. The Burnaston plant itself will have its own dedicated departments for HR, quality control, engineering, and manufacturing. So, an engineer in Burnaston reports to a functional manager within the plant, who then reports up through the larger European division. This hybrid divisional-functional model gives a global giant like Toyota the best of both worlds: the local focus and adaptability of the divisional structure, combined with the deep, specialised expertise of the functional structure, all while leaving the simple structure behind as a relic of its distant, smaller past. The divisional structure is split into fairly independent parts, or divisions, that are formed around things like goods, services, locations, or groups of buyers (Ahmady, G.A., Mehrpour, M. and Nikooravesh, A., 2016











	Type 
	Implementation 
	Example in the car industry 

	Simple Structure
	· One boss is in charge of everything.
· Quick decisions.
· Work for a small business.
	· A family-owned garage.

	Functional Structure 
	· Groups staff by their job role.
· Creates expert teams.
· Can make departments feel separated.
	· A car company with separate engineering, sales and manufacturing departments.

	Divisional Structure 
	· Split the company into smaller businesses.
· Each part focuses on different products
· Good for major, global companies.
	· Toyota has a separate division for its Lexus brand, and another division for European operations.


[bookmark: _Toc213682887]Figure 3: Toyota’s Traditional Organisational Structures Table:

This table illustrates how each organisational structure can be analysed and used by different businesses and the size of their organisation.
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Toyota uses its strong organisational culture not as a shield to block out the world, but as a compass and a toolkit to navigate external changes like fierce competition, strict regulations, and the complexities of globalisation. This culture, built on pillars like continuous improvement (Kaizen) and going to see for yourself (Genchi Genbutsu), provides a stable yet flexible way to respond. This adaptability can be perfectly understood through the Denison model's four key traits. The world outside a company affects it by giving chances and problems that change how it runs, plans, and wins (Gaile, A., 2013). 
First, a clear Mission gives Toyota a long-term goal that guides its decisions. When governments announce stricter emissions rules, Toyota doesn't see a threat; it sees a challenge that aligns with its mission of sustainable mobility. This is why it continued to develop hybrid technology like the Prius for years, even when it wasn't the most popular choice, because it fit its long-term vision. Second, Adaptability allows the company to pivot when needed. As customers in Europe rapidly embraced electric vehicles, Toyota's culture of Genchi Genbutsu sent engineers to talk to drivers and see charging infrastructure firsthand. This real-world knowledge helped them adapt their global strategy and accelerate their own EV plans to meet this new demand. The EU's tough rules about pollution will stop the sale of new cars and trucks that release CO2 (Dertwinkel-Kalt, M. and Wey, C., 2025). AN EV vehicle runs solely on electricity alone which is better for the environment compared to Hybrids that give the best of both worlds (Pipitone, E., Caltabellotta, S. and Occhipinti, L., 2021). 
Third, Involvement means everyone is part of the solution. A new safety regulation might require a change on the assembly line. At Toyota, this isn't just a top-down order. The line workers, who know the process best, are involved and empowered to suggest practical, efficient ways to implement the change, often leading to a better result. Finally, Consistency in its core values provides the stability needed for a global company. Whether a car is built in Japan, Europe, or the UK, the shared belief in Kaizen ensures that processes are constantly refined for quality and efficiency, creating a reliable product that customers trust worldwide. By mixing a clear goal with the ability to change when needed, Toyota's way of doing things changes outside problems into chances to get better together as a company. The Denison Model is a structure that connects four important parts of a company's performance: Mission, Adaptability, Involvement, and Consistency (Kokina, I. and Ostrovska, I., 2013).  



[bookmark: _Toc213682889]Figure 4: Denison Framework Table:

	Denison Framework Traits
	What it means for Toyota
	Examples

	Mission
	Stay focused on long-term goals.
	Keep producing Hybris while developing EV cars.

	Adaptability
	Adapt if customers are changing.
	Adjust factory production to build more popular Models.

	Involvement 
	Every employee can improve their work
	A worker can stop the production line to fix a quality issue 

	Consistency
	Same trusted methods used everywhere
	A Corolla model car is built to the same standard in any country. 
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Toyota's famous culture, known for its precision and teamwork, is a powerful engine for quality. However, this same culture can sometimes stall the company, acting as a barrier when speed and openness are critical. A clear example was the unintended acceleration crisis in 2009. The very culture of consensus-building, called Nemawashi, which normally ensures careful decisions, became a major weakness. In this case, safety concerns from other Major countries about sticky pedals were not escalated quickly enough to top management in Japan. The system was so focused on internal agreement and hierarchical respect that it delayed a crucial safety recall, damaging Toyota's reputation for reliability and leading to massive fines. The Toyota recall incident in 2009 was a significant occurrence sparked by accounts of unintentional acceleration (Bowen, S.A. and Zheng, Y., 2015). 
This highlights a key problem: a deeply ingrained culture can create a Toyota versus them mindset, where external criticism is dismissed. More recently, this same cultural inactivity has been visible in the electric vehicle revolution. While new competitors like BYD and Tesla charged ahead, Toyota's deep commitment to its successful hybrid system, a core part of its identity, made it slow to fully embrace an electric future. Its cautious, solidarity-driven approach meant it lost early market share in the EV segment. Thus, the culture that builds unbreakable quality can also build walls, making the company less agile when the road ahead takes a sudden, unexpected turn. Manufacturing faces obstacles such as financial difficulties, staff shortages, and problems related to management and regulatory requirements. (Chan, S.W., Ismail, F., Ahmad, M.F., Zaman, I. and Lim, H.Q., 2019). 
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Toyota's organisational culture, often called The Toyota Way, has been the fundamental engine behind its historic performance, crafting a global reputation for unparalleled reliability and efficiency. This culture, built on pillars like continuous improvement and empowering every employee, translates directly into how its cars are built. The world-famous Toyota Production System (TPS), a direct result of this culture, ensures that every step of the assembly process is refined to eliminate waste and prevent errors. A worker on the line building a popular Toyota model is not just an assembler; they are a problem-solver, encouraged to pull the Andon Cord the moment they see a fault. This immediate intervention means problems are solved right where they occur, leading to the legendary quality that has made Toyota vehicles synonymous with longevity and low cost of ownership. This deep-rooted focus on getting the details right has built immense trust with customers over decades, directly driving sales and fostering a loyal following that is the envy of the industry. TPS lean manufacturing revolves around the reduction of waste, aiming to enhance efficiency and deliver greater value to customers (Yamamoto, K., Milstead, M. and LIoyd, R., 2019). 
Nonetheless, this very asset can morph into a weakness. The cultural attributes of solidarity-building and thorough, methodical evaluation that enhance a manufacturing operation can result in considerable blind spots when a swift, collective reaction is necessary. This was clearly illustrated during the acceleration crisis of 2009. The tendency of the organisation to seek agreement and thoroughly check every aspect internally proves to be beneficial for enhancing a welding robot; unfortunately delayed the company's reaction to pressing safety issues. The news about the faulty pedals had trouble moving up the chain of command, which caused a long delay in recalling the products. This inability to modify its culture in response to a crisis severely harmed Toyota's hard-earned reputation for safety and subjected it to rigorous regulatory examination. Recently, a comparable cultural pattern has been evident in the transition to electric vehicles. Toyota's profound, culturally embedded conviction in the gradual advancement of hybrid technology, which was a remarkable innovation in its era, rendered the company hesitant to fully adopt battery-electric vehicles. While new industry players swiftly seized opportunities in the upcoming EV market, Toyota's culture of cautious, long-term validation led to a loss of early traction, illustrating that a culture focused on refining current systems can falter when the market calls for a transformative shift.


[bookmark: _Toc213682892]Part 8: Conclusion:
To summarise, analysing Toyota using frameworks such as Schein’s model and the Denison traits indicates that its culture serves as both its biggest strength and its main obstacle. The deeply rooted, unspoken values of Kaizen and Genchi Genbutsu are evident in elements like the Andon Cord establishes an exceptional framework dedicated to quality and efficiency, contributing to the renowned dependability of models like the Corolla. This culture promotes strong engagement and uniformity, guaranteeing that a car model manufactured in Japan matches the quality of one made in the UK.
Nonetheless, this strong culture has an evident drawback. The very techniques that enhance production can establish obstacles. The crisis of acceleration in 2009 demonstrated how a culture built on agreement can hinder vital safety actions. Likewise, the strong faith in hybrid technology, which was a previous achievement, caused Toyota to be reluctant regarding the shift to electric vehicles, enabling more flexible rivals to secure an early advantage.
In the end, Toyota's narrative illustrates that a robust culture can have both positive and negative effects. To achieve ongoing success, the organisation needs to apply Kaizen to its own culture, harmonising its exceptional ability for gradual enhancement with the bravery to take bold steps when necessary.
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