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It is widely recognised that the culture of an organisations can play a pivotal role in shaping the way in which it functions and makes decisions by impacting how it responds to both internal and external challenges (Cocozza, 2023). Culture can be defined as the shared values, beliefs and assumptions that influence how employees behave and collaborate within the workplace (Alvesson, 2014). Mullins further emphasizes this as they recognise the significant influence of culture on organisational processes such as decision making, group behaviour, motivation and management control (Mullens and Christy 2016). 

In recent years, globalization has meant that organizational culture has become ever more essential due to increasingly complex and competitive environments, driven by rapid technological advances, global competition and increasingly diverse workforces (Deal and Prince, 2018). As organisations expand across an international business climate, they must ensure that employees across different cultural backgrounds are able to work together effectively, whilst also maintaining a coherent organizational identity (Bartosik-Purgat and Guzek, 2024). This is particularly important as globalization presents challenges such as managing increasing cultural diversity, overcoming communication barriers and addressing cultural misunderstandings that can affect organisational effectiveness and overall performance. (Gross-Golacka and Martyniuk 2024; Presbitero et al.,2025). Therefore, understanding how organisational culture influences organisational effectiveness is essential for both managers and researchers.
‌The automotive industry provides a useful case study for examining the impact that an organisations culture can have on its performance, due to its global scale and competitive nature. High levels of competition within this require organisations to be continuously innovative, continue to maintain high quality standards and to respond rapidly to evr changing consumer demands (Vasumathi, Vasudevan, Razak, and Mohammad, 2025). Toyota operates on a global scale, selling vehicles in over 170 countries and employing approximately 370,000 people worldwide (Toyota EU 2024). This therefore provides a strong example to examine how organisational culture can influence performance across complex and globally dispersed operations. Toyota’s culture is strongly shaped by the principles of the ‘Toyota Way’ and the ‘Toyota Production System’, which emphasise continuous improvement, teamwork and respect for people (Zimba, 2022). These principles aim to influence the behaviour of employees and also the company’s organisational structure and decision‑making processes (Schneider and Barbera, 2014).
This report critically examines the role of organisational culture within Toyota through evaluating how organisational culture influences the company’s structure and decision‑making processes. Through applying key theoretical frameworks such as Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions and Handy’s Cultural Types it aims to identify and analyse the characteristics of Toyota’s culture. The report also explores how Toyota leverages its culture to respond to external environmental influences and explores whether Toyota’s organisational culture functions primarily as a barrier or an enabler to organisational effectiveness. Finally, the report assesses the impact of culture on the organisation’s performance and proposes evidence‑based recommendations for improvement.

[bookmark: _Toc227532907]2. INFLUENCE OF ORGANISATIONAL CULTURE ON STRUCTURE AND DECISION-MAKING


[bookmark: _Toc194157741][bookmark: _Toc194660811]Organisational culture can influence how organisations interpret problems within the company as it shows how they allocate authority and how they coordinate activities (Schein and Schein, 2017). This is supported by recent research such as Abou-Moghli’s study which examined how organisational culture can influence strategic decision-making, as it found that elements such as consistency, adaptability and employee involvement significantly affected decision processes (Abou-Moghli 2024). Furthermore, research by Lou found that supportive cultures encouraged greater involvement in decision-making and innovation (Luo et al., 2024). Collectively, these findings highlight the significant role of organisational culture, reinforcing its importance as a key determinant of organisational performance.

Using Toyota as a case study, it gives a particularly strong example of the way organisational culture and organisational structure can interact with each other. The ‘Toyota Way’ is a management philosophy which guides how the company operates and is based on two key principles of continuous improvement and respect for people (Toyota-global.com 2025). These values shape employee behaviour and underpin organisational structures which influence how authority and responsibility are distributed across the organization (Toyota-global.com 2025). 

Unlike organisations that have traditional hierarchical systems where decision‑making is permitted only at senior management levels, Toyota encourages employees across multiple levels to contribute to ideas and also participate in problem solving (Zimba, 2022). This approach reflects an organisational structure where teams are responsible for monitoring performance, identifying inefficiencies or challenges and implementing improvements together. Participation in this manner aims to support organisational learning and increases employee engagement (Mullins and McLean, 2019).

One of the most distinctive features of Toyota’s decision‑making process is the use of consensus‑based approaches. This process involves a dynamic in which employees and managers share information with one another, discuss potential problems and aim to reach agreement prior to implementation (Sosnovskikh, 2016).  Although criticisms could include it’s increased time‑consuming process, results often mean a stronger commitment and smoother implementation because stakeholders also feel involved in the decision‑making process (Liker, 2004).

Toyota’s organisational structure is also strongly connected to the Toyota Production System, which emphasises teamwork, standardisation and quality control. Employees are empowered to halt production lines when quality issues are detected. (Zimba, 2022). This practice demonstrates a culture that prioritises long‑term quality and organisational learning over short‑term productivity targets.

Although, Erthal and Marques suggests that collectivist cultures often prioritise harmony and consensus, which may slow decision‑making compared with more individualistic organisational cultures. Whilst Toyota’s cultural approach promotes collaboration and shared responsibility, it may also create challenges such as when rapid strategic decisions are required (Erthal and Marques, 2018).
Despite these potential limitations, Toyotas ability to be a leading successful and global company suggests that their approach with regards to cultural values within organisational systems has been a successful one and a key factor to their success. Their alignment between culture, structure and decision‑making processes has in fact become one of the organisation’s key competitive advantages.

[bookmark: _Toc227532908]3. IDENTIFYING TOYOTA’S ORGANISATIONAL CULTURE USING CULTURAL FRAMEWORKS

Understanding organisational culture requires the application of theoretical frameworks that help explain how values, behaviours and organisational practices are connected. Several models have been widely used within management studies to analyse organisational culture, including Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions and Handy’s Cultural Types. Applying these frameworks provides a structured way to examine the characteristics of Toyota’s organisational culture.


[bookmark: _Toc227532909]3.1 Schein’s Model of Organisational Culture

Applying theoretical frameworks to understand organisational cultures helps to explain how values, behaviours and organisational practices are closely linked (Ref). Several models have been widely used within management studies to analyse organisational this. Applying these frameworks in this context helps provide a structured way to examine the characteristics of Toyota’s organisational culture.

Schein and Schein (2017) conceptualises organisational culture as consisting of three interconnected levels which include, artefacts, espoused values and basic underlying assumptions. Artefacts represent the visible aspects of organisational life such as physical layouts, behavioural patterns and formal processes (Schein and Schein 2017). At Toyota, artefacts include visual management boards, quality control systems and structured team meetings which are designed to monitor performance and identify opportunities for improvement (Zimba, 2022). However, these practices are underpinned by deeper, cultural values that give them meaning.

Espoused values refer to the explicit principles that an organisation claims to uphold. Toyota clearly defines their values through the ‘Toyota Way’, which emphasises both continuous improvement and respect for people (Zimba, 2022). These values aim to guide employee behaviour and influence leadership practices throughout the organisation. Thus, suggesting that culture at Toyota is not only stated in its values but embedded within its organisational processes.

At the root of it’s of its culture, basic underlying assumptions represents the unconscious beliefs that can shape behaviour. At Toyota, a fundamental assumption is that employees at all organisational levels possess valuable knowledge and should contribute to improving organisational processes. This supports practices used by Toyota such as continuous improvement initiatives employee suggestion systems. This therefore reinforces Schein’s argument that states basic underlying assumptions are the most influential on levels of culture as they unconsciously shape behaviour and drive organisational practices (Schein and Schein, 2017). By examining Toyota through Schein’s framework, the correlation between the organisation’s visible practices, formal values and underlying assumptions is clear to see. Such alignment strengthens organisational culture and supports consistent behaviour across different departments and geographical locations (Vasumathi et al., 2025).


[bookmark: _Toc227532910]3.2 Hofstede’s Cultural Dimensions


As a Japanese organisation, Toyota’s organisational culture is significantly influenced by the cultural values of the country from which it originates. Hofstede’s cultural framework helps to highlight how a nations cultural values can influence an organisations behaviour, which makes its applicability in this context particularly relevant (Hofstede 2001). Hofestede’s framework identifies cultural dimensions such as collectivism, uncertainty avoidance and long-term orientation (Hofstede 2001). Lou’s study which analysed Japanese culture using this framework, emphasised group cohesion, structured practices and future-focused thinking as key characteristics of Japanese cultural values (Lou 2024; Hofstede 2001). Highlighting how national cultural values are embedded within Toyota’s organisational practices and the potential positive impact these can have on have on organisational effectiveness.

Collectivism, as defined in this framework, refers to both group cooperation and collective responsibility (Hofstede 2001). Toyota demonstrates a strong emphasis on teamwork which reflects this cultural tendency. Employees are encouraged to work together when identifying problems and collaborate effectively to implement improvements (Sosnovskikh, 2016). This approach contrasts with other companies, where unlike Toyota, may operate within more individualistic cultures that place more of an emphasis on personal achievement and independence (Hofstede 2001). Research implies some potential negative outcomes of this approach such as reduced collaboration and knowledge sharing (Fauzi et al., 2023), whereas collectivist cultures have been shown to enhance teamwork, employee commitment and overall organisational performance (Akuffo 2020).

Uncertainty avoidance refers to the extent to individuals feel uncomfortable with uncertainty and ambiguity, which may lead to a preference for structured processes, formal rules and detailed planning (Hofstede, 2001). Organisations in these kinds of cultures often prefer structured processes, formal rules and detailed planning (Gelfand and Erez, 2024). Toyota’s emphasis on standardised procedures, quality control systems and continuous monitoring reflects this cultural tendency (Hofstede, 2001).

Organisations that prioritise long‑term orientation are known to typically invest heavily in innovation, employee development and sustainable growth (Erthal and Marques, 2018) and Toyota’s strategic focus on research, hybrid technologies and long‑term competitiveness therefore demonstrates this.

However, some may argue that companies that rely too heavily on national culture frameworks can oversimplify organisational behaviours (Browaeys and Price, 2020). While national culture influences organisational culture, companies operating globally must also adapt their practices to diverse local contexts. As a result of this Toyota has therefore developed training systems to ensure that its cultural principles can be applied across international operations. (Zimba, 2022).
[bookmark: _Toc227532911]3.3 Handy’s Cultural Types


Handy identified four primary types of organisational culture: power culture, role culture, task culture and person culture (Handy 1993). Toyota demonstrates characteristics of both role culture and task culture.

Handy states that role culture is characterised as having structured hierarchies, clearly defined responsibilities within the workforce and formal procedures (Handy 1993). Toyota’s production processes rely on having clearly defined roles and standardised operating procedures which aim to ensure efficiency and quality control (Zimba, 2022). This structured approach helps to enable consistency and coordination across operations in order to support organisational effectiveness (‌Presbitero, Fujimoto and Lim, 2025).

At the same time, Toyota also demonstrates characteristics of task culture. Task cultures emphasise teamwork, collaboration and problem solving. Teams within Toyota frequently work together to address production challenges and implement improvement initiatives (Sosnovskikh, 2016). Cultures that collaborate such as these have been shown to increase knowledge sharing, trust and overall performance within organisations (Vasumathi et al., 2025).

By combining the elements of role task culture, Toyota aims to maintain its operational stability whilst also encouraging innovation and continuous learning (Zimba, 2022). This combination helps the organisation to balance efficiency with adaptability, which contributes to enhanced organisational performance (Vasumathi et al., 2025).

[bookmark: _Toc227532912]4. ORGANISATIONAL CULTURE AND ADAPTATION TO EXTERNAL ENVIRONMENTAL INFLUENCES


Technological innovation, regulatory changes and evolving consumer expectations mean that modern organisations operate in complex and constantly changing environments. This requires organisations to adapt quickly in order to remain successful and competitive. (Erthal and Marques, 2018). Organisational culture can play a crucial role in facilitating this adaptation.

Toyota’s culture of continuous improvement encourages employees to constantly evaluate processes and identify opportunities for improvement. A mindset such as this allows the organisation to respond effectively to external challenges. 

One example of this was that Toyota was one of the first major automotive manufacturers to invest heavily in hybrid vehicle technology when they launched the Prius in the late 1990s. (Toyota EU, 2024). This strategic decision reflects their intentions to continuously adapt to the surroundings in which they operate by responding to growing environmental concerns and regulatory pressures regarding carbon emissions.

Historically, Toyota has also demonstrated the ability to learn from organisational challenges. During the global vehicle recall crisis between 2009 and 2010, the company faced significant criticism regarding quality control and communication processes. In response, Toyota implemented structural reforms aimed at strengthening quality monitoring and improving communication between regional divisions (SUH, 2017).

These examples illustrate how organisational culture can influence learning and adaptation (Sarfraz and Shah, 2024). Rather than ignoring failures, Toyota’s culture encourages reflection and continuous improvement.

However, maintaining a consistent organisational culture across global operations presents challenges. As Toyota operates in numerous countries with different cultural norms, the company must balance its core organisational values with local cultural expectations. Training programmes and leadership development initiatives help ensure that employees understand and apply the principles of the Toyota Way regardless of geographical location.

[bookmark: _Toc227532913]5. ORGANISATIONAL CULTURE AS BARRIER OR ENABLER 

Organisational culture may either make an organization more effective or make it harder for it to change. Strong cultures can help employees understand each other, get them to commit to the company, and improve its success. But cultures that are too strict may make things less flexible and stop new ideas from coming forward. In Toyota's instance, the culture of the company mostly helps things along. Because they are always trying to get better, employees are encouraged to find ways to make things better and share their ideas. Employees are encouraged to take part in making decisions and are responsible for keeping quality standards. Studies indicate that such engagement can enhance job satisfaction and organisational commitment (Denison, 1990).

Still, there may be some problems with Toyota's culture. When businesses need to respond rapidly to changes in the market, decision-making systems based on consensus may slow down strategic responses. Also, putting a lot of focus on regular procedures may make it harder to try new things and be creative in some situations.

Even with these problems, many people still think that Toyota's organisational culture is one of the fundamental reasons why the company is doing so well. The pros of working together, learning new things all the time, and giving employees more control usually exceed the cons.

[bookmark: _Toc227532914]6. IMPACT OF ORGANISATIONAL CULTURE ON PERFORMANCE AND RECOMMENDATIONS 

The way Toyota conducts its business has been a large part of its global reputation and long-term success. Many consider its Production System one of the most important manufacturing models (Zimba, 2022). It has led many companies in various sectors to use lean management techniques that reduce waste and make processes more efficient. Research shows that companies with strong and flexible cultures tend to be more productive and present new ideas than their competitors (Sosnovskikh, 2016). Toyota's emphasis on quality, employee engagement, and continuous development has allowed the corporation to maintain high operational efficiency and customer satisfaction (‌Toyota, 2025).

Toyota's considerable commitment to the development of its employees is another important factor in its success. The corporation offers many training programs helping to create better workers, better leaders, and problem solvers, which consequently also helps the organization (Zimba, 2022). But the automotive industry is changing rapidly due to new technologies such as electric cars, autonomous cars, and digital mobility services (SUH, 2017). To remain competitive, Toyota needs to ensure that its culture supports both small improvements and big new ideas. Toyota's culture has contributed to its success, but there are some aspects that can be improved for even better performance in the future. The company should invest in its ability to pursue radical innovations, make consensus-based decisions with greater agility, and continue to enhance its intercultural leadership skills so that it can thrive in diverse global markets.

[bookmark: _Toc227532915]7. CONCLUSION 

As demonstrated in this report, organizational culture plays a fundamental role in shaping organizational behaviour, strategic decision-making processes, and long-term performance. Using theoretical frameworks like Schein's Model, Hofstede's Cultural Dimensions, and Handy's Cultural Types, the analysis showed that Toyota's culture values teamwork, ongoing improvement, and well-organized operational processes.

While certain aspects of Toyota's culture may occasionally slow down decision-making, overall, the culture functions as a powerful enabler of organizational effectiveness. The strong alignment between organizational values, management systems, and employee behaviour has allowed Toyota to maintain global competitiveness. To stay ahead of the global automotive industry, Toyota needs to keep changing its culture to encourage new ideas and quick responses. The company can do this by keeping its traditional strengths while also being more creative and open to new ideas.
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