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[bookmark: _Toc234309953]1. Introduction
Organisational culture is the norms, values, beliefs and behaviours that are entrenched in an organisation which influence how employees interact and perform. It influences the procedures for decision-making and organising, and its performance (Egwu and Nwosu, 2025). A positive functioning organisation culture can help with employee engagement, productivity and competitiveness. Five organisations were under consideration for this report. British Airways plc is a British airline and transport company which serves all parts of the world. Severn Trent Water is a water and wastewater utility company in the United Kingdom (UK). Toyota is a world-renowned automotive company that is renowned for its quality and innovation (Toyota, 2024). Tesco is among the greatest retail supermarket chains in U.K. John Lewis are a partnership retail business that is employee-owned. Toyota is chosen as the focus of this report as they illustrate a unique organisational culture which is backed up with academic and industry evidence. It is a company that is well known for the Toyota Way - a philosophy that emphasises continuous improvement, teamwork, and respect for people. These cultural traits provide a good basis for analysis of the interaction of culture, organisational structure and decision making. Toyota also provides good illustrations of cultural adaptation to global competition and technological and sustainability pressures. This report will address Toyota's organisational culture, how it affects the functioning of the organisation and how it affects the overall performance of the organisation.
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Overview of Toyota's Organisational Culture
Organisational culture has a great influence on employee behaviours, organisational practices, and business performance. Toyota's culture empowers them to be excellent in their operations, innovative, and sustainable in the long term. Much of the company's culture is driven by the Toyota Way, which is a set of company values, principles and expectations of behaviour shared globally. This culture provides employees with room to engage in continuous improvement with high-quality and efficient standards. This has earned Toyota a reputation for reliability, productivity, and customer satisfaction in the automotive industry (Iskamto, 2023).
The Toyota Way
Toyota's organisational culture is based on the Toyota Way. It is based on two main axioms: continuous improvement and respect for people. These principles are applied to decision making, problem solving and employee relations across the organisation. The Toyota Way is not about short-term financial results. Staff can recognise and resolve problems in a systematic way, and provide suggestions for enhancing organisational performance. This philosophy has helped to establish Toyota's culture of operational effectiveness and organisational learning.
Core Values of Toyota
Continuous Improvement (Kaizen)
Kaizen is an essential element of Toyota culture and the concept of continuous improvement. Opportunities for improvement and waste removal within operational processes are highlighted to the employees at all levels of the organisation. This is proactive workforce thinking, looking to become efficient and innovative (Okpala, et. al., 2024).
Respect for People
Toyota values the respect of its employees, customers, suppliers and stakeholders. Staff have a positive value for the organisation. This value builds trust, engagement and a positive working environment which fosters collaboration and commitment.
Teamwork
Toyota's corporate culture is rich in teamwork. Staff cooperate to overcome problems and meet organisational goals. Cross-functional cooperation helps to share knowledge and make effective decisions between departments (Muzam, 2023).
Learning Culture
Toyota has a culture of continual learning and employee growth. Employees' skills and performance are enhanced through training programmes, mentoring and problem-solving. This approach to learning is also conducive to being flexible in an ever-evolving business landscape.
Quality Orientation
Toyota's core culture is one of quality. Staff members are encouraged to focus on product excellence from start to finish and prevent defects from being created. This dedication to quality has helped to make Toyota a global brand.
Critical Evaluation: Schein's Organisational Culture Model
In Schein's Organisational Culture Model, the culture is present in artefacts, espoused values and basic underlying assumptions. Visible artefacts are the production systems, quality controls and teamwork procedures of Toyota. Beliefs about continuous improvement and employee contribution are tacit assumptions, whereas the Toyota Way is a stated value. These cultural features positively affect employee behaviour, which includes accountability, collaboration and innovation (Williams, 2022).
There are some drawbacks to Toyota's culture, however. A focus on consensus and routine could result in slower decision-making and less responsiveness to disruptive change. Despite all these difficulties, the literature on the subject overwhelmingly points to the fact that the positive aspects of Toyota's culture are more important to the long-term success of the organisation and its competitive advantage.
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Toyota's Organisational Structure
Toyota has a hierarchical organisational structure which encompasses clear reporting lines, high teamworking and employee involvement. The ideas and suggestions of employees at various levels within the organisation are sought and encouraged, whilst the strategic direction is set by the senior management. It facilitates effective interdepartmental collaboration and adaptation to future enhancement projects. This strategy exemplifies Toyota's policy of managing for employee empowerment (Einhorn, et. al., 2023).
Discuss the impact of culture on organisational hierarchy and team dynamics
Toyota's organisational culture has a significant impact on their organisational structure and operations. The company's culture is centred upon continuous improvement and respect for man, which turns into cooperation instead of the strict management of authority. While hierarchy is present, managers are sometimes seen as facilitators, enabling employee growth and enhancement of operations. This cultural attitude minimises over-emphasis on power distance and ensures effective communication in the organisation (Vanichchinchai, 2022).
Another aspect of Toyota's culture is teamwork. Staff often collaborate in teams to recognise their operational issues, to share knowledge and generate solutions. Cross-functional collaboration fosters organisational learning, enhances collaboration, and improves relationships between different units. This, in turn, fosters a spirit of teamwork and mutual responsibility, rather than a purely competitive environment, leading to better efficiency and employee morale.
Employee Participation and Nemawashi
One of the main features of Toyota's decision-making is the involvement of employees. Staff are invited to make suggestions and recognise inefficiencies, and to help make improvements to the organisation. This participative culture promotes employees' sense of value and their dedication to organisational goals.
One of the practices in Toyota's decision-making process is Nemawashi, which is the informal pre-commitment discussion of proposals to achieve consensus. Employees and managers share ideas and discuss and review them together, taking into account any potential problems. This process is to ensure that the views of others are taken into account prior to the implementation of decisions (Alankarage, et. al., 2024).
Critical evaluation of the practice of decision-making
The culture of Toyota offers some benefits to organisational decision-making. First, consensus-based processes tend to result in more quality decisions because of the consideration of more perspectives before decision-making. Second, the more employees are involved, the more committed they are to organisational objectives, and they become more responsible for the outcomes. Thirdly, a lot of collaboration helps to share knowledge, enabling valuable experience and expertise to be passed on from one team to another, and from one department to another.
There are also some restrictions. The consensus-building process can delay decision-making when a speedy response is required. Moreover, over-dependence on the routine and collective agreement can lead to opposition to radical innovation and/or large-scale organisational change. This can decrease the agility of organisations in highly dynamic environments.
As part of Schein's (2017) model of organisational culture, shared assumptions and values exert a significant impact on the employee's behaviour and decision-making process. Also, Mintzberg's Organisational Structure Theory states that the structure of the organisation must be in tune with its cultural and operational needs. Toyota illustrates this match by adopting participative cultural values and a structured organisational structure that is based on collaboration.
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Different theoretical approaches and models on understanding and assessing the organisational culture. The Three-Level Model, Handy's Cultural Types and Hofstede's Cultural Dimensions offer a more in-depth analysis of Toyota's dominant culture and its impact on organisational actions, decision making and performance.
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According to Schein, there are three levels of organisational culture: artefacts, espoused values, and basic underlying assumptions.
Artefacts
Things that can be seen which symbolise an organisation's culture are called artefacts. Some of the main artefacts are the Toyota Production System (TPS), standard work practices and team meetings at Toyota. Efficiency, minimisation of waste and constant improvement of processes are key components of the Toyota Production System. Uniformity of operations; team meetings to communicate, collaborate and problem solve as a team. These practices are visible and showcase Toyota's dedication to operational excellence and employee engagement (Eskandari, et. al., 2025).
Espoused Values
Espoused values are the values and principles which an organisation formally promotes. The Toyota values are respect for people, quality excellence and continuous improvement. Continuous improvement helps employees to recognise inefficiencies and find ways to improve the way they do things. Respect for people is an emphasis on learning, working together and relationships with stakeholders. Quality excellence is an indicator of Toyota's focus and dedication to providing reliable products and ensuring customer satisfaction. These values shape the actions of the employees and decision making of the organisation at all levels.
Basic Underlying Assumptions
Basic assumptions are extremely deep rooted beliefs that dictate organisation behaviour. The basic principles of the Toyota way are to look at and eliminate waste wherever possible; that everyone has a role to play in improving the organisation, and that thinking long-term is the way to sustainable success. Such assumptions drive daily activities and foster a learning, efficiency, and continuous development culture (Bamidele, 2022).
[bookmark: _Toc234309958]4.2 Handy's Cultural Types
Handy identified four types of organisational culture which demonstrate how organisations operate.
Power Culture
In a power culture, only a small number of high-ranking decision makers has the power to make decisions. Control is centralised and the effectiveness of the organisation at times depends on key persons.
Role Culture
Value culture in relation to the job role is defined as having clear job roles, formalised job procedures and formalised job reporting lines. Within this culture type, stability, consistency and efficiency are focused.
Task Culture
Task culture is a culture where the organisation's goals are accomplished by teamwork and problem-solving. Staff collaborate as teams and exchange specialist knowledge to achieve common goals.
Person Culture
With person culture, the emphasis is on individual interests and not on organisation goals. Staff are very independent and autonomous (Sokolović, et. al., 2022).
Application to Toyota
The culture of Toyota is a task culture with some role cultures. Team working, problem solving and ongoing improvement activities are key enablers for the organisation to meet operational goals. Staff regularly meet to share their thoughts on inefficiencies, how quality can be improved and to be innovative in their thinking and find solutions. All these attributes are very much in line with a task-oriented culture.
Meanwhile, Toyota also has an exemplary role culture in terms of formalised procedures, standard procedure and well-defined roles and responsibilities. Role culture is a crucial element of the Toyota Production System and consistency and discipline in operations are paramount. Thus, Toyota's culture is a blend of flexibility of task culture and stability of role culture.
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Hofstede's Cultural Dimensions is another level of understanding on Toyota's organisational culture.
Power Distance
Within the operational activities, Toyota has low power distance. Employees should talk about ideas and participate in improvement projects, while having authority is important.
Collectivism
Toyota has a high level of collectivism. Emphasis is given to teamwork, cooperation and shared responsibility within the organisation and this promotes team working and sharing of knowledge.
Uncertainty Avoidance
Toyota is characterised as high uncertainty avoidance because they follow standard operating procedures, quality assurance and problem solving procedures. These practices help to minimise risks and ensure consistency in operations (Jan, et. al., 2024).
Long-Term Orientation
Long-term orientation is one of the most outstanding cultural traits of the Toyota organisation. It is possible that there may be a difference between decisions which are taken in the short-term and those taken in terms of the sustainability of the organisation. This view is also backed up by continuous improvement and employee development (Muniz Jr, et. al., 2024).
Summary of the frameworks
The use of Schein's Model, Handy's Cultural Types and Hofstede's Cultural Dimensions suggests that Toyota's culture is very task-oriented, with a high level of role-culture. The organisation's emphasis on team working is conducive to its effectiveness, the involvement of employees and sustainable competitive advantage.
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Toyota's organisational culture is a valuable strategic instrument toward the effective response to external pressures. Its dedication to continuous improvement, innovation and long-term thinking ensures that the company remains competitive in the rapidly evolving automotive sector. The rules of the Toyota way would encourage the employees to look for ways to improve and to be adaptable to the market.
Competition
Competition with automotive manufacturers from around the world is increasing and so are the electric vehicle manufacturers. Toyota counteracts this by fostering innovation and continuous improvement in all its activities. The company has been investing considerably in hybrid and electric vehicle technologies to stay competitive and cater to the ever-changing demands of its customers (Silva, et. al., 2025).
Technology
The automotive manufacturing sector is undergoing a revolution with the help of technology. To improve operational efficiency and product quality, Toyota has implemented automation, AI, and smart manufacturing systems. It's a learning culture that will encourage its staff to learn new abilities and to adapt to new technologies, and therefore the competitiveness of the organisation.
Sustainability
The relevance of sustainability has risen due to environmental issues and regulations. The Toyota culture is supportive of their long-term environmental responsibility via carbon reduction programs and developing hybrid and electric cars. The initiatives highlight the company's dedication to sustainability and responsible business practices (Awewomom, et. al., 2024).
Globalisation
Toyota is a multinational company that has a presence in various nations and cultures. It has a strong cultural basis that offers consistency and enables adaptation. A network of shared organisational structures contributes to the operational standards and employee commitment across its network.
The Cultural Traits Theory of Denison
Denison's model provides more detail about the concept of cultural effectiveness. The degree of involvement is manifested by the degree of employee involvement and empowerment in the process of problem solving. There is consistency in the values that are shared, the procedures that are used and the discipline that is practiced. This is reflected in the way Toyota has innovated themselves technologically, competed with others and faced environmental challenges. Mission has a long-term strategic vision for sustainable growth and has a continuous improvement process (Sadry, et. al., 2022).
Critical Evaluation
Toyota's culture of learning, innovation and employee engagement is conducive to adapting to the environment in general. However, when things are done in a rote manner, sometimes the reaction to disruptive changes in the market is delayed. While this is a constraint, it is not one that significantly hampers organisational resilience and helps Toyota deal effectively with the external environment and remain competitive in the long-term.
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Organisational culture is an important factor in organisational success, while some of its characteristics create difficulties in effective functioning of the organisation. Consensus-based decision making (Nemawashi) is one of the potential issues. This way, decision quality is enhanced by consultation and collaboration, but decision-making can be delayed when quick decisions are needed in the context of a dynamic market.
Another obstacle is that of possible resistance to radical innovation. Toyota's drive for continuous improvement may be so incremental that it does not bother with innovations. This can cause the organisation to be unable to react quickly enough to technological change and new competitors. Furthermore, the company's hard work on routine and standardised procedures may restrict flexibility and prevent experimentation in some situations.
The other issue is the integration of the world's diverse cultures, a challenge confronting Toyota. When working in a variety of countries, one has to keep the values of the organisation consistent while working with different national cultures. As employees' communications style, work procedures and attitudes differ, it can be difficult to create a unified corporate culture within overseas business activities (Ghaleb and Dahiam, 2024).
Even with these restrictions, however, the barriers do not seem to impact Toyota's effectiveness that much. Overall, the benefits of employee involvement, consistency of operation, continuous improvement and quality orientation outnumber and outweigh the disadvantages. 
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In Toyota's organisational culture, one of the important factors that affect the organisational performance is organisational culture. Staff are encouraged to look for ways to be more efficient and to make improvements which helps the organisation to reduce waste and use resources more efficiently. This enables Toyota to keep production processes efficient and operational performance high in all parts of the world. Also, the quality of the products is positively impacted by the culture. Continuous improvement and quality control principles are used to ensure that employees concentrate on preventing defects and not rectifying them after production. This dedication to quality has enabled Toyota to establish a reputation for its reliability and durability. Quality standards provide means to help ensure customers are satisfied and the business can be successful over time.
However, there are some negative effects to be recognised as well. If there is a high degree of compliance with the standard procedures, it can lead to less flexibility and less responsiveness to fast market changes in the organisation. Secondly, in a highly competitive environment, the consensus-based decision-making process can slow down decision-making (Walker, et. al., 2023).
Recommendations for further improvement
The organisation should promote employee engagement through decision making and problem-solving processes of the employees. The sharing of knowledge and working collaboratively in groups towards the goals of the organisation should be encouraged. This culture will help in creating supportive environment and will boost employee motivation, their learning and the effectiveness of the workforce.
Furthermore, organisation's operational excellence, innovation, and reliability in their products should be strengthen. This will allow the products to compete in international markets. This culture is beneficial for the competitive advantage as it strengthens the reputation and trust in Toyota in the world (Widodari, et. al., 2024).
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This report explored the organisational culture of Toyota and how that affects organisational effectiveness. The results indicate that Toyota's culture is predominantly a task culture and a high level of the characteristics of role-culture. The Toyota Way is their strategy and they share the strategy, believing that by doing so they will encourage continuous improvement, team working, respect for people and quality excellence. These values inform and define the organisation's structure, creating a sense of team, engagement and shared decision-making. The culture of Toyota also allows it to adapt to external forces like technological advancements, sustainability needs, globalisation and competition. The culture is an enabler, although there are some obstacles, such as slow decision making and unwillingness to change. Furthermore, Toyota's culture positively impacts productivity, efficiency, product quality, employee engagement and competitive advantage. In the future Toyota should make organisational flexibility more flexible, accelerate the innovation process and enhance cross-cultural integration for better performance, while maintaining its core culture and philosophy "Kaizen" (Continuous Improvement).
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