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Organisational culture is a significant aspect of an organisation. Organisational culture refers to the shared values, behaviours, and beliefs within an organisation that shape how staff work and interact with one another (Elsmore, 2020). So, this report is going to provide an assessment of the ways organisational culture assists in shaping the structure and decision-making from the context of Toyota. Besides, using Handy’s cultural types framework, the organisational culture of Toyota will be identified, along with the influence of organisational culture in terms of adapting to the external environment. Moreover, the justification of whether the culture is a barrier or not will be illustrated, along with the impact of culture on the performance of Toyota.
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The organisational structure of Toyota reflects a hybrid of decentralisation and hierarchy, which allows the company to maintain authority and decision-making flow both laterally and vertically. The company also follows a culture of “go and see for yourself”, which has been encouraging the staff at various levels to base their decisions on data instead of abstract reports (Adamik and Lisowski, 2025). This alignment has allowed the Toyota Production System to become an international benchmark in lean manufacturing, where cultural values that are shared shape the structural practices, such as cross-functional teams and quality circles. For example, based on the sustainability report of Toyota (2024), it has been highlighted that more than 90% of its global manufacturing plants operate within the TPS guideline framework, illustrating the cultural uniformity across various geographies.
From a positive aspect, this culture-driven structure increases employee empowerment and collaboration. Following the Kaizen philosophy (continuous improvement) encourages communication from the bottom, which allows the workers in the assembly line to stop manufacturing to correct defects, which is a structural reflection of shared accountability and cultural trust (Guo et al., 2023). This leads the company to high efficiency and reliability, which contributes to the long-term profitability of Toyota.
However, this same culture can slow down structural adaptation and reinforce rigidity. The emphasis on seniority and consensus often results in delayed risk-averse decision-making and structural reforms (Fu, 2023). For instance, during the recall crisis in 2010, the hierarchical communication channels of Toyota hindered the swift responses to safety issues, which exposed cultural inflexibility (Sekar, 2024).
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The organisational culture of Toyota also shapes the decision-making process, which is also guided by the values of continuous improvement and the “go and see for yourself” motto, and consensus-building. These principles seem to promote an inclusive, evidence-based, and improvement-oriented decision-making process (Ferreira et al., 2022). Toyota’s managers are also expected to investigate various issues personally before ensuring accuracy and accountability. So, this approach seems to support the reputation of Toyota for maintaining product reliability and operational precision, which is reflected in Toyota’s global vehicle quality reputation across the world.
From a positive aspect, this organisational culture of Toyota fosters informed decisions, along with the involvement of employees. The Kaizen principle empowers all employees to propose improvements, integrating the decision-making at various levels. Based on the report of the Talent Management Institute (2024), the reports of Toyota illustrated that more than a million improvement suggestions were applied annually, which demonstrated a continuous engagement culture and shared ownership. So, this shows that participatory decision-making helps in strengthening innovation, motivation, and long-term sustainability.
However, the consensus-based model can hinder the agility of Toyota. The consensus-based practice of Toyota needs extensive consultation, which often seems to delay the strategic actions. This cultural trait became a hindrance, which was seen during the recall crisis in 2010, when the slow and cautious decision-making of Toyota led to a temporary sales decline of around 16% in North America, with damage to the reputation (Faraj and Milod, 2024). Furthermore, the avoidance of conformation and deference to hierarchy can suppress dissenting opinions and limit innovation, along with responsiveness in the fast-paced automotive market.
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Figure: Handy Model of Organisational Culture.
Source: (Mulder, 2023).
Power Culture: In this culture type, the centralised authority is seen in which control is kept in the hands of senior leaders. During the early years of Toyota, with the leadership of Kiichiro Toyoda, this culture was seen in the company (Morgan and Liker, 2020). At that time, the strategic decision about the manufacturing approaches, such as the development of the Toyota Production System, was influenced by the vision of the top management. Besides, the Japanese corporate traditional nature is to respect the seniors and the decisions of the top management. However, even in the current time, major strategic decisions are being made, like the shifts towards hydrogen and electric vehicles (Elsmore, 2020). These are approved by the higher management. Even though this structure ensures unified direction and consistency, it can often limit instant decision-making at the regional levels and delay the innovation process.
Role Culture: This culture type is defined by clearly stated responsibilities, bureaucracy, and structured processes, which are also evident in Toyota. Besides, the TPS system itself seems to institutionalise the processes, such as automation with human touch, Just-in-Time production, and a continuous improvement cycle. These approaches and systems rely on accountability and clear job roles within a hierarchical structure (Morgan and Liker, 2020). Furthermore, this cultural aspect helps in supporting the commitment of Toyota in terms of operational excellence and quality by reducing ambiguity. For instance, every employee in the company understands their specific role during quality control, and any deviation from the standard process is corrected instantly. However, the formalism structure also creates rigidity, which was seen during the initial struggle of Toyota to decentralise the decision-making process at the time of global expansion.
Task Culture: This organisational culture type focuses on project collaboration and teamwork, which is also seen in Toyota’s operations. The philosophy of the company of continuous improvement reflects a task-oriented method in which cross-functional teams work together to solve various problems and drive process improvements (Sharp, Dawes and Victory, 2024). This culture type also encourages problem-solving and innovation with the assistance of quality circles to discuss improvements. For example, at the time of launching hybrid technology for the Prius model, Toyota integrated marketers, engineers, and suppliers in a collaborative structure, which showed a task culture. So, this cross-departmental collaboration led the company to achieve a leadership position in hybrid vehicles, with more than 20 million sales of hybrid cars recorded by 2023 (Toyota, 2024).
Person Culture: Person culture in Toyota is less dominant, but can be observed in the approach to employee respect and providing opportunities for individual development. The organisation also invests in the training and development of employees and values long-term employment for people. This is because the company knows that employees are the assets instead of replaceable resources (Jakhongir, 2025). So, the company has taken various initiatives, such as the leadership development programs that help in empowering people to take ownership of their overall work and align with their personal growth with the objectives of the organisation.
Toyota’s dominant organisational culture currently shows a hybrid approach of task and role cultures, matching collaboration with discipline. The framework called “Toyota Way 2020” focuses on continuous improvement and respect for senior management, which shows the embeddedness of structured processes and, at the same time, empowers local problem-solving and teamwork (Toyota, 2023). This dual culture also supports global consistency yet enables adaptability across various regions, which makes Toyota an innovative and resilient company in the competitive automobile market. However, since sustainability trends and globalisation have increased, Toyota has been facing challenges like maintaining a process-driven and disciplined culture in terms of fostering creativity, flexibility, and cultural inclusivity across the international workforce.
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Advancements in Technology: The organisational culture of Toyota, which is centred on continuous improvement and a hybrid of role and task cultures, enables the company to adapt effectively to the rapid changes of technologies in the global automobile industry (Sharp, Dawes and Victory, 2024). These cultural aspects of the company inspire innovation with the assistance of learning and cross-functional collaboration, which seems to support the leadership of Toyota in leaning towards hydrogen and hybrid technologies. For instance, the “Woven Planet Holdings” and “Toyota Research Institute” drive the research and development in autonomous driving, AI implementation, and mobility, which align with the innovation-oriented culture of Toyota (Toyota, 2024). Besides, this culture of the company has led to the production of over 2,500 patents related to hydrogen fuel cells by 2024, supporting its adaptability to technology-driven shifts in the market toward low-emission vehicles (Toyota, 2025).
Market and Economic Pressure: Besides, the lean management culture of Toyota provides resilience in various fluctuating economic conditions. The TPS system of Toyota ensures the effective usage of various resources with the assistance of the Just-in-Time principle, which allows the company to maintain its profitability during economic downturn (Toyota, 2023). During the pandemic, the disciplined culture of Toyota, along with the task culture, allowed the company a rapidly restructure of supply chain, which has helped in minimising production delays and inventory waste (Fu, 2023). Furthermore, the collaborative decision-making and fiscal discipline have helped the company in achieving a 10% operating margin during 2023 by outperforming many competitors in the industry (Sharp, Dawes and Victory, 2024). However, the emphasis of the same culture on long-term sustainability results in cautious investment decisions, which have delayed the aggressive expansion in EVs compared to other electric vehicle manufacturing companies.
Environmental Sustainability: The person culture aspects of Toyota extend to environmental stewardship. Toyota’s initiative of “Toyota Environmental Challenge 2050” is to achieve carbon neutrality across vehicles and operations (Toyota, 2023). Furthermore, the culture of continuous improvement inspires incremental innovation in the environment, which has led the company to continuous reductions in emissions and waste. The hybrid technology of Toyota, which was first introduced in the Prius, shows the company’s commitment to culture and sustainable progress instead of radical disruption. According to the sustainability report of Toyota (2024), the company sold more than 23 million hybrid vehicles, decreasing around 160 million tons of CO2 emissions, demonstrating how the value-driven and person culture integrates with environmental responsiveness into manufacturing and product design.
Cultural Diversity and Globalisation: Teamwork and respect for the culture of Toyota facilitate adaptation to various international markets. The company implements the Toyota Way Principles universally, but allows local adaptation with the assistance of policy deployment. For example, in North America and the UK, the company encourages local leadership to embed Western management styles with Japanese operational discipline (Toyota Europe, 2023). This balance assists in maintaining global consistency while respecting local cultural norms at the same time to support harmonious multinational collaboration. However, the company’s hierarchical communication and limited global executive team remain a challenge. According to the study conducted by Oshin, Ayanleke and Gazal (2023), over 80% of senior executives at Toyota are Japanese, showing a barrier in the culture to a wider global inclusivity and decision-making perspective.
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Toyota’s organisational culture is not a barrier to its effective functioning; instead, it serves as the enabler that helps in sustaining innovation, competitiveness, and efficiency. Even though certain cultural aspects, such as consensus-based decision-making and hierarchy, may slow down responsiveness, the overall impact of culture is positive, fostering adaptability, engagement, and operational excellence to various global challenges (Sekar, 2024). Toyota’s culture, which is rooted in the continuous improvement principles and a hybrid of task and role culture, provides a strong foundation for quality and efficiency. Furthermore, these values drive the TPS, which focuses on JIT production and automation with a human touch, ensuring that problems are systematically and immediately addressed and decreasing defects and waste. The cultural emphasis on continuous improvement has helped the company maintain an operating margin of 10%, which is more than major global competitors in the automobile industry (Oshin, Ayanleke and Gazal, 2023). So, this financial performance is directly connected to a culture that promotes accountability, discipline, and innovation.
Furthermore, the culture of Toyota also encourages collective problem-solving and employee empowerment. The continuous improvement philosophy allows every staff member, from the assembly line to senior managers, to contribute ideas for improvement. According to the reports of Sharp, Dawes and Victory (2024), more than 1 million suggestions from employees are implemented annually, which reflects a participatory environment that increases creativity and motivation. So, this inclusive culture ensures that decisions in the operational aspect are informed by experience, which minimises inefficiencies and fosters continuous learning.
Toyota has also demonstrated a strong adaptability to the external environment. The “go and see for yourself” cultural principle ensures decisions are made based on data and real-world conditions. This has allowed Toyota to respond efficiently to global sustainability and technological trends. Based on the reports of Toyota (2024), the company sold more than 23 million hybrid vehicles worldwide, which has reduced global CO2 emissions and shown leadership in sustainable vehicles. These achievements outline how the culture of Toyota actively drives effective functioning in response to market and environmental pressures.
Apart from that, the global operation of Toyota shows how the culture of Toyota fosters cultural cohesion instead of acting as a barrier. The framework called “Toyota Way 2020” allows the local subsidiaries to adapt international principles in the regional aspects to align with culture without ignoring diversity (Toyota, 2024). For example, Toyota Motor Europe has integrated the EU sustainability initiatives within the wider philosophy of Toyota, which ensures both local relevance and global consistency. Therefore, the organisational culture of Toyota is a strategic asset rather than a barrier because it nurtures operational excellence, employee engagement, long-term competitiveness, and ethical responsibility. Even though challenges like hierarchical communication persist, the adaptability and cultural resilience of Toyota assist in efficient functioning across dynamic global automobile markets (Sekar, 2024). The company’s continued leadership, strong reputation, and innovation capability show that culture remains one of the greatest competitive advantages instead of a barrier.
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Increase in Sales: The culture of Toyota has been seen to positively increase operational performance through the TPS system, which shows the focus of the company on standardisation, effectiveness, and precision (Jakhongir, 2025). Besides, the continuous improvement cultural principle across various levels inspires workers to recognise inefficiencies and provide solutions. This participatory approach of Toyota has led the company to receive employee suggestions annually regarding the refinement of the production process. The result of this culture is to achieve manufacturing efficiency and a low-defect rate, which has allowed the company to maintain its reputation for making high-quality vehicles (Guo et al., 2023).
Stability and Loyalty: Toyota also promotes long-term loyalty and stability, which increases retention and workforce commitment. Employees of Toyota are also encouraged to consider themselves as contributor to the organisation, which increases engagement and decreases turnover. The company’s following of people culture philosophy positively impacts the organisation in supporting mutual trust, collaboration, and safety, which creates a strong accountability culture (Nesheim, 2025). This human-centred management commitment of Toyota directly correlates with a high level of productivity and strong brand loyalty among customers and employees.
Adaptability and Innovation: Toyota’s culture fosters adaptability and innovation within structured aspects. The “go and see for yourself” culture of Toyota ensures that managers make informed decisions based on data and observation (Faraj and Milod, 2024). This cultural practice helps in supporting effective problem-solving and has guided the evolution of Toyota towards becoming a sustainable brand. For instance, the company’s hybrid technology emerged from cultural dedication to environmental responsibility and dedication to improvement. This has positively impacted the company in selling more than 23 million hybrid vehicles, which reduced 160 million tonnes of carbon emissions globally (Toyota, 2024). This achievement shows how culture-driven innovation increases both corporate reputation and performance.
Hindering Agility: The emphasis of Toyota on hierarchy and consensus can limit responsiveness and agility in crisis situations. The culture of extensive consultation before decision-making ensures inclusivity but delays action. This was evident during the 2010 global recall crisis, when Toyota's slow responsiveness regarding safety concerns damaged its reputation and led the company to financial losses (Adamik and Lisowski, 2025). This has been attributed to the delay in cultural reluctance to challenge authority.
Lack of Diversity: Following the Japanese-centric culture also negatively impacts Toyota in terms of reducing diversity and creativity. More than 80% of top leadership positions in Toyota have been held by Japanese, which raises concerns regarding limited cultural perspectives in global strategy (Toyota, 2025). Besides, this homogeneity also hinders innovation in various markets that significantly value rapid experimentation and autonomy.
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Toyota should maintain agility by streamlining the decision-making process to complement faster execution during crisis situations. The company should also encourage diversity in leadership and empower the regional management, which will increase innovation and global responsiveness (Nesheim, 2025). The organisation should also integrate digital agility with a continuous improvement framework. In addition, the company should also foster a culture that tolerates risk-taking and open communication. This is because it will strengthen adaptability without undermining the disciplined foundations (Jakhongir, 2025).
[bookmark: _Toc210666158]Conclusion
The organisational culture of Toyota remains one of the strongest strategic assets, driving innovation, continuous improvement, and global competitiveness. With the assistance of various principles, such as the hybrid of role and task culture, continuous improvement culture, and others, the organisation has been seen to sustain employee engagement, operational excellence, and long-term sustainability. However, hierarchical decision-making and consensus-driven cultural processes hinder agility and diversity. Despite these challenging situations, the company’s human-centred, quality-focused, and adaptable culture allows it to maintain efficiency in leadership, customer satisfaction, and sustainability.
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