


Table of Contents
Introduction	2
The Relationship Between Organisational Culture, Structure and Decision-Making at Toyota	3
Organisational Culture of Toyota	3
Toyota’s Organisational Structure	3
Cultural Influence on Decision-Making	4
Influence of Culture on Structure and Decision-Making	4
Toyota’s Organogram (Simplified)	5
Balance Between Speed and Accuracy	5
Identifying Cultural Types: Models and Frameworks	5
Identifying and Analysing Toyota’s Culture with Schein’s Model	5
1. Artifacts (Visible Level)	6
2. Espoused Values (Stated Principles)	7
3. Basic Underlying Assumptions (Invisible Core)	7
At Toyota, three main assumptions stand out:	7
How Schein’s Model Explains Toyota’s Success	8
Recommendations for Improvement	10
References	12













[bookmark: _Toc212459712]Introduction

Organisational culture is often described as “how things are done around here” a set of shared values, beliefs, and norms that influence the behaviour of people within an organisation. As Mullins and Christy (2016, p. 574) explain, culture affects decision-making, group behaviour, motivation, and management control. In today’s globalised world, organisations are becoming increasingly complex and diverse, and developing a strong and adaptable culture has become a key factor for long-term success.
This report explores Toyota Motor Corporation as a case study to understand how organisational culture shape’s structure and decision-making. Toyota is widely recognised for its distinctive corporate culture known as The Toyota Way, which has made it one of the most admired and efficient companies in the world. Toyota’s success provides a valuable example of how a company’s culture can drive continuous improvement, innovation, and sustainable performance.
The purpose of this report is to critically assess how Toyota’s organisational culture shapes its structure and decision-making, using Hofstede’s cultural dimensions, Schein’s model of organisational culture and the Organisational Health Index (McKinsey & Company). It will also discuss how Toyota adapts its culture to external challenges, evaluate whether culture can act as a barrier and analyse the impact of culture on performance. Furthermore, the Triple Bottom Line theory (Elkington, 1997) will be applied to highlight how Toyota balances profit, people, and planet in its cultural practices. Finally, the report will make recommendations for improvement.
The report is structured as follows:
· Section 2 examines the relationship between culture, structure and decision-making at Toyota.

· Section 3 identifies and analyses Toyota’s culture using Schein’s Model.


· Section 4 explores cultural adaptability, barriers, and performance impact.

· Section 5 provides recommendations for improvement and a conclusion.


[bookmark: _Toc212459713]The Relationship Between Organisational Culture, Structure and Decision-Making at Toyota
[bookmark: _Toc212459714]Organisational Culture of Toyota
This report focuses on Toyota Motor Corporation, a company well known for its unique culture, often described as The Toyota Way. Toyota is a global car manufacturer, founded in Japan in 1937 and now operating in more than 160 countries (Toyota, 2022). The company is famous not only for its cars but also for its innovative production system and strong organizational culture. Its practices such as Kaizen (continuous improvement), Respect for People, Genchi Genbutsu (go and see) and Nemawashi (consensus decision making) (Ansho, 2024) have been studied by managers and academics around the world. Toyota’s culture is widely credited as the foundation of its success, influencing how the company is structured, how it makes decisions and how it competes globally (Liker, 2004).
Toyota is chosen for this study because it represents a rare example of an organisation where culture has been intentionally developed and sustained over decades, becoming part of its global brand identity. Unlike many companies where culture is vague or invisible, Toyota’s culture is clear, well-documented and deeply embedded into daily practices. This makes it an excellent case for analysing how organisational culture shape’s structure, decision-making, adaptability and performance.​
​While many companies are focused only on profit, Toyota prioritises learning, teamwork and shared responsibility. This shared way of thinking creates a strong identity for the company and gives it a competitive edge (Alvesson, 2013).
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Toyota’s structure reflects its cultural values of collaboration, problem-solving, and respect. Rather than a rigid top-down hierarchy, Toyota maintains a flat and decentralised system. The CEO oversees regional divisions across Asia, Europe, and North America. Toyota’s structure promotes teamwork where staff from different areas work together to innovate and solve problems. For instance, when creating a new car, teams include members from engineering, marketing and manufacturing (Liker and Hoseus, 2008).
This structure supports the Toyota Production System (TPS), including Just-in-Time (JIT) system is a core feature of Toyota’s structure and culture. It reflects the value of cutting out waste (muda) and maximizing efficiency (Womack, Jones, and Roos, 1992). JIT also links to the Triple Bottom Line (Elkington, 1997) by helping Toyota:
· Reduce material waste (Planet).
· Empower employees to take responsibility (People).
· Improve efficiency (Profit).
Toyota’s structure supports not just financial goals, but also social and environmental sustainability.
Toyota encourages all employees to get involved, resulting in a relatively flat hierarchy compared to many carmakers. The practice of Jidoka giving workers the power to stop the production line if they spot a fault (Ohno, 1988) shows that the company trusts and shares responsibility, rather than relying on strict top-down control. Strong cultures reduce the need for constant checking because employees understand the shared values (Deal and Kennedy, 2000). At Toyota, this allows information to flow easily in both directions, and front-line workers actively help solve problems.
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Decision-making is guided by Toyota’s cultural principles. Nemawashi, or consensus-building, ensures that all stakeholders contribute ideas before decisions are finalised. While time-consuming, this method increases commitment and reduces errors. Similarly, Genchi Genbutsu encourages managers to observe production and operational processes directly, ensuring decisions are based on real data rather than reports (Liker, 2004). This approach strengthens the organisational health factors of Accountability and Leadership (McKinsey & Company, 2015) by ensuring decisions rely on direct knowledge. It also boosts the company's ability to learn and respond effectively. According to McKinsey’s OHI, a healthy organisation has strong alignment, execution and renewal capabilities, resulting in efficient and sustainable strategy implementation (McKinsey & Company, 2020). Toyota’s culture demonstrates high organisational health. Kaizen promotes continuous improvement, while Respect for People fosters trust and accountability. These attributes ensure alignment between corporate objectives and employee actions.
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Organisational culture and structure are deeply linked. Culture gives meaning to how structures are designed while structure provides a system for carrying out cultural values. At Toyota, this connection is very clear because the company’s culture known as The Toyota Way is built on two central principles: Continuous Improvement (Kaizen) and Respect for People (Liker, 2004). These principles do not exist only as abstract ideas but shape how Toyota organises itself and makes decisions on a daily basis.
To understand Toyota’s management style, it is important to look at how its culture and structure work together. The company’s organisational structure supports its cultural values of teamwork, respect, and continuous improvement. The structure is neither strictly hierarchical nor completely flat. Instead, it combines clear reporting lines with flexibility and open communication. 
Below a picture of the Heirachy structure at Toyota.
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(Toyota Investor Funding Elevator Pitch Deck Organization Structure, 2023)
This organogram shows that Toyota uses a hybrid structure a mix of functional, regional, and team-based elements. It allows global coordination while keeping local flexibility. The cross-functional teams at the base connect employees from different departments to share ideas and solve problems, reflecting Toyota’s cooperative and improvement-driven culture.
In short, Toyota’s organogram reflects more than management design, it shows the living structure of a culture built on trust, learning and shared responsibility.
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While Toyota's decision-making process values thoroughness and accuracy, it can sometimes limit the company's ability to move quickly. In fast-moving markets, like the electric vehicle (EV) sector, slower decisions may slow down innovation. However, Toyota's leaders believe that decisions made carefully and collaboratively are more sustainable and better aligned with their long-term goals (Liker and Convis, 2012). This reflects the company's long-term cultural orientation.
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[bookmark: _Toc212459721][bookmark: _Hlk212449501]Identifying and Analysing Toyota’s Culture with Schein’s Model
Understanding Toyota’s culture requires more than a surface view of its values. To do this, Edgar Schein’s three-level model of organisational culture provides the most useful framework. This model looks at culture in three layers: artifacts, espoused values, and basic underlying assumptions (Schein, 2010). By applying this model, we can see not only what Toyota says about itself but also how its culture is lived and experienced within the company.

[bookmark: _Toc212459722]1. Artifacts (Visible Level)
Artifacts are the most visible level of culture, such as symbols, routines, and practices. At Toyota, the clearest artifact is the production system. The Toyota Production System (TPS) is famous for its practices like Just-in-Time and Jidoka (automation with a human touch)(Escott, 2024)
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As Escott says Jidoka is a method for improving software development that relies heavily on two key approaches. Firstly, Model-Driven Engineering (MDE) treats software models like blueprints or detailed diagrams as the most important items in the development process, these models are used to analyse, simulate and understand the system's features and often the computer can even automatically generate some of the final code from them. Secondly, Development and Operations (DevOps) is essential because it uses automation and set pipelines (smooth, defined processes) to break down the barriers between the teams that build the software and the teams that run it. Just like Lean manufacturing, Kanban and other similar methods, the entire concept of Jidoka is fundamentally rooted in the principles of lean manufacturing (Costa, 2025).

Another visible artifact is the Andon cord used on production lines. Any worker no matter how junior can pull the cord to stop the line if they see a problem. This visible practice demonstrates empowerment and the belief that quality is everyone’s responsibility. It shows that Toyota’s culture is not just about output but about giving employees the authority to act (Toyota, 2017).

The physical layout of Toyota plants also supports cultural values. Lines are designed to encourage teamwork, communication and smooth workflows. Leaders often walk the floor to connect with workers directly, which reflects the cultural belief in genchi genbutsu or go and see. This practice reminds managers to see the reality of problems themselves rather than relying on reports. These artifacts are not random they represent deeper values and assumptions about how Toyota sees its people and processes.
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Espoused values are the formal beliefs and philosophies shared across the organisation. At Toyota, these are clearly defined in The Toyota Way document, which promotes two main principles Continuous Improvement and Respect for People (Fripp, 2023).

Continuous Improvement (Kaizen) means every employee is expected to look for ways to make their work more efficient. This idea is communicated through training and regular team discussions. It motivates employees to view problems as opportunities to learn  (Berger,1997).

Respect for People means trusting employees, encouraging teamwork, and valuing everyone’s contribution. For example, Toyota invests heavily in training programmes that develop problem-solving and leadership skills. The company also promotes long-term employment and fair treatment, which supports loyalty and commitment (Faulner, 2025).

Together these values ensure that every decision and process aligns with Toyota’s broader philosophy. They are more than words they guide real behaviour and shape the company’s identity. This empowerment and shared responsibility mean employees feel valued, which leads to better morale and performance, connecting with the importance of leadership and accountability in organizational health (McKinsey & Company, 2015).

[bookmark: _Toc212459724]3. Basic Underlying Assumptions (Invisible Core)
The deepest level of culture, according to Schein, consists of the unconscious beliefs that guide how employees think and act. These assumptions are rarely questioned because they feel “natural” to members of the organisation (Alpenberg and Scarbrough).
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· Problems are opportunities. Employees believe that identifying a problem is not a sign of failure but a chance to improve. This belief drives innovation and continuous learning.

· Teamwork ensures success. Cooperation is seen as essential for achieving goals. Individual recognition is less important than group harmony and results.

· Every employee matters. The company assumes that all employees have valuable ideas and insights. This belief explains Toyota’s focus on empowerment and bottom-up feedback systems.

These deep-rooted assumptions explain why Toyota’s employees are motivated to maintain high standards and why the company consistently achieves strong performance. The culture encourages shared responsibility, humility, and discipline.

[bookmark: _Toc212459726]How Schein’s Model Explains Toyota’s Success
Schein’s framework shows that Toyota’s success is not accidental. Its culture is carefully built and reinforced across all levels. The visible systems and behaviours (artifacts) reflect the company’s declared values and those values stem from shared, long-term assumptions about people and improvement. This alignment makes Toyota’s culture strong and stable. It also explains how Toyota has managed to maintain its reputation for quality and innovation over decades, despite challenges like recalls and global competition.

​Cultural Adaptability to the External Environment
​A company's culture is crucial for how it handles outside challenges like modern technology, market competition, and environmental needs. Toyota’s culture of Kaizen (continuous improvement) and Respect for People has helped it stay flexible and competitive across the globe.  
· [bookmark: _Hlk212289391]​Toyota’s long-term orientation (Nickerson, 2025) means it focuses on steady learning and growth, rather than just quick profit. This helped Toyota adapt early to new rules and technologies, such as its focus on hybrid vehicles in the 1990s and the launch of the Prius (Toyota Global, 2024).  
· Kaizen ensures that every employee helps improve things every day. These small, steady changes make Toyota flexible against outside pressures, creating a learning organisation where adapting is normal work (Liker and Convis, 2012).  
· ​Its need for detailed planning (moderate uncertainty avoidance) helps manage risks during big changes, allowing the company to handle global crises like the 2008 financial crisis more smoothly than competitors (McKinsey & Company, 2015).
· ​From a Triple Bottom Line view (Elkington, 1997), Toyota’s adaptability shows its commitment to: Planet (sustainable technologies), People (employee involvement) and Profit (efficiency).
​Resilience and Crisis Management
​Toyota’s culture has also been key to its ability to bounce back from major problems.
· ​A strong example is the 2010 global recall crisis. Instead of blaming individuals, Toyota treated the problem as a failure of the system and used Genchi Genbutsu (go and see) to find the root causes directly (Liker, 2004). This honest approach helped rebuild customer trust and showed the company's commitment to honesty and learning (Mullins and Christy, 2016).  
· ​Similarly, the company’s strong culture of trust and long-term relationships with suppliers allowed it to recover production quickly after the 2011 Japan earthquake and tsunami (Womack, Jones, and Roos, 1990). This ability to recover comes from high scores in accountability, leadership and learning and renewal on the Organizational Health Index (McKinsey & Company, 2015).  
​Organisational Culture as a Barrier
​While Toyota’s culture is a major strength, it can sometimes cause problems, especially in fast changing industries.  
· ​Toyota Manufacturing UK promotes religious diversity through practices like flexible scheduling and designated prayer spaces to ensure its employees feel respected and valued, aligning with its "respect for people" principle. While the intent is inclusion, these accommodations can inadvertently create a cultural barrier. Operational adjustments, like modifying a production line, may be perceived as preferential treatment by those not requiring them. This can lead to resentment, friction, and a subtle but harmful division, undermining the intended goal of a cohesive and fully inclusive workforce (Upton, 2020).
· One challenge is the slow decision-making caused by Nemawashi (consensus building). Though this ensures full support, it can slow down innovation when rapid technological shifts , like in the electric vehicle (EV) market, require faster action. Analysts suggest this cautious, consensus-driven culture may have caused a delay in fully committing to EVs compared to rivals like Tesla (Robinson, 2025). This shows how high uncertainty can be a barrier.
· ​Another barrier is the collectivist orientation. While teamwork is good, it can sometimes reduce individual creativity or make employees unwilling to challenge old ways of doing things (Alvesson, 2013). Toyota is addressing these limits by launching new innovation efforts, such as Woven by Toyota, which focuses on smart technology and gives teams more freedom to test ideas without the usual constraints (Toyota Global, 2024).
​Impact of Organisational Culture on Performance
· ​Toyota’s culture has directly led to its outstanding performance in quality, efficiency and customer satisfaction.
· ​Operational Efficiency: The JIT system and Kaizen culture have cut waste, boosted productivity, and lowered costs (Ohno, 1988), setting a global standard for manufacturing.  
· ​Employee Engagement: High respect and low power distance motivate workers to solve problems, which increases loyalty and organizational learning (Liker and Hoseus, 2008).
· ​Financial Performance: The lean culture and sustainable strategy help Toyota remain one of the world’s most profitable carmakers, reporting strong results (Toyota Annual Report, 2024).
· ​Reputation and Trust: The culture of reliability and ethical conduct has built strong customer loyalty globally (Deal and Kennedy, 2000).  
· ​The company's performance delivers positive results across all three aspects of the Triple Bottom Line: People (strong morale), Planet (sustainable technology), and Profit (efficiency and profitability). This balanced success is the mark of a "healthy organization" (McKinsey & Company, 2015).
​In short, Toyota’s culture makes it highly adaptable, resilient, and efficient. However, the same focus on stability and consensus can sometimes slow down innovation. To succeed going forward, Toyota must find a way to balance its strong core values with the need to become more agile in the digital and electric vehicle age. A deeply rooted culture is not just a moral asset, but a key driver of long-term competitive success.
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​While Toyota's culture is successful, it needs continuous development to stay competitive in today's fast global market. The following ideas aim to boost its flexibility and innovation without losing its core values.
​1. Speed Up Decision-Making
Toyota's Nemawashi (consensus-building) is inclusive but can slow down responses, especially for electric and autonomous vehicles. Toyota should adopt dual-speed decision-making, keep Nemawashi for big strategic choices but use fast-track processes for time-sensitive issues (McKinsey & Company, 2015).
​Action: Create agile teams for quick decisions using real-time data. Use digital tools and AI to accelerate the traditional Genchi Genbutsu (go and see) process, ensuring decisions are still based on evidence (Liker, 2004).
​2. Encourage Radical Innovation
​Toyota’s collective culture supports teamwork but can limit breakthrough creativity (Alvesson, 2013). The company should set up autonomous innovation hubs separate from its main production business.
​Action: Expand projects like Woven by Toyota to act as a sandbox for testing disruptive ideas in AI, robotics, and digital mobility (Toyota Motor Corporation,2023). This empowers smaller teams to take calculated risks, blending discipline with entrepreneurial spirit.
​3. Strengthen Sustainability Focus
​Toyota already supports environmental and social goals, but deeper integration of the Triple Bottom Line (TBL) People, Planet and Profit (Elkington, 1997)is needed.
· ​People: Continue to develop diverse, inclusive leadership globally.
· ​Planet: Increase investment in renewable energy and circular production models to reduce waste.
· ​Profit: Maintain efficiency while growing sustainable products (EVs, hydrogen).
​Action: Make TBL goals an active part of daily decision-making by including them in corporate scorecards and employee performance reviews.
​4. Enhance Global Team Alignment
​Since Toyota operates everywhere, employees need to align with The Toyota Way while respecting cultural differences.
​Action: Provide regular cross-cultural training based on dimensions like Hofstede (Nickerson, 2025). This will help managers and employees understand different approaches to leadership, communication and problem-solving, keeping the global workforce unified.
​Conclusion
​Toyota's culture built on Kaizen and Respect for People is the core of its long-term success, driving efficiency, learning and operational excellence (Liker and Hoseus, 2008; Mullins and Christy, 2016). Its low power distance, teamwork and focus on the long term have fostered collaboration across its global network.
​However, this same culture can slow down innovation and decision-making in today's fast markets. Toyota must evolve by adopting agile decision processes, promoting disruptive innovation and fully integrating the Triple Bottom Line.
The analysis shows that culture is both a strategic asset (ensuring stability, trust and quality) and a challenge (needing adaptation for speed). Toyota's experience proves that when culture, structure and strategy align, an organisation achieves high performance and contributes positively to people and the planet.
​In the end, Toyota needs to keep its cultural strengths, respect, learning and teamwork while becoming more flexible, innovative, and focused on sustainability. As the foundation of its resilience and effectiveness, managing culture is central to its future success (Mullins and Christy, 2016).
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