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                Toyota

1.Introduction
Organisational culture is one of the most important factors influencing how a business operates and achieves success. It shapes the way employees communicate, work together and make decisions, while also influencing leadership, innovation and organisational performance. A positive organisational culture can improve employee motivation, increase productivity and help organisations adapt to changes in an increasingly competitive business environment. As businesses continue to expand globally, developing a strong organisational culture has become essential for achieving long-term success and maintaining a competitive advantage.
Understanding organisational culture is important because it helps explain why some organisations perform better than others. A strong culture can encourage teamwork, improve employee commitment and support innovation, while a weak culture may create communication problems, resistance to change and lower organisational performance. For this reason, many successful organisations invest significant time and resources in developing and maintaining a positive organisational culture.
This report focuses on Toyota Motor Corporation, one of the world’s leading automotive manufacturers. Toyota was selected for this analysis because it is recognised worldwide for its strong organisational culture, commitment to quality and philosophy of continuous improvement, known as Kaizen. Over many years, these values have helped the company build a reputation for reliability, efficiency and innovation while maintaining a leading position within the global automotive industry.
The aim of this report is to critically analyse Toyota’s organisational culture and evaluate how it influences the company’s organisational structure, decision-making processes and overall business performance. To support this analysis, the report applies recognised organisational culture theories, including Schein’s Three Levels of Culture, Hofstede’s Cultural Dimensions and Handy’s Cultural Types. The report also examines how Toyota’s culture helps the company respond to changes in the external environment and provides evidence-based recommendations to support future organisational development and long-term business success. (Mullins and Christy,2016)
2. Company Background
Toyota Motor Corporation is one of the world’s best-known automobile manufacturers and has built a strong reputation for producing reliable, high-quality vehicles. The company was founded in 1937 by Kiichiro Toyoda in Japan and has grown into a global business with operations in more than 170 countries and regions. Today, Toyota manufactures a wide range of vehicles, including petrol, hybrid and electric models, serving millions of customers worldwide.
The company’s success is not only the result of advanced technology but also of its strong organisational culture. Toyota believes that long-term success comes from continuously improving the way people work while respecting employees, customers and business partners. These values are reflected in the company’s daily activities and have become an important part of its identity.
One of Toyota’s most recognised business approaches is the Toyota Production System (TPS). This system focuses on improving quality, reducing waste and solving problems as early as possible. Employees are encouraged to share ideas, identify problems and suggest better ways of working. As a result, continuous improvement becomes part of everyday work rather than an occasional activity.
Toyota has also invested heavily in innovation by developing hybrid and electric vehicles to meet changing customer expectations and environmental challenges. At the same time, the company continues to maintain high standards of quality and customer satisfaction, which have helped strengthen its position in the global automotive market.
Toyota was selected for this report because its organisational culture is closely linked to the way the company operates and achieves success. This makes it an excellent organisation for analysing how culture influences organisational structure, decision-making and overall business performance.(Toyota Motor Corporation,2024)
3. Organisational Culture at Toyota
Organisational culture is a key factor behind Toyota’s long-term success. It influences how employees work, communicate and solve problems daily. Rather than focusing only on financial results, Toyota encourages employees to work together, learn from mistakes and continuously improve the way they perform their jobs. This approach has helped the company build a strong reputation for quality, reliability and innovation.
One of the main values that shapes Toyota’s culture is Kaizen, which means continuous improvement. Employees are encouraged to look for small improvements every day instead of waiting for major changes. Managers support this process by listening to employees’ ideas and encouraging teamwork. This creates a working environment where everyone feels responsible for improving products, services and business processes.
Another important value is respect for people. Toyota believes that employees are one of its greatest strengths. The company invests in training and development, encourages open communication and values cooperation between different departments. Employees are expected to share knowledge, support each other and work towards common organisational goals.
Toyota’s culture also places a strong emphasis on quality. Employees are encouraged to identify problems as soon as they appear and to find effective solutions before they affect customers. This focus on quality has helped Toyota maintain customer trust and remain competitive in the global automotive industry.
In recent years, Toyota has continued to adapt its organisational culture to meet new challenges, including technological innovation, environmental sustainability and the growing demand for hybrid and electric vehicles. While the company continues to follow its traditional values, it also recognises the importance of change and innovation in maintaining long-term success.
Overall, Toyota’s organisational culture creates a working environment that supports teamwork, continuous learning, high-quality standards and employee involvement. These cultural values have played an important role in the company’s global success and provide a strong foundation for the organisational culture theories discussed in the following sections.(Liker,2021)
4. Schein’s Three Levels of Organisational Culture
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Edgar Schein is one of the most influential researchers in the field of organisational culture. He developed a model that explains organisational culture through three levels: artefacts, espoused values and basic underlying assumptions. According to Schein, understanding these three levels helps explain how an organisation operates and why employees behave in certain ways. This model is widely used because it looks beyond what can be seen on the surface and explores the beliefs and values that shape an organisation’s culture (Schein, 2017).
The first level of Schein’s model is artefacts, which are the visible aspects of an organisation. At Toyota, these include the Toyota Production System (TPS), standardised working practices, teamwork, employee training and the company’s strong focus on quality. Visitors to a Toyota factory can observe employees working together, following clear procedures and continuously looking for ways to improve efficiency. These visible practices reflect the company’s commitment to continuous improvement.
The second level is espoused values, which are the principles and beliefs that guide the organisation. Toyota’s most important values are continuous improvement (Kaizen) and respect for people. Employees are encouraged to share ideas, work as a team and learn from mistakes instead of blaming others. These values help create a positive working environment where everyone contributes to improving products and processes.
The final level is basic underlying assumptions. These are the beliefs that employees often accept without questioning because they have become part of the organisation’s everyday culture. At Toyota, there is a strong belief that quality is everyone’s responsibility and that every employee can contribute to improving the organisation. Another important assumption is that solving problems early prevents bigger problems in the future.
Overall, Schein’s model helps explain why Toyota has developed such a strong organisational culture. The company’s visible practices, shared values and underlying beliefs work together to support high-quality performance, employee involvement and long-term success. However, maintaining such a strong culture may also make organisational change slower, as employees often prefer to follow well-established ways of working.
5. Hofstede’s Cultural Dimensions
Geert Hofstede developed one of the most widely used models for understanding how national culture influences organisations. His Cultural Dimensions Theory explains that people’s values, attitudes and behaviour at work are often shaped by the culture of the country in which they were raised (Hofstede, Hofstede and Minkov, 2010). This theory helps explain many of Toyota’s management practices because the company was founded in Japan, where cultural values continue to influence the way employees work and make decisions.
One of the most important dimensions for Toyota is collectivism. Japanese culture places a strong emphasis on teamwork rather than individual success. At Toyota, employees are encouraged to cooperate, share knowledge and support one another to achieve common goals. Team performance is often considered more important than individual recognition, helping to create trust and strong working relationships.
Another important dimension is high uncertainty avoidance. Toyota reduces uncertainty by using clear procedures, careful planning and standardised working methods. Employees receive training and are expected to follow established processes while also looking for opportunities to improve them. This approach helps maintain high standards of quality and reduces the risk of mistakes.
Toyota also reflects Japan’s long-term orientation. Instead of focusing only on short-term profits, the company invests in employee development, innovation and sustainable growth. This long-term approach can be seen in Toyota’s commitment to hybrid and electric vehicle technology, as well as its continuous investment in research and development.
Although Hofstede’s model explains many aspects of Toyota’s culture, it also has some limitations. Toyota now operates in many countries with employees from different cultural backgrounds. As a result, the organisation cannot rely only on Japanese cultural values. The company must also adapt its management practices to local cultures while maintaining its core organisational values.
Overall, Hofstede’s theory helps explain how Japanese cultural values have influenced Toyota’s organisational culture. At the same time, Toyota’s global success shows that combining national culture with flexibility and adaptation is essential for operating successfully in international markets.
6. Handy’s Cultural Types
Charles Handy suggested that organisations can be understood through four main types of organisational culture: Power Culture, Role Culture, Task Culture and Person Culture (Handy, 1999). Each type has different characteristics that influence the way employees work, how decisions are made and how organisations achieve their goals. Although Toyota shows elements of more than one cultural type, its organisational culture is most closely linked to Task Culture and Role Culture.
Toyota’s Task Culture can be seen in the way employees work together to solve problems and improve performance. Teamwork is an important part of daily operations, and employees are encouraged to share ideas and take part in continuous improvement activities. Rather than depending on one individual, Toyota believes that better results are achieved when people work together and use their different skills and experience.
At the same time, Toyota also demonstrates characteristics of Role Culture. Employees have clearly defined responsibilities and follow established procedures to maintain high standards of quality and safety. Clear roles help the company operate efficiently and ensure that products are manufactured consistently across its global operations.
However, Toyota is not completely limited to one type of organisational culture. The company combines teamwork, clear organisational structures and continuous improvement to create a balanced working environment. This flexibility allows Toyota to maintain high-quality standards while also encouraging innovation and employee involvement.
Overall, Handy’s theory helps explain why Toyota has been able to achieve long-term success. By combining elements of Task Culture and Role Culture, the company creates an environment where employees understand their responsibilities while also working together to improve products, processes and organisational performance.(Handy,1999)
7. The Impact of Organisational Culture on Structure and Decision-Making
Toyota’s organisational culture has a significant influence on the way the company is structured and how decisions are made. The company’s values of continuous improvement, teamwork and respect for people are reflected in its management style and daily operations. Rather than relying only on senior managers, Toyota encourages employees at different levels to contribute ideas and participate in solving problems. This approach creates a culture where everyone feels responsible for improving the organisation.
Toyota has a clear organisational structure with defined roles and responsibilities. Employees understand what is expected of them, but they are also encouraged to work closely with colleagues from different departments. This balance between structure and teamwork helps the company maintain high standards of quality while allowing employees to share knowledge and improve working practices.
Decision-making at Toyota is often based on consultation and cooperation. Managers usually collect information, listen to employees and consider different opinions before making important decisions. This process may take more time than a traditional top-down approach, but it often leads to better decisions because they are based on experience, evidence and teamwork. Employees are also more likely to support decisions when they have had the opportunity to contribute to the discussion.
Toyota’s organisational culture also encourages continuous learning. When problems occur, the focus is on identifying the root cause rather than blaming individuals. Employees are encouraged to learn from mistakes and use these experiences to improve future performance. This approach helps create a positive working environment where employees feel confident sharing ideas and suggesting improvements.
Although Toyota’s culture offers many advantages, it also presents some challenges. Reaching agreement through discussion can slow down decision-making, particularly in a fast-changing global market. In addition, maintaining the same organisational culture across many countries can be difficult because employees come from different cultural backgrounds and may have different expectations about leadership and communication.
Overall, Toyota’s organisational culture has played an important role in building an effective organisational structure and supporting high-quality decision-making. By combining clear responsibilities with teamwork, employee involvement and continuous improvement, the company has created a culture that supports long-term success while remaining flexible enough to respond to new business challenges.(Mullins and Christy,2016)

8.PESTLE Analysis
The PESTLE analysis shows that Toyota operates in a changing global environment. The company uses innovation, continuous improvement and strong organizational values to respond to these external challenges.(Toyota Motor Corporation,2024)
FACTOR                                                        IMPACT ON TOYOTA
	POLITICAL
	Environmental regulation and trade policies

	ECONOMIC
	Inflation, exchange rates and customer spending 

	SOCIAL
	Demand for safer and greener vehicles

	TEHNOLOGICAL
	Electric vehicles, AI and greener vehicles

	LEGAL
	Employments, safety and environmental laws

	ENVIRONMENTAL
	Sustainability and carbon emission reduction




9. Recommendations
Although Toyota has developed a strong organisational culture that has supported its long-term success, there are still opportunities for improvement. As the company continues to grow internationally, it must ensure that its organisational culture remains effective across different countries and cultures.
One recommendation is for Toyota to continue investing in employee training and development. Providing regular training programmes can help employees develop new skills, improve communication and adapt more quickly to technological changes within the automotive industry.
Toyota should also encourage greater diversity in leadership and decision-making. As a global organisation, the company employs people from many different cultural backgrounds. Involving employees with different experiences and perspectives can improve creativity, support innovation and help Toyota respond more effectively to changing customer needs.
Another recommendation is to increase the use of digital technologies to improve communication and collaboration between teams operating in different countries. Better communication can help employees share knowledge more quickly, solve problems efficiently and maintain Toyota’s culture of continuous improvement.
Finally, Toyota should continue promoting its values of Kaizen and respect for people while remaining open to change. Maintaining traditional organisational values is important, but the company must also remain flexible enough to respond to future business challenges, technological developments and environmental expectations.
By continuing to invest in its employees, encouraging diversity and embracing innovation, Toyota will be better positioned to maintain its competitive advantage and achieve long-term organisational success.(Dombroweski and Mielke,2013)
10. Conclusion
This report has examined the organisational culture of Toyota Motor Corporation and evaluated its influence on the company’s structure, decision-making processes and overall business performance. The analysis has shown that Toyota’s success is strongly connected to its organisational culture, which is built on continuous improvement, respect for people and a long-term approach to business.
The application of Schein’s Three Levels of Culture, Hofstede’s Cultural Dimensions and Handy’s Cultural Types has provided a deeper understanding of how Toyota’s values influence employee behaviour and organisational practices. These theories demonstrate that Toyota has created a culture that encourages teamwork, learning, innovation and high-quality standards while supporting employees in achieving common organisational goals.
The report has also shown that Toyota’s organisational culture provides many advantages, including improved employee engagement, better decision-making and strong organisational performance. However, the analysis has identified some challenges, particularly the need to adapt to different cultures and respond quickly to changes in the global business environment.
Overall, Toyota demonstrates that a strong organisational culture can become a valuable competitive advantage when it is supported by effective leadership, employee involvement and continuous improvement. By maintaining its core values while embracing innovation and diversity, Toyota is well positioned to achieve sustainable growth and long-term success in the future.(Handy,1999)
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