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[bookmark: _Toc234789460]1. Introduction
Organisational culture is an all-pervasive influence of culture on modern enterprises, as described by Mullins and Christy (2016): "how things are done around here" is so much a part of culture. The case of Toyota Motor Corporation is an illustration of this observation that is of great interest. An organization's culture, and its philosophies, are perhaps best documented in the case of the Toyota Production System and The Toyota Way (Liker, 2004). This report investigates Toyota's organisational culture, how it is related to structure and decision making processes, identifies the dominant characteristics of the culture with theoretical lenses, how it reacts to external pressures on the organisation and whether it is positively or negatively impacting the functioning of the organisation and offers theory informed recommendations for change.
[bookmark: _Toc234789461]2. Analysis of the influence of culture on structure and decision making
Toyota's organisational culture is not just limited to its structures; it also pervades the entire organisational landscape, influencing the decision making process, and in so doing, it creates an integrated system where organisational structures are manifested by cultural values. Cultural norms influence choices of structure and structure helps to reinforce cultural norms, so there is a bi-directional relationship between culture and structure at Toyota (Ondeng, n.d.). A reciprocal dynamic is evident in the Japanese style of hierarchy, which is very different from the norm in Japanese corporations but still possesses some of the cultural elements.
The most obvious structural implications of Toyota's culture are that of its attempts to achieve what might be called "decentralised centralisation". The power that Toyota gives to the decision making is deliberately extended down the hierarchy, the lowest.The power to make decisions is carefully delegated to the most peripheral level of the Toyota hierarchy where frontline employees are expected to take decisions with regard to the process of work (Liker, 2004). This structural option represents the cultural values that are based upon respect for the person and the idea that people with firsthand knowledge of the problem should have the best knowledge of the solution. One such example are the operations of the Andon system whereby any employee can stop the production line in the event that they notice there is a problem with the quality. The literature indicates that Toyota has created a company culture of “Stopping to Fix Problems” to produce quality first time every time (Liker, 2004) which demands a company structure that provides the employees with the authority and responsibility to carry out this practice.
However, there are also significant centralising pressures in this decentralisation: strategic direction and following the philosophy. There is a lack of central authority but principles of The Toyota Way are a general guideline that is followed at every level – coherence and consistency (Liker, 2004). This organizational structure might be termed “cultural control”; it is an organisation in which there is no formal hierarchy, but attitudes are shared and a uniform way of solving problems. It's fascinating to see how this compares with its competitor, Hyundai. Toyota's research showed that they design their planning and work systems to cope with the outside turbulence and have the objective of stability as their top priority, whereas the research conducted at Hyundai revealed that they play a competitive game and accept environmental uncertainty and risk as the main parts of their work. This fundamental difference in direction is also manifested as a difference in the cultural orientations that leads to the different structural configurations. 
Toyota's decision making processes demonstrate unique features that stem from cultural assumptions. Nemawashi is a Japanese cultural way to make decisions slowly, by consensus, and implement decisions rapidly (Liker, 2004). This entails a great deal of discussion and information exchange prior to decisions being made and ensures that any opinions are listened to and that implementation runs smoothly once any consensus is reached. A method that differs significantly from that of the West, which tends to make decisions quickly and superficially, but works well in Toyota's context. This patient oriented decision making by consensus, as described by Liker (2004), is one of the elements of The Toyota Way as a quality example of how culture directly influences organizational processes.
In addition, cultural influences can be seen in the idea of genchi genbutsu ("go and see for yourself") which requires decision makers to go to the place where the problem lies to draw conclusions (Liker, 2004). This idea is a cultural embrace of living experience and a practical approach as opposed to theorizing or distant control. This has organisational implications, because this principle requires structures that allow and facilitate such direct observation, such as relatively flat hierarchical structures that do not shield the leaders from the reality on the ground. On the other hand, when it is not upheld, Toyota's consequences can be extreme, as in recent Toyota management certification scandals, which it admitted that it was not aware of what was actually happening on the ground (Yahoo Autos, 2025). Such an admission demonstrates cultural values of reflection and transparency; that is, Toyota's leadership, even if it means taking the responsibility public.Such an admission itself demonstrates cultural values of reflection and transparency; that is, Toyota's leadership, even if it means it accepts responsibility publically, instead of deflecting it.
[bookmark: _Toc234789462]3. Application of Theoretical Frameworks to Identify Toyota's Culture
This influential model of organisational culture by Edgar Schein is very useful for analysing the cultural characteristics of Toyota in terms of three levels: artefacts, espoused values, and underlying assumptions. The culture of Toyota is expressed on the level of artefacts in many visible forms that signal the culture to its own members and to those in the outside world. Toyota factories have a physical structure that embeds cultural values concerning quality, transparency and continuous improvement (Liker, 2004), such as visual controls and standardised workstations and clearly visible andon cords. The widespread use of kanban cards and other visual management practices also reflects the culture of flow and elimination of waste. The artefacts are not only functional but also symbolic, and serve to strengthen cultural norms in a daily fashion.
The Toyota Way, a formally-stated set of values, is where Toyota's culture is reflected at the espoused values level. The five core values of The Toyota Way - Challenge, Kaizen, Genchi Genbutsu, Respect and Teamwork - are the organisation's clear articulation of its cultural priorities (Liker, 2004). These espoused values pattern actions and allow for decision making and action evaluation. Kaizen, or continuous improvement, is an example of how espoused values manifest in the everyday processes of organisations, and the formal structures and systems of quality circles and suggestion systems institutionalise incremental improvement. Likewise, respect for people is not confined to words, but is expressed through things like lifetime employment, much training, and participatory decision making.
But, the most important aspect of Schein's model is at the most basic level of underlying assumptions, these are the beliefs taken for granted which guide behaviour without being conscious of them. At this lowest level, the Toyota culture is based on assumptions, which differ from many Western organisations. One such assumption is the link between people and processes – Toyota expects process to be the root cause of problems, not people, and expects to focus on systems in order to improve. This assumption is what enables the practice of halting production to deal with quality problems without any negative consequences, which might not be possible in cultures where blame is the norm for any problems. Another of Toyota's basic assumptions is in the field of knowledge and learning: Toyota's fundamental doctrine is that learning takes place mainly through doing and improvement through practical action, not theory.
In addition, there are some other insights in Hofstede's framework of analysing national culture and organisational culture, which also give Toyota's cultural features insight, especially on Toyota's specific organisational culture and the intersection of Japanese national culture and Toyota's specific organisational culture. One aspect of power distance is the acceptance of hierarchical power, as seen in the Toyota's hierarchy and decision making. Toyota's embodiment of this dimension is special: hierarchy is present, it is respected and the organisation makes a point of minimising power distance, for example by implementing the Andon system and participative decision-making (Brunet-Thornton et al., 2016). It is a kind of cultural compromise that takes into account hierarchy and at the same time gives power to the individuals. The individualism collectivism dimension shows that Toyota's collectivist orientation is in line with the broader Japanese culture. The Toyota culture is one that values working as part of a team, collective responsibility, and group harmony and individual achievement is valued most in the context of teamwork. This collectivist view is reflected in, for example, methods of problem-solving within a team and group consensus in decision-making.
Another way of understanding the characteristics of Toyota's culture is through Charles Handy's typology of organisational cultures. According to Handy, there are four cultural types, power culture, role culture, task culture and person culture. The elements of task culture and other culture types can be found in Toyota's culture, but the most common is the task culture. The task culture focuses on the goal and the teamwork and problem solving approach to it, with decision making power depending on knowledge. This orientation is reflected in Toyota's team-based approach, quality circles, and the Kanban that the best ideas come from anywhere. Toyota, however, has aspects of role culture also, especially when it comes to having a standardisation and clear procedures. The task culture is complemented by the role culture, defined as having formal rules, procedures and clearly defined responsibilities, that gives stability and predictability on the task and that is necessary to have efficient operations. These cultural types have been integrated in Toyota, which has proved to have some skills on cultural synthesis: the combination of various cultural elements in a strategic way to meet various organizational needs.
It is very important to analyze the cultural leverage in adapting to external environmental influences.The analysis of cultural leverage in adapting to external environmental influences is very important.
Toyota's organisational culture is not just a constraint, rather it is a process that affords flexibility and allows Toyota to respond to the external environments. This ability to adapt is a combination of base cultural values and practical to environmental pressures responsiveness. The organisation's policy of globalisation offers especially valuable illustrations of adaptation and transfer of culture(s).
Navigating cultural differences and keeping Toyota's organisation in order has been a challenge for the company as it expands into international markets. The NUMMI GM joint venture in the United States is a case in point of the adaptable process the company has used to set up operations in the U.S. In NUMMI, Toyota had to adapt and adopt to the American labour relations practices and cultural expectations, as it is not a familiar environment (KCI, 2025). Of particular importance, however, was the restructuring of practices, like night shift rotation or seniority pay systems, which reflected Japanese cultural norms, away from or adapted to the American context. The principles of The Toyota Way were, however, kept, and the organisation is able to see the difference between what is needed in the culture and what is culturally specific. The success of this adaptation eventually resulted in the systemisation of The Toyota Way as a standard worldwide, and the development of the cultural adaptation as a way to enhance the organisational culture (KCI, 2025).
Likewise, Toyota's business in Thailand via Toyota Motor Thailand are an example of cultural adaptations to the developing country contexts. The company applied the essence of Toyota's production system, making some changes to the practices, at TMT. For example, while the central concept of the Just-in-Time system is to have minimum inventory, the Thai application had more inventory buffers, due to the limitations of infrastructure and supply chains in Thailand (KCI, 2025). This practical adaptation is an example of cultural flexure with retention of core values. Importantly, TMT eventually named a Thai national as CEO, thus promoting cultural integration that retains organisational cohesiveness while also promoting local leadership.
Toyota's cultural system has contributed to their ability to respond adaptively to the technological disruption and changing market dynamics. The organisation's strategy on the use of EVs offers a good example of the influence of culture on strategic adaptation. This was an approach that Toyota would take – to play it safe, while competitors were focused on building new all-electric cars, Toyota took a more measured approach that is in keeping with its cultural ethos of thinking in the long term and thoroughly considering all options (Yahoo Autos, 2025). The company's own ‘1:6:90 rule' – assuming the battery materials used in one long-range electric car would be much better applied to building six electric plug-in hybrid cars, or ninety regular hybrid cars – is a good example of the cultural focus that puts emphasis on efficiency of resources and long-term sustainability instead of short-term market positioning. At the time, this seemed like a somewhat conservative strategy, which could prove to be a threat to Toyota's competitive edge as rivals responded to EVs. But, cultural dedication to long term philosophy was foresighted, because by the time the market realities and resource constraints began to bear out Toyota's measured approach, it was a fact. This is an adaptive resource that helps you do strategic.
Toyota's culture has been especially useful in the process of learning from failure, and adjusting to external shocks. The disruptions of the 2011 Tōhoku disaster to Toyota's supply chain is a fascinating example of cultural adaptation. This crisis led to the organisation transforming the way it would respond for the future, thereby embodying its culture of continuous improvement and learning from its experiences. Toyota took the opportunity to learn from the earthquake and make its supply chains more resilient (Yahoo Autos, 2025). As supplies and demands fluctuated, the company identified key parts such as semiconductors, and set up buffer stocks, making Toyota more ready to cope with the next disruption. The adaptive response is a reflection of the cultural principles of relentless reflection and kaizen (continuous improvement) methodology which is used in supply chain management.
The scandal of certifications issued by both Toyota and its subsidiaries, Hino and Daihatsu, more recently provides examples of the power of culture to be controlled as well as the capacity of the organisation to adapt. The facts of falsification of emission data and crash tests are examples of cultural shortcomings like genchi genbutsu and respect for people. There was a failure in management that was clearly admitted by Toyota management: management didn't understand what was really happening on the ground (Yahoo Autos, 2025). The organisation's response to these scandals did show cultural adaptation, however, in that Toyota suspended shipments, publicly reflected and took responsibility for the issues. This is a reflection of the culture of transparency and on going improvement, even if the situation is very damaging.
4. Analysis of Cultural Leverage in Adapting to External Environmental Influences
It is important to recognise that there are both positive and negative aspects of the Toyota organisation's culture and to evaluate them with nuance to assess whether the culture is a barrier or an enabler to effective organisational functioning. The evidence indicates that Toyota's culture is largely enabling – it gives them excellent resources for organisational effectiveness – and is also a potential obstacle which needs constant management attention. This ambivalent nature is an intrinsic one for strong cultures that will give coherence and direction but can also restrict certain aspects of adaptability or introduce blind spots.
Toyota's culture is effective in multiple ways to support the functioning of the organisation. Firstly, a culture that can offer a clear framework for decision making and action, which can support consistency of individual behaviours with organisational goals. The 14 principles of The Toyota Way provide employees at every level straight-forward direction to work with, eliminating ambiguity, and ensuring that they respond consistently to different situations, but the principles are not a set of rules to follow (Liker, 2004). This cultural unity allows Toyota to operate in excellence in all countries and contexts, with the basic assumptions of quality, improvement and respect shared by everyone working in the company. Second, Toyota's culture fosters a learning environment and a culture of constant improvement through institutionalisation of learning and improvement processes like kaizen, quality circles and systematic problem solving. They involve cultural practices which integrate learning into the day to day activities of the organisation, allowing for it to develop in increments while addressing new challenges as they arise. Toyota's organisational skills are the focus of research and are highlighted as the ability to ensure that the company's values, thinking and behaviour remain uniform throughout the organisation, allowing continuous improvement to be made. Thirdly, Toyota's culture allows for flexible adaptation in changing situations and coherence in the organisation. The company's international presence illustrates the ability to cross cultural boundaries with the transfer of some culture and the adoption of others specific to the new environment. Fourth, Toyota's culture allows long-term strategic thinking, as opposed to the short-term thinking which is fairly common in organizations. The cultural norm of investing in people, processes, and relationships that will result in long-term competitive advantage (Liker, 2004) is achieved by making decisions based on long-term cultural philosophy instead of short-term financial objectives.
However, Toyota's culture can be a hindrance in some instances, having mainly enabling attributes. The one major barrier which exists is cultural rigidity and resistance towards a fundamental change. In cases of more radical change, Toyota's culture can limit its ability to adapt and change radically – especially if the context changes such that it has to break significantly from its usual ways of doing things. This is a potential vulnerability, given the company's measured approach to EVs, where cultural values that place a premium on careful thinking and consensus can impede the pace of response to technological change. The slower response was the risk of competitive displacement, although the eventual approach was right on track. Another barrier relates to cultural blind spots in which common understanding can lead to missing the emerging issues or other solutions. The certification scandals regarding emissions and how the cars have performed in the crash tests show this weakness, as it's been going on for a long time and there was no discovery or fixing of the problems within Toyota subsidiaries. Toyota management openly admitted this is true, saying that management could not fully grasp what was taking place on the ground (Yahoo Autos, 2025). Also, Toyota's culture and values could be a challenge for integration of diverse perspectives, especially because the company is working in a global group of diverse employees. The company has tried to make the Toyota Way more culturally relevant to other countries, but the core, Japanese cultural roots of The Toyota Way can hinder its applicability to other cultural backgrounds. Cultural differences between Czech and Japanese employees were cited as a reason why they needed to be managed and that the values related to work were not always enough to avoid conflict in Toyota's Czech operations (Brunet-Thornton et al., 2016).
[bookmark: _Toc234789463]5. The cultural impacts on performance will be evaluated and recommendations will be made for improvement
The organisational culture of Toyota has proven to have a beneficial impact on the organisational performance of the company, which lends credibility to the company's reputation for quality, operational excellence and long term competitive advantage. The cultural aspects of The Toyota Way are well known as a source of competitive advantage as Toyota achieves productivity and quality that other companies can't match. The results of Toyota illustrates the real value of cultural fitment to operational needs.
Toyota's culture is well-known to be a significant determinant of its quality performance. A commitment to quality at source, to stopping to rectify issues and to continual improvements has led to a consistent good quality rating and customer satisfaction. Toyota plants are regularly awarded for their quality and the Toyota plant in Canada has won a number of Gold Quality Awards for the production of their Lexus (Yahoo Autos, 2025). These quality measures equate to customer satisfaction, positive reputation and higher prices which ensure competitive advantage. The cultural factors are also important to operational efficiency. It is the Toyota Production System, with its strong cultural focus on eliminating waste, continuous flow and pull production, that have brought about outstanding productivity and cost performance. Just in Time production, standardised work and visual control results in less waste, less inventory and fast response to the varying demands. The cultural aspects of innovation are more complicated. Toyota's culture promotes incremental innovations by continuous improvement, with a lot of small innovations that will add up to improve the performance. But the consensus-seeking, thorough approach may also hamper radical innovation and first-mover advantage – it continues to be a challenge.
There are a number of recommendations that could be made for cultural development that would improve an organisation's performance. First, Toyota needs to improve the culture detection and the culture solution mechanisms, especially in its subsidiaries. The scandals for certification showed that the organisation's capabilities were deficient in providing cultural alignment worldwide. Based on the cultural embedding mechanisms touched upon by Schein, Toyota needs to improve its leadership communications, periodic reviews of the subsidiaries, and arrangement for escalating issues. This would strengthen the cultural principle of genchi genbutsu where senior management would have first-hand knowledge of the prevailing situation in the organisation. Second, Toyota needs to build up cultural agility for quicker adaptation to technological disruption and keep its strong analytical capability. Adopting the principles of organisational learning theory, Toyota could create a rapid response team of employees to try out new approaches and technologies and provide experiential learning to complement the more deliberative process of consensus building. Third, Toyota needs to further culture integration to its more diverse global operations. The Hofstede's model implies that there needs to be some consideration of national differences in the form of values and expectations in cultural adaptation. Toyota needs to come up with more advanced methods for integrating culture, which seek to apply the concept to the local level, but retain the philosophical integrity. Fourth, there is a need for both some incremental innovation and some radical innovation and Toyota needs to have more explicit mechanisms to balance them. Toyota might have created distinct organisational units or processes for radical innovation that are not part of the day-to-day operations, or, perhaps, distinct business units.Based on the ambidexterity theory, Toyota could have created separate organisational units or processes for radical innovation that are not part of the day-to-day operations, or perhaps even distinct business units. Finally, Toyota has to pay more attention to employee well-being in the company's culture, continue to hold employees accountable for their performance, improve its support systems, provide flexible working options, and monitor employees' work-life balance.
[bookmark: _Toc234789464]6. Conclusion
Organisations have a profound influence on their culture, as shown by Toyota Motor Corporation, which influences the decision making process, adaptation and performance in the organisation. The analysis shows that the culture of Toyota, as expressed in The Toyota Way and as demonstrated in the Toyota Production System is mainly intended to make the organisation effective and has some potential challenges which demand continuous management. The result of the application of the three level model of Schein, the cultural dimensions of Hofstede and the cultural types of Handy is an advanced cultural model, giving coherence and allowing adaptation. The Toyota culture allows it to set up effective organizational setups and decision-making processes that utilize participation and continuous improvement of its employees and keep the strategy on track. Maintaining the core of the principles and practising them pragmatically is the support of the culture for adapting to external environmental influences and achieving a global success while retaining the organisation's identity. The influence that the cultural framework has on performance is clearly felt and is positive, in terms of quality, efficiency, resilience and sustainability. Finally, Toyota's experience shows the power of organisational culture as a strategic asset, and also highlights the need for continued efforts to sustain and evolve cultural (sociological) structures in shifting contexts, as cultural management for competitive success.
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