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[bookmark: _Toc231988409]Introduction 
Organisational culture refers to the shared values, beliefs and practices that direct the ways employees and managers work together within the company. It contains the rules and practices that  guide how everyone within the company interact with each other, approach their work and carries the company’s mission and objectives (Williams, 2022). The core significance of organisational culture revolves around higher employee engagement, improved performance and productivity of employees, increased innovation & adaptability, better decision-making & problem solving, and customer satisfaction. 
Toyota a Japanese multibillion dollar company, founded in 1937, headquartered in Toyota city, Japan. It is one of the largest automotive manufacturer, founded by Kiichiro Toyota (Toyota, 2026). At present, the organisation produces more than 10 million vehicles every year with a valuation of £184 billion. In year 2025, Toyota successfully generated the revenue of £25.98 billion (Global ranking, 2026).
This report will discuss about organisational culture of Toyota, influence of culture on structure and decision-making in the firm, cultural types, and the external environment, barriers in organisational culture of Toyota, and impact of culture on Toyota’s performance. 
[bookmark: _Toc231988410]Organisational Culture of Toyota
Organisational Culture of Toyota is known as “The Toyota Way”, operates on two main pillars including continuous improvement and respect for people. To make continues improvements within organisation, Toyota motivates a culture where finding a problem is considered as an opportunity towards progress, instead of encouraging employees to hide their mistakes (Zimba, 2022). Along with that, culture is shaped by employee empowerment as the firm allows their staff members to completely pull physical cord if an error is spotted, this ensures that high quality is never compromised within the organisation. Further, the company sets ambitious objectives to push boundaries of the employees, along with rejecting the concept of solving problems on blackboard or excels, which encourages them towards visiting the factory for solving issue based on actual data and understanding the reality. Other than that, the second pillar “respect for people”, governs the ways Toyota interacts with its ecosystem like it includes taking every opinion of shareholders seriously and prioritising responsibility around the impact of its operations on community and environment (Palhau et al. 2024). It prioritises collective success over individual glory, this means if any project is failed, the whole system is questioned not the induvial. Rather than relying purely on machines, the firm views people as a primary driver of quality where employees are trained and encouraged to apply their skills to improve the processes. 
[bookmark: _Toc231980909][bookmark: _Toc231988411]Influence of Culture on Structure and Decision-Making 
How culture of organisation shapes its structure 
To improve its cultural practices, Toyota is highly dependent on implementation of functional hierarchies, various divisions along with project teams instead of certain organisational challenges. 
Lean operational management: Toyota have adopted a lean operational management structure within its supply chain operations and across its factory layouts involving pull systems that maintains an effective control by mitigation of wastage and maintain process stability (Batwara, Kediya, and Kayande, 2025). 
Horizontal workflow: Toyota utilises a cross functional team and matrix management mainly ensuring that employees can focus towards a combined objective. This will break the internal obstacles and allows for quick conversion of resources and information across flexible workforce. 
Decentralised motivation: As wider decision making stays centralised, operational decision making is transferred to the frontline staff. Employees within an assembly line contains authority to stop manufacturing procedure is an error is being detected focusing towards a structure creates to offer respect towards staff members as per their capabilities.    
How culture of organisation shapes its decision making  
An approach followed by the organisation named ‘Toyota Way’ effectively aligns with its decision making process that leads to efficient operations within organisation. 
Consensus building: Prior of the decision making practices within organisation, Toyota supports their leaders to highly invest within time management training and consulting with stakeholders among all the departments (Potter, 2022). This will lead to development of universal documentation ensuring that after finalisation of particular decision, its integration is required to be very quick and flawless. 
Root cause evaluation: Instead of addressing the challenges after its occurrence, culture of the organisation contains the need for implementation of an in-depth problem solving system that will allow employees within organisation to find out why behind the operations. This will help to find out the main cause behind errors occurred ensuring efficient allocations of resources.  
Genchi Genbutsu (Go and See): Within this approach, leaders and managers will be required to base its decision making not based on their abstract information, but through their first hand data containing high amount of accuracy (Alves, et al. 2024). 
Long-term philosophy: Toyota makes strategic decision based on sustainability, long-term social values, and stability, continuously prioritising these over short-term profits 
[bookmark: _Toc231980910][bookmark: _Toc231988412]Identifying cultural types 
[bookmark: _Toc231980911][bookmark: _Toc231988413]Schein’s three level of culture 
This model is introduced by Edgar Schein that allows to evaluate corporate values and unconscious assumptions. 
Level 1: Artefacts
This level provides an evaluation of visible and audible physical structure and operations of Toyota. An Andon Cord is a physical pull cord at each assembly line that factory workers can pull it to stop product at the point. In case if an error occurred, that involved an egalitarian approach regarding quality control. Its standardised attires contain executives, managers along with assembly line workers that wore similar grey uniforms striping away from tangible hierarchies. Open plan layouts across the desks and assembly space is required to be systematically arranged collaboratively without high cubicle walls enhancing communication practices (Ramantswana, Mmamabolo, and Appel-Meulenbroek, 2024). 
Level 2: Espoused Beliefs and values 
This level have represented officially stated strategies and objectives of organisation that are involved to drive regular corporate mission. The Toyota Way contained internal document centres involving two main pillars such as, ongoing improvement and respect for staff. Genchi Genbutsu is a belief that involve the managers to focus on corporate values for leaders that will allow them to understand the problem in depth containing strong observational skills as per the culture providing physical corporate realities offering an efficient decision making process (Vonk, and Silva, 2024).  
Level 3: Basic underlying predictions  
Underlying prediction of organisation mainly contains an unconscious behaviour that has been taken for granted involving a belief that accurately offers an evaluation of organisational behaviour analysing the way they think, perceive and feel. Within the organisation, these in-depth convictions begin from their historic Japanese societal paradigm and years of production survival. Evaluation of Toyota’s long-run ethicality and short term achievements have highlighted a collaborative prediction that organisations exist to serve community, secure employment and develop generational stability. Quarterly profit rate of Toyota is seen as secondary to long run market endurance (Jebor, et al. 2026). 
[bookmark: _Toc231980912][bookmark: _Toc231988414]Hofstede’s Cultural Dimensions 
Power distance index: Japan contains the features of moderate to high power cultural distancing that provided evaluation of organisation rigid and in-depth respected hierarchical corporate structure. Respect for seniority and formal authorities is highly observed, evaluating that strategic decisions are highly centralised on offering a clear leadership hierarchy. However, this power distance is moderated through deeply held assumptions of respect towards people like leaders are expected to act as mentors instead of authoritarian dictators that actively listens to frontline employee feedback (Okoliko, and Hastings, 2026). 
Individualism vs. Collectivism: Japan contains a huge score in terms of power distance, accepting that formal hierarchies and senior staff members command respect. In terms of Toyota, this respect towards authority is crucial as strategic decisions are typically centralised providing clear leadership hierarchy. However, this power distance is moderated by deeply held assumption of respect for people that particularly means that leaders are required to act as mentors instead of authoritarian dictators, effectively listening to their frontline staff preferences and feedbacks. 
Uncertainty avoidance index: Japan contains very high score regarding UAI scale that means community highly prefers to avoid ambiguity containing highly systematic regulations for completion of tasks. Toyota have effectively adopted this by utilising highly standardised working methods offering systematic line wise process mitigating guesswork and unexpected variables minimising uncertainty mainly ensuring a consistent and high level results (Mahadevan, and Chejarla, 2022). 
Long term orientation: Toyota involves long-term orientation highly emphasising towards distant future instead of driving quick short term profits enabling the organisation to highly invest within its research and development practice. Which, allows the organisation to be highly enthusiastic towards mitigating monetary losses through rectification of error considering its quality and protection challenges retaining its brand long-term integrity. 
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This approach contains four main typologies involving – Power, role, task and person. In context to Toyota, two main cultural types collaborate involving role culture and clan culture. 
Role culture: Production and operational culture of the organisation highly focuses towards role culture. Here, work is governed through clear roles, establishing standard operating process and logical division of labour (Yilmaz, 2026). Employees know exactly what is predicted about them to be performed regarding their job descriptions and standard work guidelines. Decision making is organised and operational run in a highly efficient manner depending on strength of these standardised roles instead of personalities of individual employee. 
Clan Culture: Toyota contains high amount of dependency on elements of clan or person culture, highly driven by its collaborative roots. This clan culture of organisation is highly characterised by teamwork, loyalty, cohesion along with participation. Management sees the organisation being an extended family, creating a sense of belongingness and building community. As evaluating its regular operations within adoption of role culture boundaries, overarching philosophy involves organisation containing a family and individuals operation focusing towards a common objective containing shared meaning and values. 
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Toyota have adopted an organisational culture to navigate external environment factors strengthening an effective alignment and flexibility through ongoing learning, consumer centricity along with flexible and open decision making process leading to effectively adapting to highly competitive market. This adaptation towards highly competitive market is effectively understood integration of Denison’s trait theory evaluates intersection of internal as well as external focus (Takeuchi, Ohmae, and Ichijo, 2023). 
How culture drives adaptation 
To stay competitive within this dynamic global culture, organisation is required to maintain strategic balance between internal adoptions along with external prediction. An efficient corporate culture highly supports development of agility and innovation, effective compliance towards regulations and global expansion. 
Agility and innovation: Strengthening a culture where employees are encouraged to take calculated risks allowing the organisation to improve their operations in terms of consumer demands and technical requirements. 
Effective compliance towards regulation: Development of strong internal culture is required to integrate ethical standards and regulatory compliance within its regular operations ensuring that governance is practiced at behavioural level instead of merely being a policy. 
Global expansion: Global adaptation towards the culture embraces diversity and strategic initiative involving ‘think Global but Act Local’, enabling the organisation to localise their products and services along with maintaining a unified common goal.    
[bookmark: _Toc231980915][bookmark: _Toc231988417]Denison’s trait theory of organisational culture 
This approach is introduced by Dr. Daniel Denison, suggesting that organisational culture is required to build high amount of effectiveness considering four main traits. Two among four traits contain huge focus towards building company relationship with external environment, making it ideal to retain leading position within external competitive market (Abane, Adamtey, and Ayim, 2022). 
Adaptability: Adaptability is the main element allowing the organisation to react towards external culture. In accordance to Denison, this trait is fragmented into three main components: 
Creating change: Ability of Toyota to understand the marketplace, evaluating external environment trends along with anticipating shifts. 
Consumer focus: This involves organisational behaviour to be placed as per preferences of demographics placed at the priority of business strategy.
Organisational learning: This contains enthusiasm to innovate, learn from mistakes, receive and process feedbacks from external culture. 
Mission: Clear mission of organisation offers with a sense of purpose and direction aligning workforce needs with external challenges. Three core mission of organisation contains: 
Strategic direction and intent: Ability of leadership within organisation is centred towards offering clear signals where the organisation is mainly reaching.
Core objectives: Organisation ensures that its long term vision is converted into clear, actionable and measurable short term objectives.   
Vision of organisation: Organisation contains shared objective inspiring them to develop a culture that supports their employees offering relevant meaning to its regular operations. 
Involvement: Involvement factor highlights the degree of employee engagement, supported and developing a feeling of ownership for organisational success. 
Empowerment: Employees within the organisation are provided with the authority and autonomy to frame decisions and resolve localised challenges. 
Team orientation: Within this element, work is effectively organised across collaborative efforts to break down operational challenges. 
Capability development: Ongoing investment within employee skills ensures that workforce is prepared for constantly fluctuating technical and market demands. 
Consistency: Consistency defines the values, systems and procedures that develops a strong internal beginning creating a culture where Toyota operates efficiently as these systems are aligned with its core values (Hino, 2024). 
Core values: Organisation contains shared values that guides its behaviour and decision making initiatives. 
Agreement: This involves ability of organisation to reach consensus on critical challenges, along with resolving internal clashes. 
Coordination and integration: This trait contains an assurance of diverse functions, departments and international subsidiaries across the departments of Toyota to smoothly attain common objectives of organisation. 
Organisational culture as a strategic influence 
Culture of the organisation adopts sustainable competitive advantage as it creates behaviour that is deeply integrated within operations creating it highly difficult for competitors to imitate. Culture of the organisation shapes the external culture instead of reacting to it. By utilisation of mission to efficiently guide its long term strategy and adaptability to strengthen innovation, shaping consumer preferences along with industry standards. By constantly pushing its boundaries by the integration of technology, Toyota has been actively shaping its global mobility for future success. 
Ultimately, organisational culture of Toyota have represented a crucial element to adapt to ecological culture involving a strong balance between involvement and adaptability of culture involving stability regarding its mission and consistency. Through this, organisation have gained an effective position within marketplace (Boateng, and Boateng, 2023). The organisation make use of its culture to motivate their staff members ensuring a rigid compliance of regulations globally adopting an initiative of ongoing innovative practices to transform its threats into strategic opportunities. 
[bookmark: _Toc231988418]Organisational Culture as a Barrier
While “The Toyota Way” is considered as gold standard for operational efficiently, however, Toyota’s organisational culture effects as a barrier in both structural, operational and psychological group. 
Setting extremely high and border pushing objectives can backfire, like, if the target is structurally impossible, employees can experience burnout or can quietly manipulate data to let mistake arise in  future, creating conflict in “celebrate mistakes” philosophy. The rule of rejecting boardroom solution and visit factory floor works perfectly if it is a physical defect, but for digital software and AI development, this approach might delay decisions and trap teams in endless data collection (Vanichchinchai, 2022). Along with, giving workers the power to quit production is excellent for quality, but it can lead to psychological and operational pressure, as quitting production line costs thousands of dollars per minute discouraging workers from pulling the cod.
Prioritising collective success over individual glory ensures psychological safety, however when a project is fail and the system is questioned, induvial accountability often gets blur, making it difficult to address specific underperformance or leadership gap. Always looking people rather than machines as a primary drivers of  quality can slow down automation, as company’s rooted culture beliefs in human craftsmanship, this can create internal resistance to fully autonomous, software driven manufacturing process. Along with enjoying a moment where problem is seen as an opportunity, it can make difficult to sustain globally as in different cultures outside of japan, corporate hierarchy makes employees hesitate to tell problems to the superiors.
[bookmark: _Toc231988419]Impact of Culture on Organisational Performance
The main positive impacts of Toyota’s organisational culture on their performance are, reduced time consumption due to increasing focus on small changes, and safety improvisation, reduced fatigue, and enhanced productivity. This constant focus integrates tightly with the production team helping them to eliminate waste and resulting in lower production costs while not disturbing output. Company treats its employees as assets and invest heavily in their training facilities, team leaders build environment where employees feel highly valued and capable of optimising their own process (Korma, et al. 2022). Moreover, Toyota’s organisational culture allows for direct accountability of actions towards workers for problem solving, instead of relying on management, which ensures long-term stability. 
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The report have evaluated overall organisational culture of Toyota by discussing those factors that have helped the organisation to effectively shape its culture as well as its decision making process. It has utilised certain frameworks to evaluate and identify various types of culture within Toyota. Further, through the use of Denison’s trait theory, it has adapted to external factors that involved competitors, regulations and more. Ultimately, it has evaluated opportunities and barriers occurred within organisation.            
[bookmark: _Toc231988421]Recommendations 		 
Setting structurally impossible objectives leads to burnout and data manipulation, to manage this company can adapt transparent goal setting, reward the learning process, and actively involve employees in determining what mathematically and practically feasible. In digital and AI development, massive data collection leads to any decision fatigue, to avoid this company should let engineers shift from old method to agile experimentation. 
Along with these several challenges, the organisation sometimes lack at handling failures, to overcome this the firm should conduct 360- degree feedback to evaluate leadership gaps. To overcome internal resistance in a craftsmanship culture, the company can shift from replacing employees to turning them human experts into the master trainers and quality supervisors of the new software machines that would be installed. To make problem-finding sustain globally, company can use private and structured feedback loops, deploy peer led reviews and reframe “failure” to leaning opportunity. 
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