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[bookmark: _Toc213258576]Introduction
This report analyses the Organisational culture that helps shape the company’s structure and decision-making, utilising Schein’s model, Hofstede’s cultural dimensions, Handy’s cultural types, and others. It discusses the organisational culture of the Toyota organisation and how it leverages the influence of organisational culture to adapt to its external environment. Analyse the organisational culture as a barrier to effective functioning in the organisation. Lastly, the report analyses the impact of organisational culture on the organisation's performance and makes recommendations for improvement. 


[bookmark: _Toc213258577]Organisational culture helps shape the Toyota’s structure and decision-making
[bookmark: _Hlk213252673]All organisational culture is a set of values, attitudes, and practices that define a company. It influences recruitment, performance and success. The most common ones, clan, adhocracy, market, and hierarchy, provide specific benefits which will suit various business objectives.
The success of the company depends on the organisational culture because it dictates the type of applicant that will come and the employee that will be retained. The awareness of what is unique about your culture will assist you in bringing it out in recruitment marketing (Builtin.com, 2025). It also allows one to establish genuine core values and a clear mission statement. Since culture types are numerous, it is necessary to determine the one that would suit the objectives of your organisation. 
[bookmark: _Hlk213252767]Organisational culture, a collection of values, beliefs and practices, has a direct influence on the structure and decision-making of a firm. The dominant culture dictates that decision rules of acceptable interaction, leadership and rhythms of operation play the role of an invisible force which drives the visible factors. In this respect, the company could give the example of a culture which inhibits strong hierarchy and dominance, which would result in a tall, bureaucratic organisation with numerous levels of management, coherent relationships of command and communication being adopted in a downwards direction. Decision-making processes in such environments are centralised, and the senior executives are the main decision-makers who follow strict procedures. This encourages uniformity and obedience, but does not respond quickly to changes in the market. Culture within the organization is one of the significant factors determining the functional strategy for the business (Siddiqui et al., 2024). This culture influences decision-making, behaviors of employees, and the process of strategic alignment.
Conversely, a flatter, more organic structure is typically the result of a culture that focuses on innovation, autonomy and collaboration. This culture results in the promotion of cross-functional teams, minimisation of command chains, and decentralisation of control throughout the companies. Decision-making permeates throughout the organisation, enabling employees to act swiftly where decisions are made as close to the customer or the problem. The policy is this bottom-up participatory method, accelerating innovation and flexibility.
Making a decision is a manifestation of culture. A culture that is risk-averse appraises the decisions in taxing, suspicious ways, in-depth data examination, and in a variety of authorisations as a step in cutting down on the probability of failures. On the contrary, risk-taking and experimentation policy result in a quick prototyping and a mentality of fail fast because mistakes are considered education. The cultural values are reflected in the rate of decision making, the degree of agreement needed, and the level of risk taking. Essentially, culture gives the structure of power, flow of information, and decision-making, which binds the spirit of a company to its blueprint.



[bookmark: _Toc213258578]Application of Relevant Frameworks
MIT Sloan’s Edgar Schein
Edgar H. Schein (1928-2023) had a 67-year tenure in editing at the MIT Sloan School of Management. He is ranked among the most powerful thinkers in organisational psychology and management. His thoughts transformed the perspectives of leaders on the culture, careers and change in organisations.
[bookmark: _Hlk213253072]The first prisoners of war who were studied by Schein were Korean War prisoners. Through this, he came up with coercive persuasion, which is the psychological pressure that forms in circumstances when individuals are utterly reliant or detained. He would later come to career anchors, which were eight core values used in shaping individual career options, which included managerial competence, autonomy and service.
[bookmark: _Hlk213253108]The most famous work by Schein is based on the three-level model of organisational culture. It breaks culture down to artefacts, espoused values and underlying assumptions (Somers, 2023). The model indicates that the cultural beliefs, which are the most in-depth and are mostly unconscious, influence the functioning of the organisations.
Schein was a proponent of humble inquiry. He had the opinion that the important element of leadership is curiosity and active listening. Reflective inquiries foster mistrust and cooperation, particularly in complicated and connected workplaces.
Speaking of the organisational change, Schein opined that the leaders are obliged to deal with all the cultural strata, and not just with the policies or incentives. His holistic perspective continues to influence management practice, leadership training and organisational development in most countries across the globe. It is how it cemented his legacy as a proponent of human management.
[bookmark: _Hlk213253324]In Toyota, At the place of artefacts, one can be observing the visible element of the Toyota culture the TPS house diagram used to analyse the production system the utilisation of the uniform dress code for all the workers as well as managers to promote equality as well as the physical implications of the Andon cord, which helps the workers to stop the line of assembly if the problem is detected (Diva-portal.org, 2025). 
These artefacts are outward manifestations of Toyota's deeply held espoused values, which are the businesses explicitly stated goals as well as philosophies. The main among these are the principles of the Toyota Continuous Improvement (Kaizen). The adorn cord for the example directly reflects the value of building the quality in from the start, empowering employees to solve the problems. 
Underlying these values and the artefacts are the unconscious shared particular or basic underlying assumptions that form the mind of the Toyota culture. These deeply ingrained beliefs often reflect the Japanese collectivist culture, which involves the assumption that every individual has the capacity to analyse as well as solve the uncertain challenges. Long-term success is considered more essential than short-term financial gain, and the go and see (Genchi Genbutsu) is essential to understand the situation. These assumptions are the fundamentals that are implemented as well as the heavy influence on how the employees perceive and think, as well as feel about the work 
Hofstede’s Cultural Dimensions Theory
[bookmark: _Hlk213253807]The Hofstede Cultural Dimensions Theory provides an explanation of the way in which national culture influences values in the workplace, developed in 1980 by a Dutch researcher, Geert Hofstede (Wale, 2025). This diagnosis theory was based on a massive survey on IBM conducted in such countries, exceeding 100,000 workers. The survey has shown some constant cultural trends that affect communication, management and conduct of people in societies.
· Power Distance Index - the degree of tolerance to inequality and power within the society.  
· Individualism vs. Collectivism - whether individuals or groups are important in their individual goals.  
· Uncertainty Avoidance Index - sanction of uncertainty and danger.  
· Masculinity vs. Femininity- the importance attached to competitiveness and assertiveness against consideration and quality of life.  
· Long-Term vs. Short-Term Orientation - emphasis on future payoffs, perseverance, tradition, and a fast payoff.  
· Indulgence vs. Restraint - the extent of the catharsis of the desires in societies.
[bookmark: _Hlk213254045]The Toyota culture is mainly influenced by the Japanese national culture, which can score high on collectivism, masculinity, uncertainty avoidance, and long-term orientation. This is the manifest, emphasising the effective use of the term' work mutual trust' as well as company loyalty (collectivism). The virtues are high commitment as well as goal-oriented (masculinity), with the effective drive for achievement and success. When it comes to High-Performance Administrations, it is certainly Toyota that is 1 of the greatest significant references in this illustrious group (Actioglobal.com, 2025). 
The Toyota also exhibits high uncertainty avoidance, aided by structure, which involves strict rules and a commitment to quality assurance, such as the "zero defect" approach. It is renowned for its focus on the long-term plan, sustainable practices, as well as the improvement (Kaizen), which is a clear reflection of the long-term orientation. The decision-making process is often ranked yet encourages input from all stages, the value of high-power distance acceptance, as well as the respect for the people's principles. This is the different cultural blend that is codified in the Toyota way to assist in managing its global operations.  
Handy’s Model of Organisational Culture
[bookmark: _Hlk213254180]Irish management philosopher Charles Handy (1932-2024) changed the way in which organisations perceive culture and leadership. According to his model, there are four categories of organisational culture, namely Power, Role, Task, and Person (Freedman, 2025).
Power culture (Zeus) puts power in the strong leader who is quick in decision making, effective in startup or in case of crisis but dependent on trust and leadership qualities. Role culture (Apollo) is structured, stable and rule-abiding, as it suits the big bureaucracies. Task culture (Athena) focuses on team, innovation, and flexibility, which is typical of tech and project-based companies. Person culture (Dionysius) is the focus on the autonomy of people and their development, which is characteristic of professional services (Freedman, 2025).
Another idea that was launched by Handy was the Shamrock Organisation and Portfolio Career, a vision of the modern work which is flexible and based on gigs. His anthropocentric view can still be applied because businesses are adjusting to working from home, workers are becoming culturally mixed, and new demands are emerging.
As per Charles's handy models of the organisational culture, an organisational culture can be a primary type in the form of the four types, such as Power, Role, Task, and Person. Toyota is often cited as having an efficient role as well as a task culture with the help of a mixed culture that exists in the practices. This emphasises the clear role defined by the process (role culture) as well as the team-based problem solving with the focus on the expertise, as well as the results task culture that is aligned well with the principles of the Toyota production system. Toyota's organisational culture (business culture) promotes innovation, high quality, as well as organisational learning in the automotive business (Meyer, 2025).


[bookmark: _Toc213258579]Influence of organisational culture on Toyota to adapt to its external environment 
Organizational culture offers a mechanism that is powerful and entrenched to enable companies to scan, interpret and adapt swiftly to their outside world. This is not done by simply employing the strategies at a formal level, rather, it is enabled by the generation of shared presumptions, values, and faith that embraces agility and resilience. Adaptive culture is conducive to creating a culture of constant learning, innovation, and receptiveness to new ideas that enhance adaptability of organizations to change in the market, technology, and competitiveness compared to organization structures that are strict and hierarchical. Environmental values as well as goals must be entrenched in and pursued by all business sections to achieve business sustainability (Johnstone 2018). 
A culture of situational cognition and information exchange is one of the main ways that a company adapts to the external environment through its culture. The culture promotes a communication and feedback systems, where all levels of the organization can be informed of the best information regarding what works or does not work in the external environment, by encouraging the organizational communication and feedback systems, which can occur through the use of, but is not limited to, town halls or an internal survey. Such mutual understanding can allow employees occupying the front line who can easily see the changes in customer preferences or competitor activities to make better and faster decisions that are in line with the objectives of the company without having to go through extensive managerial control.
[bookmark: _Hlk213254848]Moreover, flexible and risk-taking culture where innovations are appreciated is essential to operating within dynamic environments. Organizational cultures such as Pixar, well-known in their creative and collaborative culture, allow employees to exchange untried ideas (ugly babies) as well as offer uncritical feedback to each other, in a psychologically safe place. Such a complete structural culture absorbed on sustainability can be a modest benefit, for example in emerging new ground-breaking products as well as services or increasing standing as well as recognition by clienteles and additional external stakeholders (Fietz and Günther, 2021). 
Lastly, powerful, mission-oriented culture that supports the value of employees with the mission of the company will be a binding factor in the moments of change in the environment. Indicatively, the strong sense of environmental sustainability of Patagonia will attract employees and customers with the same values, thus creating an impetus to employee engagement and business prosperity. This orientation will assist the organisation to give priority as well as delve into societal and regulatory needs, like environmental issues, through the incorporation of these values in day-to-day activities and strategic business decisions. The culture serves as a social glue that helps the internal integration and shapes the employee behaviour to a shared and adaptive destination, causing the company to be more cohesive and stronger against external disruption.


[bookmark: _Toc213258580]Organisational culture as a barrier to effective functioning in organization
The Toyota business culture is mainly conserved, which is the key to effective functioning as well as the main competitive advantage. Moreover, the particular aspects have historically posed barriers mainly during the time of rapid global expansion, where the rigid hierarchy, as well as the culture of secrecy, hindered effective problem-solving as well as communication.  
The Toyota culture vigorously fosters effectiveness on the basis of such values as Kaizen that stimulates every employee on the assembly line up to the executive office to identify and resolve problems that result in world-class quality and efficiency (Pressbooks.pub, 2025). The focus on respect for people would lead to mutual trust, teamwork, and commitment towards employees in the long run, which leads to high motivation and a lower turnover rate than that of the industry. This humanistic style that involves a lot of mentoring and nurturing leaders internally creates great expertise and identification with corporate values worldwide.
[bookmark: _Hlk213255176]The classical centralised decision-making system, according to which the key decisions and information flow is largely upwards to the headquarters in Japan, has proven to be problematic, though. Such strict hierarchy and a certain amount of secrecy resulted in a sluggish response to external threats, as well as complaints made by customers, as it was observed during the huge recall crisis. There was no delegation of authority to the international units, so the local managers were not able to make timely recalls or even respond promptly to local market demands, which demonstrated the disparity between the mentioned ideology of empowering employees and a strict power hierarchy (Pressbooks.pub, 2025). To eliminate these challenges and obstacles to successful global operations, Toyota has undergone considerable organisational modifications to be more decentralised and stimulate a more suitable balance between global management and local freedom. Companies like Toyota that have a firm corporate ethos as well as a hierarchy of superiority are at risk of responding to external intimidations slowly. It is not rare that people feel unwilling to pass bad news up the chain inside a family business such as Toyota.

[bookmark: _Toc213258581]Impact of organisational culture on organisational performance and recommendations for improvement
The main principles of the Toyota Way, including continuous improvement (Kaizen) and respect for people, have historically been important competitive benefits. This culture fosters the learning business where workers at all stages are inspired to examine as well as solve problems (Genchi Genbutsu, or "go and see") as well as eliminate the waste leading to high-quality products as well as operational efficiency (Medium, 2025). The empowerment of the employee to stop the production line (Jidoka) ensures the quality is built in and not inspected, which has an outcome in the long-term reputation for reliability as well as the client's interest or trust. This business culture also emphasises long-term thinking as well as developing people rather than focusing solely on short-term financial gains, which builds effective commitment as well as loyalty. However, the business faced the cultural challenges with the rapid global expansion, an overemphasis on the development as well as results. Rather than the main process that can make those results, the process can influence the decline in the strong commitment to quality control. This shift contributed to the main vehicle recall between the years 2009-2011, which damaged the business's reputation (Camuffo and Wilhelm, 2016). The highly centralised decision-making structure also makes the relocation among some middle managers to report the bad news up the chain of command hinders the rapid problem-solving at the source of the issue in overseas business operations. 
Recommendations 
Reinforce Core Values: Toyota should be representative of the foundational principles of Kaizen and Respect for People in all its worldwide as well as global operations, which help to initiate the process of making or achieving the outcome. 
Decentralised Decision-Making: To recover as well as improve the responsiveness to the local market challenges or issues, the business should further empower the entrepreneurial business units to create as well as make the decisions, as well as address the challenges and problems quickly, without the unnecessary delays from the headquarters. 
Enhance the communication challenges: The management should ensure the open as well as the transparent communication challenges that can inspire all the workers to voice their concerns or the challenges without the fear of retribution, thereby bringing issues to the surface faster. 
Sustain Leadership Commitment: The manager or the leader of the business must not only understand the top-down working way but also be actively involved and ensure it, acting as the manager or a leader as well as a coach that ensures the philosophy is widely ingrained throughout the business in the cross-cultural business settings (Mullins, and Christy, 2016). 



[bookmark: _Toc213258582]Conclusion
In sum, the Toyota business culture has a profound as well as direct positive impact on the overall performance as well as the sustainable competitive benefits. This culture, codified as the Toyota Way, is based on the two main primaries mutually reinforcing pillars: continuous improvement (Kaizen) as well as the respect of the people. The business culture includes attention to detail as well as building quality, as demonstrated by practices such as the Andon cord that empower workers to stop the production line if challenges are spotted. This has come in the long term, with a reputation for producing reliable work-class channels, as well as the low defect rate. 
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