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[bookmark: _Toc236510224]Organisational Culture: Individual report
[bookmark: _Toc236510225]Part 1: Organisational culture, structure, decision-making, and cultural frameworks at Toyota
1. [bookmark: _Toc236510226]Introduction and theoretical background
The core of a company's daily operations is its organisational culture. Mullins and Christy (2016) famously define culture as "how things are done around here," containing the common values, unspoken norms, attitudes, and beliefs that influence every facet of an organization. Culture actively influences important business processes, from how managers make decisions and create workplace structures to how employees stay motivated and deal with everyday obstacles. It is by no means a passive background feature. Managing culture is much more important in today's globalised economy. Without sacrificing local flexibility, businesses must integrate diverse international workforces from various national origins into a single, unified operating culture.
One of the biggest and most recognisable automakers in the world, Toyota Motor Corporation, is the subject of this study. Since its founding in Japan in 1937, Toyota has established a solid reputation for dependability, efficiency, and quality throughout the world. The Toyota Production System (TPS) and its corporate philosophy often codified as The Toyota Way are at the core of its operations.
By examining Toyota through the lens of Mullins and Christy's (2016) perspective, Part 1 of this report explores how Toyota’s distinct culture directly influences its structural design and decision-making methods, and diagnoses its core cultural features using three landmark frameworks:
· Schein’s three levels of culture
· Hofstede’s cultural dimensions
· Handy’s cultural types
2. [bookmark: _Toc236510227]Culture’s influence on structure and decision making
2.1 [bookmark: _Toc236510228]Matrix and hybrid structure: balancing global efficiency with local responsiveness
Toyota's organisational structure reflects its core values of teamwork, discipline, and standardisation (Liker, 2004). Toyota had a highly centralised, hierarchical organisational structure that was based on Japanese business customs for many years. However, top-heavy centralised control made it more difficult to adjust to local market demands in North America, Europe, and Asia as globalisation grew more intense.
Toyota changed to a hybrid matrix structure based on product divisions and geographical areas in order to ease this tension (Osono et al., 2008).
· Global consistency: headquarters in Aichi, Japan, maintains control over core philosophy, research and development (R&D), and fundamental quality standards.
· Local empowerment: regional business units are given autonomy over localized vehicle styling, regional marketing, and supply chain adjustments.
Toyota's fundamental cultural principle of striking a balance between local empowerment and global integration is reflected in this structural design. High operational control is made possible by the framework, which respects the realities of the manufacturing floor (Gemba).
2.2 [bookmark: _Toc236510229]Decision making processes: Nemawashi, Ringi, and Genchi Genbutsu
Toyota's decision-making process is very different from the fast-paced, top-down approach typical of many Western businesses. Rather, Toyota employs an established culture strategy based on careful planning, agreement, and firsthand observation (Liker and Hoseus, 2008).
The Three Pillars of Toyota Decision-Making
· Genchi Genbutsu ("Go and See"): rather than depending just on computer reports or second-hand summaries, leaders and engineers are expected to visit the actual workplace (Gemba) to observe facts firsthand. Real-world observations serve as the foundation for decisions. 
· Nemawashi (Consensus Building): decision-makers spend a lot of time informally discussing ideas with all relevant departments prior to submitting any formal proposals. This fosters shared ownership and highlights any concerns early.
· Ringi system (Formal Ratification): a formal document known as a Ringi-sho circulates for final approval signatures once informal alignment (Nemawashi) is achieved.
Key trade-off: while this decision-making process can be slow and time-consuming in its initial stages, it eliminates internal friction later. Implementation happens very quickly when a decision is made because all departments are already completely coordinated and ready to go.
3. [bookmark: _Toc236510230]Application of cultural frameworks
To diagnose Toyota’s organizational culture systematically, we apply three core academic models: Schein’s Model, Hofstede’s Dimensions, and Handy’s Cultural Types.
3.1 [bookmark: _Toc236510231]Schein’s three levels of culture
Edgar Schein (2010) proposed that organizational culture exists at three distinct levels, ranging from highly visible surface features to deeply hidden assumptions.
Level 1: Artifacts (visible structures and behaviours)
According to Schein (2010), artefacts are the concrete expressions of an organization's culture that an observer can see, hear, and experience. At Toyota, these consist of:
· The Andon Cord is a pull-cord or button used on assembly lines that allows any line worker to halt the entire production line if a safety danger or quality flaw is discovered.
· A3 Problem-Solving Sheets: a uniform single-page document format used throughout the organization to clearly define issues, identify underlying causes, and provide solutions.
· Executive management and shop floor employees share open-plan workstations and wear identical business uniforms, which visually reinforce equality and respect for one another.
Level 2: Espoused values (stated goals, strategies, and philosophies)
The official views and operational standards expressed by leadership are represented by espoused ideals (Schein, 2010). These were codified by Toyota into The Toyota Way, which is based on two main pillars (Liker and Hoseus, 2008):
· Continuous improvement (Kaizen): the continuous drive to eliminate waste (Muda), innovate incrementally, and challenge existing standards.
· Respect for people: fostering mutual trust, job security, teamwork, and empowering workers to take ownership of their immediate work environment.
Level 3: Basic underlying assumptions (unconscious, taken for granted beliefs)
At the deepest level are the unconscious assumptions that truly guide employee behaviour (Schein, 2010). At Toyota, these core assumptions include:
· Problems are viewed as learning opportunities rather than failures to be punished.
· No process is ever perfect; continuous incremental improvement is always required.
· Long term survival and quality take precedence over short-term financial gains.
3.2 [bookmark: _Toc236510232]Hofstede’s cultural dimensions
The cultural framework developed by Geert Hofstede (2011) outlines how organisational behaviour is influenced by national values. Japanese national culture has a significant impact on Toyota's business operations globally since the company was founded in Japan and still has its headquarters there (Sosnovskikh, 2016).
· Collectivism vs individualism: toyota's team-based organization is strongly influenced by Japan's high collectivism score. Instead of encouraging individual celebrity, cross-functional teams work together to solve challenges.
· Toyota exhibits a high degree of uncertainty avoidance through strict safety regulations, thorough testing prior to the release of new cars, and careful standard operating procedures.
· Long term orientation: Toyota has long-term goals that go well beyond quarterly profits. The corporation makes significant investments in long-term technology development that will pay off over decades, such as hydrogen fuel cells and hybrid engine designs.
3.3 [bookmark: _Toc236510233]Handy’s cultural types
Charles Handy (1993) identified four main organizational culture types, each symbolized by a distinct structure and dynamic:
· The temple of Apollo's role culture is based on structure, logic, defined roles, and clear protocols.
· Task culture (the lattice of Athena): an ad hoc team-based culture that uses project teams to solve certain issues.
· A single central leader who makes all the choices is the centre of a power culture (also known as The Web of Zeus).
· Individual needs are prioritised over group objectives in person culture (the cluster of Dionysus).
Toyota’s prevailing culture: a dual role task hybrid
Toyota operates predominantly as a role culture stabilized by a strong task culture (Sosnovskikh, 2016):
· The role component: the Toyota Production System's structural foundation is made up of standardised work instructions, precise job descriptions, and systematic quality controls. On the assembly line, each employee is aware of their exact duties.

· The task component: Toyota creates cross-functional task teams using Kaizen circles and A3 problem-solving techniques when issues occur on the manufacturing floor or when new cars are being designed.
Toyota maintains high efficiency while consistently resolving challenging technical issues by striking a balance between the stability of a role culture and the cooperative agility of a task culture.
4. [bookmark: _Toc236510234]Key takeaways from part 1
Culture Drives Systems: Toyota's hybrid matrix structure and consensus-based decision-making techniques are directly dictated by its culture of Kaizen and Respect for People (Nemawashi, Ringi, Genchi Genbutsu).
Deep cultural alignment: using Schein, Hofstede, and Handy to diagnose Toyota reveals how deep presumptions about long-term stability, teamwork, and quality pervade every operational item and management strategy.
[bookmark: _Toc236510235]Part 2: Environmental adaptation, critical assessment, performance, and strategic recommendations
5. [bookmark: _Toc236510236]Leveraging culture for external adaptation
Organisations must constantly react to external market forces, regulatory changes, and unexpected crises since they do not function in a vacuum. Schein (2010) argues that ensuring external adaptation assisting the company in surviving and adapting to its external environment is one of organisational culture's main functions. Toyota uses its cultural DNA, especially the concepts of Genchi Genbutsu (go and see) and Kaizen (continuous improvement), to tackle challenging global issues.
5.1 [bookmark: _Toc236510237]Supply chain resilience and crisis response
Toyota's culture allowed for exceptional operational resilience throughout significant worldwide disruptions, such as the Great East Japan Earthquake in 2011 or the current supply chain bottlenecks during the pandemic (Liker, 2021).
Toyota uses its culture of respect for people and long term cooperation throughout its entire supply ecosystem, in contrast to many rival automakers who maintain distant, hostile relationships with their suppliers (Keiretsu).
· Direct collaboration: Toyota engineers went straight to Tier-1 and Tier-2 supplier facilities (Genchi Genbutsu) to co-develop workaround production plans and re-engineer components when microprocessor shortages affected vehicle manufacture globally.

Knowledge sharing: to ensure long-term supply chain stability, Toyota shares technical expertise and supports important partners rather than abruptly terminating supplier contracts during market downturns.
5.2 [bookmark: _Toc236510238]Navigating the shift toward electric and zero emission vehicles
With the shift from internal combustion engines (ICE) to electric vehicles (EVs) and alternative powertrains, the automobile industry is going through its biggest structural change in a century. Toyota's long-term strategic culture is the foundation of their multi-pathway approach, which involves concurrently developing hybrids, plug-in hybrids, battery electric vehicles (BEVs), and hydrogen fuel cells (Mullins and Christy, 2016).
· Incremental innovation (Kaizen): Toyota used its incremental learning strategy to improve hybrid technology over two decades (starting with the Prius in 1997), laying the groundwork for their present EV architectures, rather than suddenly giving up on traditional production.
· Cautious market adaptation: Toyota's culture places a higher priority on long-term resource efficiency, real-world consumer usage patterns, and battery material limits than on quickly adopting market trends, despite some critics' perception that the company is sluggish to adopt full BEVs (Liker, 2021).
6. [bookmark: _Toc236510239]Critical assessment: is culture an enabler or a barrier?
It is rare for an organization's culture to be entirely positive or entirely bad. When quick, disruptive change is needed, the very cultural characteristics that propel success might become inflexible obstacles, depending on market conditions.
6.1 [bookmark: _Toc236510240]Organisational culture as an enabler
Toyota's culture has served as its greatest competitive advantage for more than 50 years:
· Uncompromising operational quality: if a problem arises, the Andon cord system gives line workers the ability to stop production right away. By establishing accountability at the shop floor level, this decentralisation of quality control keeps product faults incredibly low (Liker, 2004).
· High trust and long term engagement: Toyota employees gain from a history of stable employment and personal growth investments. This encourages employees to submit millions of tiny Kaizen improvement suggestions annually and builds a deep commitment.
· Cost efficiency through waste elimination (Muda): manufacturing costs are kept low without sacrificing construction quality thanks to a group mindset centred on identifying and eliminating non-value-adding operations (Osono et al., 2008).
6.2 [bookmark: _Toc236510241]Organisational culture as a barrier
Despite its strengths, Toyota’s culture can create significant organizational inertia, particularly during rapid industry shifts:
· Consensus induced paralysis (Nemawashi Delay): it takes a long time to reach complete agreement among several divisions. Compared to agile competitors like Tesla or BYD, this thoroughness can lead to delays in the rapid development of software-defined cars.
· Over reliance on hardware proficiency: Toyota's culture was refined in precision assembly and mechanical hardware. A fast-paced, experimental culture is needed to transition to software-defined vehicles, autonomous driving, and connected vehicle services, which sometimes conflicts with Toyota's traditional, zero-defect mentality (Liker, 2021).
· Reluctance to challenge authority: due to cultural deference to headquarters, regional executives in North America and Europe were reluctant to communicate negative news to senior leadership in Japan during the historic safety recall issue in the late 2000s (Liker and Hoseus, 2008).
Synthesis: Toyota's culture can be a structural barrier during revolutionary changes (Barrier) that call for quick top-down pivots, but it also serves as a masterclass in operational execution and evolutionary transformation (Enabler).
7. [bookmark: _Toc236510242]Impact on organisational performance and strategic recommendations
7.1 [bookmark: _Toc236510243]Impact on organisational performance
Financial performance and operational KPIs are directly impacted by organisational culture (Mullins and Christy, 2016). Clear, quantifiable performance objectives are produced by Toyota's cultural framework in a number of important areas:
· Financial metrics: thanks to the Toyota Production System's waste-reduction effectiveness, Toyota routinely produces operational profit margins that top the industry among high-volume automakers.
· Quality and brand equity: as a direct outcome of the zero-defect culture on the factory floor, brands like Toyota and Lexus consistently rank highly in independent quality and reliability rankings (e.g., J.D. Power Initial Quality and Dependability Studies).
· Safety and productivity: standardised work practices reduce workplace accidents while preserving the fastest possible car assembly times.
7.1.1 [bookmark: _Toc236510244]Extended performance impact: ESG metrics, talent retention, and safety culture
Beyond traditional financial outputs and manufacturing yields, Toyota’s cultural framework exerts a powerful influence on its broader corporate sustainability and Human Resource (HR) performance metrics:
· ESG and environmental performance: the core idea of Muda, or getting rid of waste, goes well beyond the manufacturing floor to include environmental care. Scrap metal, excessive water use, and energy inefficiency are all viewed as operational failures in Toyota's culture. Toyota maintains ISO 14001 certifications across all major production plants worldwide, leads industry efforts in closed-loop material recycling, and routinely obtains top-tier environmental performance rankings among global vehicle manufacturers.
· Employee engagement and turnover: based on the Respect for People pillar, Toyota's North American and European facilities have much lower employee turnover rates than the average for the automotive sector. Toyota cultivates a strong sense of psychological safety and organisational loyalty by placing a higher priority on long-term employment security, cross-training, and internal promotion than on numerous layoffs during market downturns.
· Safety metrics (Anzen First): both quality and volume are subordinated to safety (Anzen) in Toyota's hierarchy of operational priorities. Line workers are empowered by the shop-floor culture to pull the Andon cord for ergonomic and physical safety issues in addition to quality flaws. Lost-time injury rates (LTIR) are routinely far lower than national manufacturing benchmarks in all parts of the world because of this proactive safety reporting culture.
7.2 [bookmark: _Toc236510245]Theory in formed strategic recommendations
Toyota needs to change its culture without undermining its core competencies to stay competitive in a time of fast electrification, autonomous driving, and software integration. Here are three recommendations based on organisational theory and supported by data.
Recommendation 1: create dedicated agile digital/software units
· Theoretical framework: ambidextrous organisational design and Handy's Task culture (Tushman and O'Reilly, 1996).
· Action: Toyota should separate the schedules for car hardware from software development (such as infotainment, autonomous software, and over-the-air updates). Toyota is able to rapidly iterate software without being constrained by hardware sign-off dates by forming independent, cross-functional teams with a Task Culture.
· Expected result: quicker software feature delivery, enabling Toyota to directly compete with software-first EV producers.
Recommendation 2: introduce a fast-Track Nemawashi protocol for digital innovation
· Theoretical framework: Kotter's 8-Step Change Model (Kotter, 2012) and Schein's Model (Adapting Artefacts & Values).
· Action: create a fast-track decision-making process for digital services and market trials while maintaining the traditional consensus-building process (Nemawashi) for hardware engineering and core manufacturing safety.
· Expected result: cuts non-safety-critical innovation decision cycle durations from months to weeks, striking a balance between operational rigour and market speed.
Recommendation 3: foster psychological safety across global hierarchy
· Theoretical framework: Hofstede's Power Distance Reduction and Edmondson's Psychological Safety (1999).
· Action: without worrying about cultural conflict or executive resistance, global regional managers should be aggressively encouraged by executive leadership to voice new risks and opposing opinions at an early stage.
· Anticipated result: ensures that global market challenges are promptly addressed by preventing communication delays between Japanese headquarters and overseas operations.
8. [bookmark: _Toc236510246]Conclusion
Mullins and Christy's (2016) claim that culture permeates every aspect of an organization is powerfully demonstrated by Toyota Motor Corporation. Its deeply ingrained philosophy, which is characterised by direct observation (Genchi Genbutsu), team-based consensus (Nemawashi), and continuous improvement (Kaizen), has produced one of the most effective, quality-driven production systems in industrial history
Toyota succeeds by fusing the stability of a role culture with the cooperative problem-solving of a task culture, which is bolstered by high uncertainty avoidance and long-term strategic thinking, according to cultural frameworks. This mindset can cause friction when quick, drastic change is required in the digital and software realms, even while it offers unparalleled manufacturing efficiency and resilience during physical supply chain breakdowns. Toyota can confidently navigate the future of mobility while maintaining its world-class manufacturing legacy by implementing targeted structural changes, optimising software innovation decision paths, and promoting open global communication.
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