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1. [bookmark: _Toc210852922]Introduction
Organisational culture describes the shared values, beliefs, and day-to-day behaviours that guide how people work together. It shapes what is acceptable, what gets rewarded, and how problems get solved (Driskill, 2018). Culture matters because it influences structure, how decisions are made, how people stay motivated, and how managers exercise control. It sets the routines that link strategy to action and results (Mullins, 2016). It also frames the basic assumptions people use when they interpret events and choose responses (Van Hulst et al., 2025).
This report focuses on Toyota, and this company is known for the Toyota Way. The Toyota Way rests on two pillars: Respect for People and Continuous Improvement. These pillars translate into core practices such as genchi genbutsu, kaizen, jidoka, and just-in-time (Vanichchinchai, 2023). They emphasise learning at the source, building quality into processes, and removing waste. Toyota codified these ideas in The Toyota Way 2001 and refreshed them through later updates and codes of conduct (James, 2023).
The aim is to assess how culture at Toyota links to structure and decision making, how it supports fit with the external environment, whether it acts as a barrier, and how it affects performance. The report maps as follows. First, it describes the organisational culture at Toyota. Second, it explains how culture shapes structure and decision processes. Third, it applies recognised frameworks to identify cultural types. Fourth, it evaluates how Toyota’s culture supports adaptation to market, regulatory, and global forces. Fifth, it considers when culture becomes a barrier. Sixth, it reviews performance impacts and proposes improvements. The conclusion distils key insights and practical recommendations.
2. [bookmark: _Toc210852923]Organisational Culture of Toyota 
Toyota’s culture embeds a set of core beliefs and routines that operate at all levels of the enterprise. It emphasises kaizen (continuous improvement), genchi genbutsu (go to the source to see reality), hansei (reflection and learning), jidoka (automation with human judgement), and just-in-time production. These principles form the practical backbone of the Toyota Production System (TPS) (Toyota Motor Corporation, 2025). TPS rests on two pillars: jidoka and just-in-time. The purpose is to eliminate waste, reduce lead times, and build quality into processes (Ohno, 2019).
Toyota revised and reinforced these cultural principles in the Toyota Way 2020 update and its Code of Conduct. The update frames the essential values that guide behavior, such as integrity, respect, and teamwork. It articulates a mindset of long-term thinking and stakeholder orientation (Bonini et al., 2020). Toyota positions itself as a corporate citizen trusted by stakeholders and aspires to “Producing Happiness for All” through mobility for all (Toyota Indus Motor Company, 2024). These documents formalise how employees are expected to act under the two pillars while giving stronger emphasis to social and environmental responsibilities.
Culture becomes visible through artefacts and routines. At Toyota plants, andon cords allow any worker to stop the line when they detect an abnormality, thereby embodying jidoka (Sordan and Chiabert,  2024). The use of A3 problem-solving report structures how a problem is investigated, countermeasures are proposed, and learning is shared. Teams hold daily huddles or stand-up meetings to review metrics, quality issues, and improvement steps (Pannell, 2025). Toyota encourages suggestion systems in which frontline staff submit ideas frequently. These artefacts manifest the two pillars: respect for people (giving voice to workers) and continuous improvement (structured problem solving) (Frederique, 2024).
To ground this culture in scale, one can note Toyota’s recent performance. In FY2023-2024, Toyota achieved record output and sales figures, confirming operational strength under its culture (Toyota Motor Corporation, 2024c). Such size and success illustrate that Toyota’s cultural routines operate globally and across thousands of workers.
	Metric
	Approximate Value
	Source

	Annual vehicle production (FY2023-24)
	Record high
	(Toyota Motor Corporation, 2024c) 

	Global sales (FY2023-24)
	Highest ever
	Toyota Motor Corporation, 2024c) 



These figures show that Toyota’s culture is not symbolic only. It underpins real performance at a large scale. The core beliefs, formal value articulation, and visible artefacts all align with the Toyota Way pillars. This alignment gives coherence and stability to cultural practice across time and geography.
3. [bookmark: _Toc210852924]Influence of Culture on Structure and Decision Making 
Toyota’s cultural principles exert substantial influence over its organisational structure. The company favours lean structures with minimal layers in manufacturing plants (Sosnovskikh, 2016). Teams on the production floor have autonomy to act, escalate issues, and drive improvements. Supervisors and managers act as coaches rather than controllers. This design reflects trust in frontline employees and aligns with the respect for people pillar (Hino, 2024). Toyota also cultivates close partnerships with suppliers, treating them as part of the extended production family rather than isolated vendors (Aoki and Wilhelm, 2017).
Decision-making at Toyota typically follows routines such as nemawashi and ringi to build consensus before formal approval. Nemawashi entails informal consultations with relevant people early in the process, so objections are addressed in advance (Clifford, 2024). It embodies respect for people and avoids confrontational surprises. Ringi complements this by circulating a ringi-sho document (a proposal) to stakeholders, gathering feedback and formal sign-offs across departments (Stamenkovic, 2011). These routines slow decisions but improve alignment and commitment.
Toyota integrates these routines into its governance and cross-functional problem-solving. The A3 report is often used as the decision document in ringi cycles: it lays out the current state, root causes, countermeasures, target metrics, and follow-up (Gnanaguru et al., 2011). The Obeya room (big room) brings leaders together to review strategy, project status, and metrics (MacPherson, 2018). Daily management systems use tiered review meetings (floor, line, plant, region) to monitor process stability, quality, and improvement steps.
A worked example clarifies the flow. Suppose a defect emerges at a production line (gemba). The team pulls the andon cord to stop the line (jidoka). The team uses an A3 format to investigate the root cause. Before implementing a countermeasure, the team leader practices nemawashi by discussing with adjacent function leads (quality, maintenance, supply). They revise the A3. They then circulate the ringi-sho version to higher management and affected departments. Once approvals come, the countermeasure is deployed, and the team monitors metrics in daily management. If performance improves, they standardise the new method.
These routines illustrate a tension between speed and alignment. Consensus building often slows radical shifts; however, it ensures that once decisions roll out, buy-in is strong and execution is smooth (Applequist et al., 2017). In stable or incremental change contexts, this cultural predisposition supports consistency and quality. But in environments demanding fast, disruptive change, the decision pace may become a barrier. This trade-off lays the foundation for evaluating culture as a barrier later (Kostal, 2025).
4. [bookmark: _Toc210852925]Identifying Cultural Types, Models, and Frameworks 
4.1. [bookmark: _Toc210852926]Schein’s Three Levels
Schein’s model distinguishes three levels of culture, artefacts, and behaviours at the surface, espoused values, and basic underlying assumptions that guide action (Schein, 2010). At Toyota, visible artefacts include the andon cord that empowers any operator to stop the line, visual controls that make abnormalities evident, standard work posted at workstations, and A3 problem solving that compresses the story of a problem, analysis, countermeasures, and follow-up onto a single page (Toyota (GB) PLC, 2016). These artefacts are anchored in the Toyota Production System, whose two pillars are jidoka and just in time, and whose aim is the systematic elimination of waste in order to improve flow, quality, and productivity (Soliman, 2023). The company’s routines also display genchi genbutsu, kaizen, and hansei, which require managers and teams to go to the source, pursue daily improvement, and reflect after action to capture learning for reuse (Womack, 2025).
Espoused values are explicit in the Toyota Way, which places respect for people and continuous improvement at the centre of managerial behaviour, teamworking, and stakeholder relationships (Hino, 2024). The 2020 update reiterates integrity, teamwork, and long-term thinking, and links these values to the organisation’s role as a trusted corporate citizen (Toyota Motor Corporation, 2021a). These values translate into practical expectations, for example, inclusive problem solving, disciplined standardisation, and fact-based decisions drawn from the gemba.
Basic assumptions complete the diagnosis. Toyota assumes that problems are opportunities to learn, that waste must be identified and removed, and that value should flow to the customer without interruption. These assumptions produce specific performance effects (Lambert, 2025). In the fiscal year ending March 2024, Toyota reported record global sales of 10.31 million vehicles and production of 9.97 million vehicles, outcomes that reflect stable execution under TPS disciplines, even as markets fluctuated (Toyota Motor Corporation, 2024c). Battery electric volumes were still modest at 116,654 units, while hybrids expanded rapidly, indicating a culture that prefers stepwise improvement paths backed by data from the shop floor and customers (Toyota Motor Corporation, 2021c).
4.2. [bookmark: _Toc210852927]Hofstede’s Cultural Dimensions, National Context
Hofstede’s framework helps explain how national context shapes organisational preferences. Japan scores high on uncertainty avoidance and long-term orientation, high on masculinity, and moderate on power distance in the Hofstede country comparison tool, patterns that encourage risk control, disciplined process, achievement focus, and deference to role-based authority, while still permitting bottom-up voice within agreed routines (Hofstede, 1984; Akaliyski et al., 2021). Within Toyota, these national tendencies support consensus building, rigorous quality norms, and a preference for evidence gathered at the source before significant change. The same tendencies also sustain patience for incremental improvement at a large scale (Bonini et al., 2020). In 2024, Toyota remained the world’s top seller with 10.8 million vehicles, and hybrids accounted for about 40.8% of parent brand sales, figures that align with a disciplined, data-led path to decarbonisation rather than rapid swings in strategy (Business Recorder, 2025).
4.3. [bookmark: _Toc210852928]Handy’s Cultural Types
Handy identifies four types, including power, role, task, and person cultures, each suited to different coordination needs (Handy, 1976). Toyota exhibits a strong role culture in its reliance on standard work, compliance, and clearly defined responsibilities that stabilise large-scale production, supported by visual management and layered process audits (Sosnovskikh, 2016). Alongside this, a distinctive task culture emerges in problem-solving teams that run kaizen events, complete A3 reports, and meet in obeya rooms to accelerate cross-functional alignment. Power culture appears limited on the shop floor because frontline empowerment, authority, and nemawashi practices diffuse decision influence to where value is created. However, strategic direction remains clearly set by senior leaders. This mixed profile reconciles reliability with innovation in process at the team level (Minahal, 2024).
4.4. [bookmark: _Toc210852929]Denison’s Traits
Denison’s model highlights four traits: Mission, Involvement, Consistency, and Adaptability (Denison et al., 2014). Toyota scores strongly on Mission because TPS and the Toyota Way provide a clear purpose and operating philosophy. Involvement is visible in suggestion systems, team huddles, and andon authority that invite active participation (Womack, 2025). Consistency is high through standards, visual controls, and daily management that align behaviours across sites. Adaptability is expressed through kaizen and learning cycles, which enabled record fiscal year output after supply constraints eased, and rapid hybrid scaling as customer preferences shifted (Toyota Motor Corporation, 2024b). Together, these traits depict a culture designed for disciplined improvement on a global scale.
5. [bookmark: _Toc210852930]Culture and the External Environment

Toyota’s culture equips the firm to absorb shocks and reconfigure flows as conditions change, because TPS routines foster visibility, rapid problem solving, and disciplined collaboration across plants and suppliers (Womack, 2025). During recent supply disruptions, close supplier integration, structured learning at the source, and flexible capacity helped the company stabilise throughput and service levels, which reflects the resilience logic articulated in analyses of just-in-time redesign and TPS practice (Yang, 2022). 
Trade policy and regulatory shifts have tightened margins and complicated planning, and Toyota’s guidance has incorporated material tariff headwinds in the United States (Swiecki and Dziczek, 2025). Management has framed responses through long-term orientation, cost discipline, and mix management, consistent with cultural emphasis on prudent improvement and data-driven choices. At the same time, financial coverage has highlighted forecast downgrades tied to US levies (Nkomo, 2025). 
Global replication of everyday routines, such as standard work, visual management, and daily problem solving, enables rapid transfer of best practices across sites, which sustains consistency under demand and policy volatility (Hyun, 2025). This global cultural architecture supports stable execution at scale, with recent company disclosures and independent reporting confirming record sales volumes in 2024 that were anchored by strong hybrid demand. Battery electric volumes remained small relative to total, which aligns with a paced, evidence-led transition (Automotive News, 2025). 
Critics argue that an incremental kaizen mindset can slow disruptive pivots required by full electrification, and recent commentary has contrasted Toyota’s stepwise approach with faster-moving rivals in the battery electric segments (Kareska, 2024). A balanced view recognises that the firm’s hybrid leadership reflects cultural strengths in continuous improvement, while the battery electric race tests the limits of incrementalism under discontinuous technological change (Modiri and Olsson, 2020). 
6. [bookmark: _Toc210852931]Is Organisational Culture a Barrier?
Toyota’s culture delivers clear strengths that support effective functioning. Empirical literature associates lean and TPS with lower cycle times, reduced defects, and higher productivity, outcomes consistent with jidoka, just in time, standard work, and structured problem solving. These routines embed learning and discipline that scale across complex operations, which explains persistent advantages in quality and cost across multiple product generations (Yamamoto et al., 2019). 
However, culture can impose costs when the environment demands rapid strategic shifts. Consensus-building practices such as nemawashi and ringi create alignment and implementation quality, yet they lengthen decision lead time for unfamiliar technologies and architectures (Sosnovskikh, 2016). Commentators have linked these time costs to slower movement in fully electric platforms and software-centric operating models, while Toyota’s own explainers emphasise consensus as a deliberate first step in decision making, which benefits stability but may constrain speed under high uncertainty (Hino, 2024). 
The judgment is therefore conditional. In continuous improvement settings, the culture is an enabler of effectiveness through quality, waste reduction, and deep learning. In discontinuous change, where architectural commitments must be made under time pressure, the same cultural features can become a barrier unless leaders adapt decision cadences and governance for exploration work. This contingency frames the practical reforms proposed later (Birkinshaw et al., 2016).

7. [bookmark: _Toc210852932]Impact of Culture on Organisational Performance
A large body of peer-reviewed work links lean and TPS to performance improvements in productivity, quality, delivery reliability, and environmental outcomes, using meta-analytic methods and case designs across sectors (Antony et al., 2022; Fortuny-Santos et al., 2025). Studies report positive, moderate correlations between aggregate lean adoption and business performance, and document statistically significant reductions in cycle time, inventories, and defects when organisations institutionalise standard work, pull systems, and structured problem solving, which map directly to TPS routines (Ooi et al., 2023; Yilmaz, 2025). 
Toyota’s recent results illustrate how culture supports performance at scale, even as exogenous shocks and competitive pressures introduce volatility (Meyer, 2025). The company sustained the world’s top-selling position in 2024 with 10.8 million vehicles, while hybrids reached roughly 41% of parent brand sales and battery electric vehicles accounted for about 1.4%, a mix that reflects disciplined, data-driven allocation of capacity and product development resources (Argus Media, 2024). 
Financial prints underscore both the strength and the exposure. In the fiscal year ended March 2024, net profit doubled to 4.9 trillion yen on sales of 45 trillion yen, supported by volume recovery and currency effects (Toyota Motor Corporation, 2024c). In the subsequent year, sales reached a record 48 trillion yen while quarterly profitability softened due to costs linked to certification remediation and external headwinds, and the company issued cautious guidance that incorporated tariff impacts (ETBrandEquity, 2025). This pattern aligns with a culture that protects operational stability and quality, yet faces margin compression when policy shocks lift input costs or constrain mix. 
Culture remains a core enabler because the Toyota Way gives managers a shared logic for diagnosing problems, deploying countermeasures, and sustaining gains across plants and markets (Frederique, 2024). Nevertheless, culture does not guarantee leadership in new technology domains. Battery electric and software-defined vehicles demand faster architectural bets and digital skills that stretch consensus routines, which creates an execution gap that the firm must close to sustain long-term advantage (Toyota Motor Corporation, 2021b). 
8. [bookmark: _Toc210852933]Recommendations
· Establish a dual decision cadence that preserves nemawashi for operational change while introducing time-boxed decision forums for disruptive bets, with decision-ready A3s due within ten days for strategic items, and track idea to green-light cycle time as the primary speed metric (Clifford, 2024). 
· Deploy a fast ringi variant for high uncertainty projects, limiting circulation rounds to two iterations and measuring approval lead time and post-launch rework to verify the quality of speed.
· Build product-oriented software and EV squads with end-to-end ownership mapped to Handy’s task culture, stand up digital obeya environments as Schein level one artefacts, and publish sprint throughput and release frequency to anchor behaviours.
· Set Denison Adaptability targets by site, increasing customer focus and organisational learning index scores by defined percentages year on year, and link manager evaluations to these gains (Denison et al., 2014). 
· Refresh global culture training using Toyota Way 2020 as the anchor, emphasising ambidexterity that balances continuous improvement for the core with discovery for the new, and audit adoption rates and behavioural outcomes quarterly (Toyota Motor Corporation, 2024b).
· Create joint obeya rooms with battery, software, and semiconductor partners, share KPIs on lead time, first pass yield, and software release frequency, and run quarterly retrospectives to standardise what works.
· Publish site-level kaizen dashboards that track defects per vehicle, engineering change lead time, employee suggestions implemented, and benefit realisation, and benchmark sites each quarter to accelerate transfer of best practices.
9. [bookmark: _Toc210852934]Conclusion
Toyota’s culture constitutes a coherent system that shapes structure, decisions, and daily work through clear values, disciplined routines, and visible artefacts, and this system has underpinned resilience, quality, and scale in volatile conditions. The same cultural features that embed learning and alignment can impede rapid pivots when technologies and architectures shift abruptly, which is evident in the battery electric transition debate and in the company’s careful tariff-adjusted guidance. The path forward lies in calibrated adaptation rather than wholesale replacement. Leadership should protect the strengths of TPS and the Toyota Way in operations, while instituting faster, time-bound decision mechanisms, software-oriented teams, and explicit adaptability metrics for exploratory domains. Such targeted adjustments will preserve Toyota’s cumulative advantages and reduce the risk that cultural virtues become strategic constraints, thereby sustaining competitiveness and stakeholder value over the long term.
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