
 
 

 

Name: Suzamara Marchese Pereira  

ID Number :2333414 

Lecture: Amir Homayounfard 

Module: Organisational Culture  

Module Code: LCLM5005 

 

 

  



 
 

 2 

Table of Contents 

Introduction ........................................................................................................ 3 

Organisational Culture as a drive of Structure and Decision-Making ...................... 4 

A Theoretical Examination of Toyota’s Organisational Culture in the Brazilian 
Context ............................................................................................................... 6 

Adapting Organisational Culture to External Environmental Conditions ................. 8 

Organisational Culture and Its Influence on External Market Adaptation ........... 9 

The Impact of Organisational Culture on Performance and Strategic Improvement
 ......................................................................................................................... 12 

Conclusion ....................................................................................................... 15 

References ....................................................................................................... 16 
 

   



 
 

 3 

Introduction  
 

This report critically examines how organisational culture influence’s structure, 
decision-making, and market adaptation within Toyota Motor Corporation, with a 
specific focus on its operations in Brazil. In complex and dynamic environments, 
organisational culture plays a central role in shaping internal processes and guiding 
strategic responses to external pressures. To support this analysis, Schein’s (1992) 
Model of Organisational Culture is used as the primary theoretical framework. This 
model explores culture through three levels artifacts, espoused values, and basic 
assumptions providing a structured approach to understanding how visible practices 
and underlying beliefs influence organisational behaviour. The report begins by 
analysing how organisational culture drive’s structure and decision-making within 
Toyota. It then provides a theoretical examination of Toyota’s organisational culture in 
the Brazilian context, considering how global cultural principles interact with local 
market conditions. Following this, the report evaluates how organisational culture 
adapts to external environmental factors and how it influences Toyota’s ability to 
respond to market demands in Brazil. Furthermore, the analysis explores the impact 
of organisational culture on performance and strategic improvement, particularly in 
relation to Toyota’s cautious approach to innovation and its preference for hybrid 
technologies over fully electric vehicles in the Brazilian market. This reflects a 
broader tension between stability and adaptability, raising critical questions about 
whether Toyota’s culture functions as a strategic strength or a potential limitation in a 
rapidly changing industry. Overall, this report applies Schein’s framework to critically 
evaluate how Toyota’s organisational culture shapes its structure, decision-making 
processes, and capacity to adapt within the Brazilian market. (Souza,2018)  



 
 

 4 

Organisational Culture as a driver of Structure and 
Decision-Making  
Toyota’s organisational culture plays a central role in shaping both its internal 
structure and decision-making processes, particularly within its operations in Brazil. 
According to Schein (1992), organisational culture can be understood through three 
interconnected levels: artifacts, espoused values, and basic underlying assumptions. 
This framework provides a comprehensive lens to analyse how culture operates as a 
driving force rather than a symbolic element. (Schein ,2010) and (Van and 
Davey,2024) 

At the level of artifacts, Toyota’s organisational structure is characterised by 
formalised processes, clearly defined roles, and standardised workflows. In Brazil, 
this is reflected in operational consistency across regional divisions, where 
procedures are carefully controlled to ensure quality and reliability. These visible 
structures demonstrate how culture is embedded in everyday practices, reinforcing 
discipline and efficiency. 

At the level of espoused values, Toyota promotes principles such as continuous 
improvement (Kaizen), respect for people, and long-term orientation. These values 
influence structural design by encouraging a balance between centralised control 
and local responsiveness. In the Brazilian context, this allows Toyota to maintain 
global standards while adapting to local market conditions, particularly in relation to 
consumer preferences for reliability and cost-efficiency. 

At the level of basic underlying assumptions, Toyota demonstrates a deeply 
embedded belief in risk minimisation, stability, and incremental innovation. These 
assumptions strongly influence decision-making processes, where strategic choices 
tend to be cautious, data-driven, and evaluated over the long term. In Brazil, this is 
evident in Toyota’s preference for hybrid technologies rather than rapid adoption of 
fully electric vehicles, reflecting both market realities and internal cultural logic. 

Critically, while this cultural alignment between structure and decision-making 
supports consistency, quality control, and long-term performance, it may also limit 
organisational agility in fast-changing environments. The emphasis on stability and 
structured processes can reduce responsiveness to disruptive innovation, 
suggesting that Toyota’s culture functions both as a strategic strength and a potential 
constraint. This creates a clear tension between efficiency and flexibility, where 
Toyota’s strong process-driven culture supports consistency but limits rapid decision-
making in changing environments. Critically, while this cultural alignment between 
structure and decision-making supports consistency, quality control, and long-term 
performance, it may also limit organisational agility in fast-changing environments. 
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Overall, Schein’s model demonstrates that Toyota’s organisational culture is deeply 
embedded across structural and strategic levels, shaping not only how the 
organisation operates internally but also how it responds to external market 
dynamics in Brazil. 

This highlights the importance of understanding organisational culture not as a static 
element, but as a dynamic force that must continuously align with both internal 
structures and evolving external market conditions, particularly within emerging 
economies such as Brazil. (Assery and Knag,2023)  
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A Theoretical Examination of Toyota’s Organisational 
Culture in the Brazilian Context 
Toyota’s organisational culture in Brazil reflects a strong alignment between deeply 
embedded cultural assumptions and local market expectations. Using Schein’s 
(1992) model as an analytical lens, it becomes clear that Toyota’s success in Brazil is 
not only a result of operational efficiency, but also of a cultural logic that prioritises 
stability, reliability, and long-term value. This model enables organisational culture to 
be identified through observable practices, stated values, and underlying 
assumptions. (Chalmers and Brannan,2025) 

At the observable level, Toyota’s Brazilian operations are characterised by 
consistency, process discipline, and strong quality control systems. These elements 
are particularly evident in manufacturing environments, where standardisation and 
precision guide daily activities. Rather than representing rigid control, these practices 
function as visible expressions of a culture that values predictability and minimisation 
of error. (Geraghty,2023) 

More significantly, Toyota’s declared values reinforce this orientation. The emphasis 
on continuous improvement and quality is not applied in an abstract way but is 
carefully adapted to the Brazilian context. In a market where consumers prioritise 
durability, low maintenance costs, and resale value, Toyota’s value system becomes 
highly relevant. This alignment allows the organisation to build trust and maintain a 
strong reputation for reliability, positioning itself as a low-risk choice for consumers. 

At a deeper level, Toyota’s underlying assumptions play a critical role in shaping 
strategic behaviour. The organisation operates with a strong belief in gradual 
improvement rather than rapid transformation, which influences how innovation is 
approached in Brazil. Instead of aggressively promoting fully electric vehicles, Toyota 
prioritises hybrid flex technologies that are more compatible with local infrastructure 
and fuel systems. This decision is not only strategic but culturally driven, reflecting 
an internal preference for controlled, incremental change. 

However, while this cultural coherence strengthens Toyota’s position in the Brazilian 
market, it also introduces potential limitations. The reliance on stability and 
structured progression may reduce the organisation’s ability to respond quickly to 
disruptive technological shifts. In this sense, the same cultural foundations that 
support long-term performance may also constrain adaptability in more dynamic 
global environments. 

Overall, Schein’s model reveals that Toyota’s organisational culture in Brazil 
operates as a deeply integrated system, where observable practices, declared 
values, and underlying assumptions are closely aligned with both internal priorities 
and external market conditions.  
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This alignment explains not only the company’s sustained performance but also the 
strategic trade-offs it faces in balancing stability with innovation. 
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Adapting Organisational Culture to External 
Environmental Conditions 
 

Toyota’s approach to the Brazilian market demonstrates that organisational 
adaptation is not simply driven by external pressures but shaped by how those 
pressures are internally interpreted. In line with Schein’s (1992) organisational 
culture operates as a cognitive framework that influences which environmental 
signals are prioritised and how strategic responses are constructed. This suggests 
that adaptation is not neutral or automatic but filtered through deeply embedded 
organisational beliefs. 

In Brazil, the structural conditions of the automotive market present clear constraints 
to rapid technological transition. The limited development of electric vehicle 
infrastructure, combined with the widespread use of ethanol and flex-fuel systems, 
creates an environment where full electrification remains impractical for a large 
proportion of consumers. In addition, purchasing decisions are strongly influenced by 
economic rationality, with emphasis placed on durability, maintenance costs, and 
long-term value. These conditions do not merely shape demand; they define the 
boundaries within which strategic decisions are considered viable. (DERVITSIOTIS, 
KOSTAS N.,2018) 

Toyota’s response to this environment reflects more than situational awareness; it 
reveals a consistent pattern of culturally guided decision-making. Rather than 
positioning itself at the forefront of rapid technological disruption, the organisation 
adopts a measured and selective approach to innovation. The continued 
prioritisation of hybrid and flex-fuel technologies illustrates a strategic orientation that 
favours compatibility with existing systems over the introduction of potentially 
disruptive alternatives. This is not simply a market adaptation, but an expression of 
an organisational logic that values control, predictability, and long-term feasibility. 

From a theoretical standpoint, this behaviour can be understood as an outcome of 
deeply embedded assumptions that shape the organisation’s perception of risk and 
change. Instead of interpreting the global shift towards electric vehicles as an 
immediate imperative, Toyota appears to assess such developments through a lens 
that emphasises gradual transition and contextual appropriateness. This indicates 
that organisational culture does not just support strategy; it actively defines the pace 
and direction of strategic change. 

Critically, this culturally mediated approach offers both advantages and constraints. 
On one hand, it enables Toyota to achieve a strong alignment with the Brazilian 
market, where consumers are less driven by technological novelty and more 
concerned with reliability and economic value. This reinforces the company’s position 
as a trusted and stable brand, capable of delivering consistent performance in a 
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complex and uneven economic environment. On the other hand, this same cultural 
orientation may limit the organisation’s capacity to anticipate and respond to more 
disruptive forms of change. As global markets increasingly accelerate towards 
electrification, a strategy grounded in incrementalism may reduce Toyota’s ability to 
compete in contexts where speed and innovation become critical. 

This tension highlights a key implication of Schein’s model: while organisational 
culture provides stability and coherence, it can also act as a boundary that 
constrains strategic flexibility. In the case of Toyota in Brazil, adaptation is not about 
transformation, but about alignment aligning existing cultural principles with local 
environmental realities. While this approach is effective under current conditions, its 
long-term sustainability depends on whether the organisation can adjust not only its 
strategies, but also the assumptions that underpin them. Therefore, while Toyota’s 
culturally grounded approach enables effective alignment with local conditions, its 
long-term competitiveness may depend on its ability to challenge and adapt its 
deeply embedded assumptions in response to accelerating global technological 
change. (Figueiredo et al.,2025) 
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Organisational Culture and Its Influence on 
External Market Adaptation 
Organisational culture plays a significant role in shaping how organisations function 
across different market contexts. Drawing on Schein’s (1992) model, culture can be 
understood as an underlying interpretive system that influences both organisational 
behaviour and external perception. Cultural assumptions, values, and observable 
practices do not change easily, which means that organisations tend to respond to 
external environments in ways that are consistent with their internal beliefs rather 
than purely reactive to market conditions. This is clearly reflected in Toyota’s 
positioning within the Brazilian market. Toyota’s lower sales volume is primarily 
driven by its premium pricing strategy, while its strong reputation for reliability, 
durability, and resale value positions it as a high-quality brand rather than a mass-
market competitor. Although Toyota ranks around 5th in sales volume in Brazil, its 
position reflects limited affordability rather than low quality. Industry rankings 
consistently identify Toyota as one of the most reliable automotive brands in Brazil, 
particularly in 2025, reinforcing its association with durability and long-term value. 
(Reis and Quental,2014) 

Toyota provides a strong example of how a consistent organisational culture can 
influence effective functioning differently depending on the context. In markets such 
as Brazil, Toyota is widely perceived as a symbol of durability, reliability, and long-
term value. This perception reflects consumer priorities shaped by economic 
uncertainty, infrastructure limitations, and a preference for low-risk investments. In 
this environment, Toyota’s conservative, process-driven, and risk-averse culture acts 
as an enabler, as it aligns closely with local expectations. The idea that “Toyota does 
not break” reinforces trust, and this consistency allows the company to maintain a 
strong and stable position in the market. As a result, even when Toyota introduces 
changes, these are generally accepted without resistance, as they are perceived as 
controlled and reliable rather than experimental or uncertain. (Muniz et al.,2022) 

However, the same cultural characteristics may operate differently in more dynamic 
environments such as the United Kingdom. In these contexts, where innovation, 
speed, and technological advancement are more highly valued, Toyota’s emphasis 
on incremental improvement and controlled change can be perceived as overly 
cautious. This can reduce the organisation’s ability to respond quickly to market 
shifts and emerging trends, particularly in areas such as full electrification and digital 
transformation. In this sense, organisational culture may act as a barrier, limiting 
flexibility and constraining the pace of strategic adaptation in fast-changing 
environments. 
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From a Schein perspective, these outcomes reflect deeply embedded assumptions 
that prioritise stability, consistency, and risk minimisation. While these assumptions 
support internal control and long-term reliability, they also create structural limitations 
when rapid change is required. This highlights a clear tension between maintaining a 
strong, consistent identity and adapting effectively to different external demands. 
(A.S.A., N and A.A., 2021) 

Overall, Toyota’s organisational culture acts primarily as an enabler of effective 
functioning, particularly in stable markets such as Brazil, where reliability and long-
term value are highly valued. However, it also functions as a barrier in more dynamic 
environments, where speed and innovation are critical, demonstrating a clear trade-
off between consistency and adaptability. This suggests that organisational culture 
should not only be aligned with current market conditions but must also remain 
flexible enough to be reinterpreted in response to rapidly evolving market conditions 
and external uncertainty. 

 

Toyota brand perception in Brazil showing high trust and quality, and lower 
affordability due to premium positioning.  
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The Impact of Organisational Culture on Performance 
and Strategic Improvement 
Toyota’s organisational performance can be critically understood through Schein’s 
(2010) model, which suggests that organisational behaviour is shaped by deeply 
embedded cultural assumptions rather than purely strategic or market-driven 
decisions. From this perspective, performance is not only the result of operational 
efficiency, but a reflection of how the organisation interprets its environment and 
defines long-term priorities. (Movenews.com.br,2021) 

Toyota’s strategic behaviour is not driven solely by external conditions, but by 
underlying assumptions that prioritise stability, risk minimisation, and long-term 
value. These assumptions explain why the organisation consistently favours 
incremental improvement over rapid and disruptive change. Instead of pursuing 
short-term gains or high-risk innovation, Toyota focuses on controlled development 
and continuous refinement, which reinforces consistency and reliability in its 
operations. 

This cultural logic is reflected in the organisation’s emphasis on quality, 
standardisation, and continuous improvement (Kaizen). These practices support 
strong performance by ensuring efficiency, reducing errors, and maintaining high 
levels of product reliability. In markets such as Brazil, where consumers value 
durability and long-term investment, this approach strengthens Toyota’s competitive 
position and reinforces its reputation as a dependable and low-risk brand. 

However, from an evaluative perspective, these same cultural assumptions may also 
create limitations. Schein’s model suggests that deeply embedded beliefs shape not 
only how organisations act, but also what they perceive as acceptable or viable 
strategies. In environments that require rapid technological advancement and 
innovation, Toyota’s cautious and structured approach may reduce its ability to 
respond quickly to change. While the organisation benefits from consistency and 
stability, it may face challenges in adapting to fast-moving and disruption-driven 
markets. (Autopapo,2019) 

Overall, Schein’s model demonstrates that Toyota’s organisational performance is 
deeply rooted in its cultural logic, which drives both its strengths and its limitations. 
Culture does not simply support performance; it defines the boundaries within which 
performance and strategic improvement can occur. Therefore, Toyota’s 
organisational culture functions simultaneously as a source of sustained competitive 
advantage and a structural constraint on rapid strategic adaptation. 
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From an organisational perspective, Toyota should preserve its strong cultural 
foundation based on stability, reliability, and long-term thinking, while developing 
greater flexibility in its approach to innovation. Rather than fundamentally changing 
its underlying assumptions, the company could implement more adaptive and 
decentralised decision-making processes in fast-changing markets. This would allow 
Toyota to respond more effectively to technological disruption, particularly in areas 
such as electric vehicles, while maintaining its core strengths. By aligning its stable 
cultural principles with more dynamic strategic responses, Toyota can enhance both 
its long-term performance and its competitiveness in rapidly evolving global markets.  
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Conclusion  
 

This study demonstrates that Toyota’s organisational culture can be effectively 
explained through Schein’s (1992) model, particularly in how underlying assumptions 
shape strategic behaviour. In Brazil, Toyota’s emphasis on stability, risk minimisation, 
and incremental improvement aligns strongly with local market conditions, including 
consumer preference for durability and the limited infrastructure for electric vehicles. 
This alignment enables Toyota to maintain strong performance and market relevance 
through strategies such as hybrid and flex-fuel technologies. However, it also 
highlights a key limitation. The same cultural assumptions that support consistency 
and long-term value may reduce the organisation’s responsiveness to rapid 
technological change in more dynamic global markets. Therefore, Schein’s model 
illustrates that organisational culture acts both as a strategic enabler and a 
constraint. Toyota’s success in Brazil reflects a strong fit between internal cultural 
logic and external conditions but also demonstrates that such alignment is context-
dependent and may not be equally effective across all environments.  
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