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1. Introduction 
Organisational culture is basically the shared values, beliefs and ways of doing things that shape how people behave in a company (Schein, 2010) (Mullins and Christy 2016). It influences everything from how decisions are made to how employees interact with each other, also, how motivated employees feel at work (Robbins and Judge, 2017). In today’s global business environment, culture has become even more important because organisations are dealing with diverse teams, fast changing markets, and increasing competition (Hofstede, 2001) (Alvesson, 2013).
Toyota motor corporation is a good example of a company where organisational culture plays a major role in its success. The company. Is well known for its strong focus on efficiency, quality, and continuous improvement. These values are deeply embedded into what is known as the “Toyota Way”, which guides how employees think and act at all levels of the organisation (Liker, 2004).
This report will critically evaluate how organisational culture influences Toyota’s structure and decision making processes. It will use models such as Schein’s model of organisational culture, Hofstede’s Cultural Dimensions, and Handy’s Cultural Types to explain the company’s culture. The report will also analyse how Toyota uses its culture to deal with external challenges, assess whether the culture acts as a strength or weakness, and evaluate its impact on performance. Finally, some recommendations will be made for improvement. 
2. Understanding Toyota’s Organisational Culture 
Toyota’s organisational culture is built around the idea of continuous improvement and respect for people, which form the foundation of the Toyota Way and guide how employees behave across the organisation (liker, 2004), (Toyota, 2023).
2.1 Schein’s Model of Organisational Culture
Schein (2010) explains that organisational culture exists at three levels: artifacts, espoused values, and underlying assumptions. 
At the artifact level, Toyota’s culture can be seen through its production systems, structured processes, and visual management tools. For example, the use of lean manufacturing and just in time systems shows the company’s focus on efficiency and waste reduction. 
At the espoused values level, Toyota promotes teamwork, quality, continuous improvement, and long term thinking. These values are communicated clearly to employees and are part of training and development programmes.
At the underlying assumptions level, employees at Toyota generally believe that improvement is always possible and that everyone has a responsibility to contribute to organisational success. This creates a strong sense of ownership and accountability.
The fact that these three levels are aligned shows that Toyota has a strong and consistent culture, which is often linked to high organisational performance (Denison,1990).
2.2 Hofstede’s Cultural Dimensions
Hofstede’s model helps explain how national culture influences organisational behaviour (Hofstede, 2001). Toyota, being a Japanese company, reflects several key characteristics:
· Collectivism: Employees work as a part of a team rather than focusing on individual success.
· High uncertainty avoidance: There is a strong focus on rules, processes, and quality control to reduce risk.
· Long term orientation: Toyota focuses on long term success rather than short term profits.
These cultural traits have helped Toyota build a stable and efficient organisation, but they can also make it harder to adapt quickly to change.
2.3 Handy’s Cultural Types
Handy (1993) identified four types of organisational culture, power, role, task, and person culture.
Toyota mainly shows elements of:
· Role culture, because of its structured processes and clear responsibilities
· Task culture, because of its focus on teamwork and problem solving 
This combination allows Toyota to maintain control while also encouraging innovation.
3. Influence of culture on structure and decision making 
Toyota’s culture has a strong impact on how the company is structured and how decisions are made.
3.1 Organisational Structure
Toyota uses a hierarchical structure for its organisation, however, it also incorporates flexibility through employee involvement and empowerment. This reflects the idea that organisational structure is often influenced by underlying cultural values (Mullins and Christy, 2016). In Toyota’s case, the emphasis on team work and continuous improvement encourages cross functional collaboration and shared responsibility. According to Schein (2010), alignment between culture and structure is essential for organisational effectiveness. Furthermore, Dennison (1990), argues that organisations with strong cultural alignment tend to achieve higher levels of performance, which can be seen in Toyotas operational success.
3.2 Decision Making Process
Toyota uses a consensus -based approach to decision making, often referred to as ringi system. This approach reflects collectivist cultural values, where group agreement is prioritised over individual authority (Hofstede, 2001). While this method improves the quality and acceptance of decisions, it can also slow down organisational responsiveness (Robbins and Judge, 2017). According to Trompenaars and Hampden-Turner (2012), such differences in decision making styles can create challenges in global organisations where faster, more individualistic approaches may be expected.
This approach has several advantages:
· Better quality decisions 
· Increased employee involvement 
· Stronger commitment to outcomes
However, it also has disadvantages. For example, it can take longer to make decisions, which can be a problem in fast moving industries (Robbins and Judge,2017).

4. Culture and Adaption to External Environment
Toyota has been able to use its organisational culture as a key tool to respond to external pressures such as increasing global competition, rapid technological advancements, and growing environmental concerns. In today’s business environment, companies are expected to be both efficient and adaptable, and Toyota’s culture has played an important role in helping it achieve this balance.
One of the main ways Toyota adapts to external challenges is through its strong focus on continuous improvement. This approach encourages employees at all levels to constantly look for ways to improve processes, reduce waste, and increase efficiency. As a result, Toyota has been able to maintain a competitive advantage in the global automotive industry, particularly through the development of the Toyota Production System, which is widely recognised as one of the most effective operational models (Liker, 2004). This system allows Toyota to respond to changes in demand more efficiently than many of its competitors.
In addition to efficiency, Toyota’s culture also supports long term strategic thinking, which has helped the company adapt to environmental and technological changes. For example, Toyota was one of the first major car manufacturers to invest heavily in hybrid technology, leading to the development of vehicles such as the prius. This reflects the company’s long term orientation and its willingness to invest in sustainable solutions, even before they became widely demanded. By aligning its cultural values with environmental trends, Toyota has been able to strengthen its position in the market and improve its brand reputation (Porter, 1985).
However, while Toyota’s has supported adaption in many areas, it has also created some challenges. The company’s emphasis on stability, standardisation, and consensus decision making can make it more difficult to respond quickly to sudden changes in the external environment. In fast moving industries where innovation and speed are critical, this can put Toyota at a disadvantage compared to more flexible competitors. This highlights the idea that strong organisational cultures, while beneficial for consistency, can sometimes limit adaptability if they are too rigid (Alvesson, 2013).
This focus on continuous improvement allows Toyota to respond effectively to external challenges, as the company encourages ongoing learning and process improvement at all levels (Toyota, 2023).


4.1 Lean Production System
One of the most important ways Toyota has adapted to external pressures is through its Lean Production System, also known as the Toyota Production System. This system is closely linked to the company’s organisational culture, particularly its focus on continuous improvement and efficiency. Rather than being just a set of technical processes, TPS reflects deeper cultural values about eliminating waste, improving quality and making work more effective over time.
The main idea behind lean production is to reduce waste in all areas of the business, including time, materials and labour. Toyota identifies several types of waste like overproduction, waiting time and unnecessary movement, the company actively works to eliminate them. This approach allows the company to operate more efficiently and keep costs low, which is very important in today highly competitive global market. By focussing efficiency, Toyota is able to respond more effectively to changes in customer demand and market conditions.
4.2 Innovation and Sustainability
Toyota’s long term focus has helped it invest in sustainable technologies, such as hybrid vehicles like the Prius. This shows how organisational culture can influence strategic decisions and help companies adapt to environment pressures.
4.3 Global Expansion Challenges
As Toyota has expanded globally, it has faced challenges in applying its Japanese culture in different countries. Differences in communication styles and management expectations can create difficulties, especially in western markets (Trompenaars and Hampden-Turner, 2012).
5. Culture as an Enabler or Barrier
Toyota’s organisational culture can be seen as both major strength and, in some situations, known for its limitations. Showing that culture is not always purely positive or negative, but can have a different effect depending on the context an how well it aligns with organisational goals (Alvesson, 2013).
Toyota’s culture acts as a strong enabler of organisational success. The company’s focus on continuous improvement encourages employees at all levels to actively look for ways to improve processes and solve problems, which supports ongoing learning and development (Liker, 2004). This creates a working environment where learning and development are ongoing, rather than something that only happens occasionally. As a result, Toyota has been able to maintain high levels of efficiency and consistently produce high quality products. Team work and shared responsibility also plays an important role in strengthened collaboration and improving decision making which is often associated with higher organisational effectiveness (Dennison, 1990).
Longterm orientation is another key strength of Toyota’s culture. Rather than focussing on only short term results, the company invests in sustainable growth and future innovation. This supports strategic stability and helps maintain a competitive advantage over time (Porter, 1985). It also reflects the importance of aligning organisational culture with long term business objectives (Mullins and Christy, 2016).
Despite these strength Toyota’s culture can also act as a barrier. One of Toyota’s main challenges is the reliance of consensus based decision making, which can slow down the process and reduce responsiveness in fast moving environments (Robbins and Judge, 2017). Although this approach has improved decision quality alongside employee involvement, it may limit Toyota’s ability to react quickly to external changes.
The company’s strong focus on structure, standardisation, and risk avoidance can restrict creativity and innovation. Employees could be less willing to challenge existing practices or take risks, which could be a disadvantage in industries driven by rapid technological change (Cameron and Quinn, 2011). Supporting the argument that strong organisational cultures, whilst beneficial for consistency, can sometimes limit flexibility and adaptability (Alevesson, 2013).
Embedded cultural values can create resistance to change, making it more difficult for organisations to adapt to new environments or adopt new strategies. This is particularly important for global companies like Toyota, who must respond to diverse market conditions and evolving customer demands (Trompenaars and Hampden-Turner, 2012). 
While Toyota’s culture promotes continuous improvement and employee involvement, these values are deeply embedded in the organisation’s core philosophy and influence everyday behaviour (Toyota, 2023).
5.1Culture as an Enabler
Toyota’s culture has been a major factor in its success, because it has encouraged 
· Continuous improvement
· High quality production
· Strong team work 
· Employee engagement
These factors contribute to better performance and customer satisfaction (Kotter and Heskett, 1992).
5.2 Culture as a Barrier
At the same time, Toyota’s culture can create some challenges. 
For example: 
· Decision making can be slow
· Employees may avoid taking risks
· There may be resistance to change
Highlighting issues from one of the most significant challenges faced by Toyota, was the large scale vehicle recall crisis in 2009 and 2010. During this time, millions of vehicles were recalled worldwide due to issues related to unintended acceleration and safety concerns. This situation attracted widespread media attention, raising serious concerns and questions about the company’s quality control and responsiveness. Considering Toyota’s strong reputation on reliability, the crisis had a noticeable negative impact on customer trust and brand imaging.

6. Impact of Culture on Organisational Performance
Toyota’s organisational culture has had a significant impact on its performance, particularly in terms of efficiency, quality, and long term success. The company has a strong focus on continuous improvement and standardised processes which has allowed it to achieve high levels of productivity while maintaining consistent product quality. This is closely linked to the idea that a strong and well aligned organisational culture can improve effectiveness and operational performance (Denison, 1990).as a result Toyota has developed a strong global reputation for reliability and efficiency, which has contributed to its long term profitability and market position.
Additionally, Toyota’s emphasis on team work and employee involvement has had a positive effect on performance. encouraging employees to contribute ideas and take responsibility for improvements the organisation benefits from better engagement and problem solving. Supporting the argument that cultures which promote participation and shared values tend to achieve higher levels of organisational success (Mullins and Christy, 2016). Toyotas long term orientation has allowed it to invest in innovation and sustainability, helping the company remain competitive in a changing industry (Porter, 1985).
But the impact of organisational culture is not entirely positive. Although Toyota’s structured and process driven approach ensures consistency, it also could reduce flexibility and slow down responses to sudden challenges. Such as decision making processes that rely heavily on consensus may delay action in situations where speed is critical (Robbins and Judge, 2017). This can affect the organisation’s ability to respond effectively to external pressures, particularly in fast moving and highly competitive markets. 
A strong organisational culture can sometimes create resistance to change, which may limit innovation and adaptability. As industries become more driven by technological advancements, companies must be able to respond quickly and take risks. However, in Toyota’s case its traditional focus on stability and risk avoidance may make it more difficult to compete with newer and more agile competitors. Supporting the view that while strong cultures can enhance performance, they may also act as a constraint if they are not regularly adapted to changing conditions (Cameron and Quinn, 201).

Positive impacts include:
· Strong global reputation
· High levels of efficiency
· Consistent product quality
· Long term profitability
Negative impacts include:
· Slower response to crisis
· Difficulty adapting to rapid innovation
Overall, Toyota’s culture has been more of a strength than a weakness, but it still needs to evolve.
7.Recommendations 
Toyota should aim to improve the speed of its decision making processes by reducing excessive reliance on consensus in urgent situations. This aligns with Robbins and Judge (2017), who argue that organisations must balance participation with efficiency. In addition, the company should encourage greater innovation and risk taking, particularly in response to increasing competition from technologically advanced firms. Cameron and Quinn (2011) suggest that adaptive cultures are more successful in dynamic environments. Furthermore, Toyota should enhance its ability to operate across different cultural contexts by adopting more flexible management practices, as recommended by Trompenaars and Hampden-Turner (2012). Finally, improving crisis management systems would allow the organisation to respond more effectively to unexpected challenges, supporting long term organisational performance (Kotter and Heskett, 1992).
8. Conclusion
In conclusion, this report has shown that organisational culture plays a major role in shaping how Toyota operates, particularly in relation to its structure, decision making processes, and overall performance. The analysis demonstrated that Toyota’s culture is strongly built around continuous improvement and respect for people, which are reflected in its everyday operations, team work and approach to problem solving.
This this report also explored how Toyota’s organisational culture can be understood using different theoretical models, highlighting that its culture is deeply embedded and consistent across all levels of the organisation. This strong culture has influenced the company’s hierarchical but flexible structure, and its consensus based decision making approach, where employees are encouraged to contribute ideas and take part in improving processes.
In addition, the report examined how Toyota uses its culture to respond to external challenges such as global competition, technological change, and environmental pressures. While its culture has supported efficiency, innovation, and long term success, it has also been shown to create some limitations, particularly in terms of slower decision making and reduced flexibility in fast changing situations.
Overall, the report has demonstrated that Toyota’s organisational culture acts as both an enabler and a potential barrier to performance. While it has been a key factor in the company’s global success, there is clear need for greater adaptability to meet the demands of a rapidly evolving business environment. The recommendations provided aim to address these challenges by improving decision making speed, encouraging innovation, and enhancing global cultural flexibility. 
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