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Introduction

Organizational culture influences the behavior of employees, the nature of workplace relationships, and the way decisions are made and implemented. Mullins and Christy (2016) argue that culture forms the “taken-for-granted” rules about how work is carried out and the values that guide employee actions. These cultural elements affect organizational structure, motivation, performance management, and how companies respond to environmental pressures. With increasing globalization, companies must integrate diverse cultural backgrounds into a coherent organizational environment.
This report investigates Toyota Motor Corporation, one of the world’s largest automotive manufacturers, focusing on how its culture shapes the structure, decision-making, adaptability, and overall performance. Relevant theoretical frameworks- Schein’s model, Hofstede’s dimensions and Handy’s cultural types- are used to analyze the company’s cultural profile and assess whether this culture supports or restricts effective functioning. Then, recommendations are provided for how Toyota could further strengthen its organizational culture.

Main Body

How organizational Culture Influences Toyota’s Framework and Decision-making
Organizational culture guides people at work, showing them values, rules, beliefs, and manners, they should follow.
At Toyota Motor Corporation, the culture has a significant influence on how the organization is designed and how decisions are made. Toyota is quite famous for its strong cultural beliefs, rooting in Japanese culture, that helps them improve, shows them a way to respect employees, and keep high-quality standards and working conditions. The Toyota Corporation avoids operating on traditional hierarchy, from top to down positions, instead, they promote teamwork, communication, and flexibility.
Starting with a teamwork, or team-based structure, Toyota uses numerous, cross-functional teams. These teams bring together people from different departments (engineering, design, finances, etc.) to solve problems. This particular structure shows off a strong cultural belief that collaboration produces better solutions than individual decisions. Moving onto the empowerment of frontline employees, as an important point of company’s structure. A core part of Toyota’s culture is the idea that employees closest to the work know the most about it. This idea provides a fresh look on how to organize the workspace and how to split authorities over tasks. The Toyota employees are often given the authority to stop the production if they spot any issues, they get a say in improving work processes, and opportunities to share their suggestions via kaizen (continuous improvement). This structure lets the responsibilities to be shared and not limited to managers. The next key point in Toyota’s work structure is a flat and flexible hierarchy. Toyota operates on less hierarchical layers compared to traditional companies. This helps to reduce communication barriers, speeds up the information flow, and supports quick problem-solving. It purely reflects the cultural value of open communication and respect for all employees, not just those in senior positions.
And lastly, I would like to mentions Toyota’s standardized work systems. An important part of Toyota’s structure is its use of standardized work processes. 
They do not follow rigid rules, rather provide a foundation for improvement. They help everyone understand their responsibilities clearly while still allowing flexibility for innovation (Liker, Hoseus 2008).
Toyota’s decision-making processes are another interesting topic, strongly shaped by Japanese culture values. They do not usually make important decisions rapidly nor individually. They use a shared approach that aims to avoid mistakes.
A key cultural practice is nemawashi, which means discussing ideas with relevant people before an official decision is made. This has numerous advantages; it supports employees’ participation, it reduces a conflict or resistance, it helps making more reliable and better decisions, and results in higher commitment because people feel included. This method might seem slower and less effective, but on the contrary it improves quality of decisions.
Another important cultural principle is genchi genbutsu, which means “go and see for yourself”. In Toyota Corporation employees are encouraged to see the place where problem occurred, to carefully observe the situation in real time, and talk to the people involved. Only after those steps are taken, they can make evidence-based decisions. This ensures that decisions are grounded in facts, not assumptions.
Another key idea is called Ringi-sho (formal approval process). This means that all ideas and projects pass through several levels of review, ensuring accuracy and collective ownership.
Toyota’s culture promotes long-term orientation rather than short-term gains. They values employees’ wellbeing, they make rather strategic decisions, and their investments focus on sustainable growth.
The company uses Kaizen in their decision-making processes. They encourage their employees to ask themselves how they can do better in different areas. This approach ensures kaizen, which means continuous improvement (Meyer, 2024).

Identifying Toyota’s Organizational Culture Using Academic Framework

I would like to start the identification process with Schein’s Three-Level Model of Organizational Culture.
When using Schein’s Model, we can provide a structured way to present visible and invisible elements of a company’s culture. Schein’s Model consists of three levels; Artefacts, Espoused Values, and Underlying Assumptions.
To begin with I would like to talk about Artefacts (visible behaviors, things you can observe). At Toyota artefacts are easy to observe, these include well-organized production lines (ensuring efficiency), visual controls (such as color-coded boards and signs, that show progress and problems), standardized work instructions, daily team meetings, Kaizen boards (displaying ongoing improvement activities). Observing those artefacts, we can conclude Toyota shows a culture of respecting values like discipline, consistency, transparency, and problem-solving.
Moving onto the Espoused Values (the organization’s beliefs), Toyota promotes core values such as; respect for employees, customer focus, teamwork, humility, and continuous improvement (Toyota, 2025). These values help employees understand how they should act and make decisions. This approach also creates shared expectations, like identifying mistake is not punished.
Lastly, I would like to talk about Underlying Assumptions meaning deep, unconscious beliefs that truly shape behavior. At Toyota Corporation is assumed to believe as follows; problems should be addressed immediately, employees can be trusted, and quality is everyone’s responsibility. These assumptions form the foundation of Toyota’s thinking. This deep culture helps Toyota maintain its long-term reputation for reliability and high quality.
Schein’s framework for Toyota is a clear representation that their visible practices match their stated values and deeper assumptions, creating strong, stable, and consistent organizational culture (Schein, 2010).
The second academic framework I will use to identify the organizational culture is Hofstede’s Cultural Dimensions. This method helps to understand Japanese national culture influences on Toyota’s organizational culture.
The first dimension characterizing Toyota is collectivism. As Japan is a rather collectivist society, Toyota’s organizational culture follows. Collectivism means people value group harmony over personal goals. At Toyota, collectivism appears as teamwork in daily operations, shared responsibility for mistakes, and decision-making as a collective process rather than individual. This creates a supportive environment and reduces conflict.
The second dimension is high uncertainty avoidance. Japanese culture scores high in avoiding uncertainty, meaning people favor clear rules and planning. This leads to appliance of certain rules at Toyota; strict standardized procedures, detailed quality systems, strong focus on preventing errors. Toyota invests in structured processes and continuous checking in order to avoid unexpected issues and support stable production (Cohn, Russell, 2015).
The third dimension is long-term orientation, meaning long-term thinking and patience. At Toyota Motor Corporation, they value long-term employee development, investments in employees’ training, building long-term customer relationships, and continuous improvement. This helps them to stay competitive.
The fourth dimension is High power distance. Hierarchy in Japanese culture is well respected, but Toyota also empowers employees at lower positions. They achieve their balance allowing managers to make strategic decisions while workers on lower positions are allowed to present their suggestions or even stop production process when a mistake is spotted. This way they honor and respect seniors, while allowing innovations and problem-solving at all levels (Hofstede, 2011).
The third academic framework that will help identifying organizational culture at Toyota is called Handy’s Cultural Types. Handy’s model categorizes cultures based on power, structure, and decision-making styles. Toyota blends role culture (structure and consistency) with task culture (team-based problem-solving). A role culture focuses on rules, procedures, and defined responsibilities. In this company the role culture means strict operating procedures, clearly defined job roles, official training systems, and pressure to follow rules and processes. That approach provides stability and consistency, which are crucial for manufacturing high-quality products.  A task culture focuses on flexible teams formed to solve problems or complete specific tasks. At Toyota those features prove correct through kaizen teams, cross-functional groups working on improvements, and employee collaboration systems. It allows the company to innovate and fix issues efficiently.
Combining role culture and task culture supports operational perfection. However, it can be slowing the innovations processes as it limits risk-taking or major changes (Freedman, 2025).





Cultural Influence on Toyota’s External Adaptation

The first important point I will mention is how Toyota meets market and consumer expectations. Toyota’s culture of kaizen directly influences how the company responds to customer’s demands. Toyota’s daily operations focus on consistently delivering high quality products. They train their employees to identify all minor mistakes to avoid bigger ones. They also focus on maintaining strong customer loyalty and achieving leading reliability ratings, supported by regular quality checks and long-term product testing. This mindset helps the company quickly adjust to changing preferences, for example adding new safety features, upgrading systems.
The organizational culture supports both small daily improvements and larger strategic expectations across global markets (Womack, Jones 1990).

Responding to Technological Change

Toyota Motor Corporation tends to avoid high-risk situations, and prefers a steady progress and long-term planning. This approach made them very successful in hybrid technology. Toyota’s globally known model Prius, become their biggest accomplishment showing how prioritizing stability and gradual innovation can lead to success. The release of this model was a result of decades of investments in technology. On the other hand, it also shows how their organizational culture put limits to company’s development. When other companies in the industry aggressively jumped into hybrid/electric vehicle technology, Toyota took a slower approach, which can sometimes delay transformative information (Womack, Jones, 1990).


Handling Crises and Global Challenges

When a 2009/10 recall crisis occurred, Toyota tried to stabilize their situation using its organizational culture to guide them and rebuild customer’s trust. They focused on improving their communication with customers, authorities, and global markets to make sure it is transparent. The Toyota Corporation strengthened their commitment to safety via rigid quality controls. They also urged employees at all levels to be more careful and report even the smallest mistakes. Through those strict steps Toyota slowly rebuild its reputation and proved that their organizational culture rooting in Japanese culture can guarantee a recovery during major crisis (Womack, Jones 1990).

Competing in a Global Market

 A discipline, process efficiency, maximizing value while minimizing waste, all those are Toyota’s culture key points that make them a strong and competitive globally. Through those values they benefit in many areas, i.e., cost advantages (by eliminating waste Toyota reduces production costs without lowering quality), high efficiency (Toyota’s system ensures vehicles are produced faster, with less resource in use and fewer errors), and international impact and competitiveness (even during major economic crisis Toyota remains stable) (Womack, Jones, 1990).


Can Culture Act as a Barrier to Effective Functioning?

Regardless of Toyota’s well-known and admired organizational culture, it has its own limitations that I would like to discuss. Firstly, it is worth noting, that while cultivating their organizational culture, Toyota is most likely to slow down the innovation process, compared to other companies. Their methodology makes fast strategic decision-making impossible. This can become problematic when we look at other rapidly growing companies like Tesla. Toyota’s organizational culture can sometimes be a slowing factor in the company’s development.
Secondly, I would like to mention the issue of big pressures on Toyota’s employees.
Toyota Motor Corporation sets big expectations towards its employees, in terms of their performance. This way they ensure high quality, but at the same time put enormous amount of pressure on employees, as they try to meet those expectations.
A constant, sometimes unrealistic, performance demands, can cause stress, which in consequence will lead to employee’s burnout, and they might start losing interest in the job. It is also worth the mention, that regardless of Toyota’s encouragement to drop the traditional top-down hierarchy system, many employees hesitate to talk to managers because they are used to respect hierarchy.
Lastly, Toyota is opposed to radical changes. The company’s operations are very stable, and their processes are standardized. This makes them a reliable and trustworthy brand, as customers can expect same quality every time. However, these routines make big changes very difficult, and the company may need them in the future as the economy is rapidly changing and they compete with equally big brands. Their usual slow step-by-step processes might be not enough to keep up with all innovations. This can be a major factor limiting Toyota’s adaptation to industry needs.
In general, the company promotes progress and innovation, however their habits might be slowing it down. The adjustment to current economy pace is much needed if Toyota wants to stay competitive (Deal, Kennedy, 2000).

Impact of Organizational Culture on Toyota’s Performance

Toyota Motor Corporation has based their organizational culture on four main pillars: TPS, meaning Toyota Production system, thinking and planning long-term, respect for employees, and continuous improvement (kaizen). In this part of my report, I aim to explain thoroughly the impact of these characteristics on the company’s performance, both positive and negative.
  Starting with positive sides, the strongest and most visible outcome of Toyota’s
organizational culture is excellent product quality and untouchable brand reputation. Toyota’s cars consistently satisfy customer’s demands, they have a good resale value, and are durable, which earns customer’s trust and loyalty. This all is a result of their commitment to provide quality at every stage of production process. Their employees are not only carefully instructed on Toyota’s standardized procedure, but also are encouraged to detect possible mistakes or even stop the production line if those are spotted. Another positive outcome of their organizational culture is operational efficiency. Toyota’s production culture follows rules like standardized work, minimizing errors, streamline processes, and reducing waste. They also try to eliminate non-value-adding activities to improve productivity. This way they minimize production costs while maintaining quality.  Another positive side is workers who are loyal and highly skilled. Toyota promotes collaboration, teamwork, and stable, long-term employment, by investing in employees’ training, learning, and career development. Lastly, I would like to mention that by practicing kaizen philosophy, they ensure continuous improvement at all stages of production and all levels of employment. This philosophy supports constant development and innovation. That is why, Toyota stands as one of the pioneers in hybrid and electric cars technology (Takeuchi, 2008).
  Moving onto the negative influences of Toyota’s organizational culture. Their approach to decision-making processes can sometimes delay strategic moves. At Toyota, they believe that individuals should not make any decisions without consensus, meaning gathering opinions of others and their agreements. This method definitely reduces conflict, but it also reduces their power in fast-changing industry. Another issue, that Toyota’s organizational culture causes is poor communication in international operations. Regardless of Toyota’s philosophy to engage workers on all levels and all positions, their strong Japanese culture of respsecting hierarchy can become an issue clashing with western cultures. Employees from western countries, working for Toyota Corporation, prefer a direct communication and feedback. This can lead to slower information flow and misunderstandings. Lastly, this type of organizational culture can impact employee’s well-being in a negative way. A constant pressure for perfectionism, high expectations and strict rules can cause stress, burnout, or even reduce creativity.
Summarizing, Toyota’s organizational culture has its positive and negative sides. It has been a central part of their international success, while it presents a numerous challenge. Toyota may need to balance its traditional strengths with more flexibility
(Barney, 1986).

Recommendations for Improvement

I would like to start the list of recommendations with the urgent need for Toyota to speed up decision-making process. Their traditional process based on mutual agreement and all stakeholders’ opinions reduces risk but it also delays implementation of new technologies and solutions. Toyota could design a new fast-track model especially for innovation projects. This will allow them to skip some steps and make a strategic decision faster. That can help the company to adjust to market conditions and adapt new technologies faster so they will stay competitive.
Another valid suggestion for Toyota would be to find a balance between effective and efficient production and creativity. Toyota’s organizational culture is based on stability and standardized procedure to ensure high quality and efficient production. However, this approach can limit employee’s creativity and stop their unconventional ideas. To address this issue, Toyota could provide innovation labs for inside projects to test different ideas and solutions. This would help employees keep an open and creative mind while company will not risk anything. If those ideas prove correct, they can take advantage of them and use it in the production.
Another good idea is to promote multicultural leadership styles and give more autonomy to branches of Toyota in different regions. This practice will strengthen their global image and diversity. They value their Japanese roots and organizational culture based on them but this limits the company on international markets. Promoting diversity and autonomy in topic like product design, marketing, or customer service will help the company to better understand local consumer expectations (Porter,2008).

Conclusion

This report summarizes Toyota’s organizational culture highly rooted in Japanese culture. Their culture focuses on teamwork, kaizen, and long-term thinking. This has helped them build customer’s trust and meet customer’s expectations by constantly providing high quality. I used scientific framework; Schein’s Model, Hofstede Dimensions, and Handy’s Cultural Types, to analyze how Toyota’s organizational culture shapes its operations across the world. However, those strengths can sometimes become challenges. The company’s practices of slow decision-making and respect for hierarchy can delay or limit their possibilities on global market. It also affects Toyota’s ability to adapt and stay competitive in a technology-driven environment.
Toyota should improve in some areas of their operations, while still keeping its core values that made them very successful.
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