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Introduction
Organisational culture plays an important role in influencing how organisations operate and achieve their objectives. Shared values, beliefs and behaviours influence everyday working practices and can have a significant impact on organisational performance, employee motivation and long-term success. (Schein and Schein, 2017; Liu and Kianto, 2021). As organisations continue to expand internationally, developing a strong and adaptable organisational culture has become increasingly important. According to Mullins and Christy (2016). Organisational culture affects many aspects of organisational life, including organisational structure, leadership, decision making and management control.
Toyota Motor Corporation is widely recognised for developing a strong organisational culture that has supported its growth into one of the world’s leading automotive manufacturers. The company’s management philosophy, known as the Toyota Way, is built around the principles of continuous improvement and respect for people. (Liker, 2011). These values influence the way employees work. How managers make decisions and how organizational approaches long-term development and innovation. (Liker and Hoseus, 2008).
This report examines the role of organisational culture within Toyota and evaluates how it influences the company’s organisational culture and decision-making process. It also applies established theories of organisational culture to identify Toyota’s dominant cultural characteristics, analyses how culture supports the organisation’s response to external environmental pressures and assesses whether it acts primarily as an enabler or a barrier to organisational effectiveness. Finally, the report evaluates the impact of organisational culture on Toyota’s performance and presents recommendations to support its future development.
Organisational Culture at Toyota
Toyota’s organisational culture has developed over many years and is strongly connected to the company’s history and management approach. The organisation’s culture is reflected in behaviours, attitudes and expectations that shape how employees work daily. This has allowed Toyota to create a working environment where cooperation, problem-solving and continuous learning are considered essential elements of organisational success. (Schein and Schein, 2017).
A central element of Toyota culture is the Toyota Way, which is based on two main principles: Continuous improvement and Respect for People. Continuous Improvement represents Toyota’s belief that organisational processes should be reviewed and developed. Employees are encouraged to identify problems, suggest solutions and contribute to improvements within their areas of responsibility. This approach has created a culture where improvement is viewed as a shared responsibility across the organisation rather than something only by senior management. (Liker, 2021).
The principle of Respect for People reflects Toyota’s focus on employee development, teamwork and involvement. The organisation recognises that employees are an important source of knowledge, which is why collaboration and open communication are encouraged throughout the business. By valuing employee contributions, Toyota creates stronger engagement and encourages individuals to take responsibility for achieving organisational goals. (Liker and Hoseus, 2008).
Toyota’s cultural principles are reinforced through its everyday management practices and workplace behaviours. Instead of depending only on formal systems and procedures, the company encourages employees to learn from experience, work together and improve their work. This combination of structured processes and employee involvement has helped Toyota develop a culture that supports both operational consistency and organisational learning. (Liu, Tsui and Kianto, 2021).
Overall, Toyota’s organisational culture can be understood as a culture based on collaboration, continuous development and long-term thinking. The alignment between the company’s stated values and actual working practices has helped Toyota maintain a strong organisational identity while supporting employee commitment, innovation and sustained performance within the global automotive industry. (Liker, 2021; AIShehhi et al., 2021).

Influence of Culture on Structure and Decision-Making
According to Schein’s model, organisational culture significantly influences organisational structure and decision-making processes. While organisational structures establish formal roles and responsibilities, culture shapes communication, collaboration and problem-solving. (Schein and Schein, 2017). At Toyota, this relationship has created a structure that combines effective managerial control with employee participation, enabling the organisation to maintain operational efficiency while supporting continuous improvement (Liker, 2021).
As a global organisation, Toyota requires a structure that ensures consistency across its international operations while remaining flexible enough to respond to local market conditions. Reflecting Hofstede’s cultural dimensions, particularly collectivism and long-term orientation, Toyota encourages employees at different organisational levels to share ideas and contribute to problem-solving (Hofstede and Minkov, 2010). Although senior managers retain responsibility for strategic decisions, employees are also encouraged to identify problems and suggest improvements. This creates an inclusive decision-making process where practical knowledge supports organisational learning (Liu Tsui and Kianto, 2021).
Toyota’s approach to decision-making reflects its belief that problems should be fully understood before solutions are implemented. Rather than relying solely on managerial judgement, employees gather information, evaluate different perspectives, and collaborate before making decisions. This cultural approach improves decision quality, encouraging careful analysis and shared responsibility (Liker and Hoseus, 2008). However, the emphasis on consultation and consensus can also create limitations. In a highly competitive industry characterised by rapid technological change, reaching agreement may slow organisational responses to emerging challenges. Although this supports well-informed decisions, it may limit organisational agility when rapid action is required.  (Toyota Motor Corporation, 2024).
From Handy’s cultural framework, Toyota is best described as demonstrating the characteristics of a task culture, where teamwork, collaboration and problem-solving are central to organisational success (Handy, 1993). At the same time, aspects of role culture are evident through the company’s standardised procedures, clearly defined responsibilities and structured management systems, which contribute to operational consistency and efficiency (Hardcopf, Liu and Shah, 2021).
Overall, Toyota illustrates how organisational culture shapes employee behaviour, organisational structure and decision-making. Its culture has created a collaborative working environment where employees contribute to continuous improvement while maintaining consistent standards across global operations. Nevertheless, as the automotive industry continues to evolve, Toyota must continue to balance its established cultural values with the need for greater speed, flexibility, and responsiveness (AIShehhi et al., 2021).
Organisational Culture Models for Toyota
Organisational culture can be understood through different theoretical perspectives, as each model explains how values and behaviours influence organisations. Schein’s Three Levels of Organisational Culture, Hofstede’s Cultural Dimensions and Handy’s Cultural Types provide useful frameworks for analysing Toyota’s organisational culture and understanding how it supports the organisation’s effectiveness and long-term success (Schein and Schein, 2017; Hofstede, Hofstede and Minkov, 2010; Handy, 1993).
· Analysis using Schein, Hofstede and Handy
Schein’s model is useful for analysing Toyota because it examines both visible aspects of cultural practices and the deeper beliefs influencing employee behaviour. The model identifies three levels of organisational culture: artefacts, espoused values and basic underlying assumptions (Schein and Schein, 2017).
At the level of artefacts, Toyota’s culture is reflected in its daily practices, management systems and workplace behaviours. Continuous improvement, quality control and employee involvement demonstrate the importance of learning and problem-solving, showing how cultural values are applied in everyday activities (Liker, 2021).
Espoused values refer to the principles guiding employee behaviour and decision-making. Toyota’s culture is shaped by the Toyota Way, particularly Continuous Improvement and Respect for People, which are reflected in leadership, employee development and teamwork throughout the organisation (Liker and Hoseus, 2008).
The final level, basic underlying assumptions, refers to the beliefs that become deeply accepted within an organisation. At Toyota, assumptions related to collaboration, long-term thinking and Continuous learning shape how employees approach their work and solve problems. These shared assumptions help explain how Toyota has maintained a consistent organisational culture while operating across countries and responding to changes in the automotive industry (Schein and Schein, 2017).
Although Schein’s model explains Toyota’s internal culture, it gives less attention to external influences such as national culture and the wider business environment. 
· Hofstede’s Cultural Dimensions
Hofstede’s framework explains how national cultural values can influence organisational behaviour. As a Japanese company, Toyota's culture reflects characteristics associated with Japanese culture (Hofstede, Hofstede and Minkov, 2010).
Collectivism is reflected in Toyota’s emphasis on teamwork, cooperation and shared responsibility. Employees work towards common organisational goals, while the company also demonstrates strong long-term orientation through investment in employee development, continuous improvement and sustainable strategies (Hofstede, Hofstede and Minkov, 2010; Liker, 2021).
However, Hofstede’s model focuses on national rather than organisational culture and cannot fully explain Toyota's unique management approach. It is therefore most effective when used alongside other cultural frameworks. 
· Handy’s Cultural Types
Handy’s Cultural Types explain how authority and working relationships are organised within Toyota (Handy, 1993). Toyota mainly reflects a Task Culture, where teamwork, specialist knowledge and problem-solving support organisational goals through cooperation and employee involvement. (Handy, 1993; Liker and Hosues, 2008). At the same time, elements of Role Culture are evident through formal procedures, clear responsibilities and structured systems, allowing Toyota to maintain consistency while encouraging continuous improvement (Handy, 1993).
· Toyota’s Prevailing Organisational Culture
Among the three frameworks, Schein’s model provides the strongest explanation of Toyota’s organisational culture because it connects visible practices, shared values and underlying assumptions. Hofstede explains the influence of Japanese culture, while Handy highlights Toyota’s emphasis on teamwork and problem solving (Schein and Schein, 2017; Hofstede and Minkov, 2010; Handy, 1993).
Overall, Toyota’s organisational culture is a collaborative and learning-oriented culture based on continuous improvement, employee involvement and long-term thinking. These characteristics have helped maintain operational performance while adapting to changes in the global automotive industry. (AIShehhi et al., Toyota Motor Corporation, 2024)
Adaptation to the External Environment
Modern organisations operate in environments where technological developments, consumer expectations, environmental concerns and global competition create constant pressure for change. Although strategy and resources influence how organisations respond, organisational culture also plays an important role. A culture that supports learning, collaboration and flexibility can improve an organisation’s ability to adapt (Mullins and Christy, 2016). Toyota’s culture has supported its response to external challenges through continuous improvement and long-term thinking (Liker, 2021).
One of the main challenges for Toyota is the increasing demand for sustainable transportation. Governments and consumers have placed pressure on automotive companies to reduce environmental impact and develop lower-emission vehicles. Toyota has responded by using its culture of innovation and improvement to invest in hybrid technology, electric vehicles and alternative energy solutions (Toyota Motor Corporation, 2024). This shows how cultural values can support strategic adaptation by encouraging organisations to respond to environmental changes (AIShehhi et al., 2021).
The automotive industry has also experienced major technological changes, particularly through artificial intelligence, digital technology and connected vehicles. Toyota’s focus on employee involvement and knowledge sharing supports innovation and problem-solving (Liker and Hoseus, 2008; Liu, Tsui and Kianto, 2021). However, its cautious decision-making approach may also pose challenges, as the company has been criticised for moving more slowly than some competitors in developing fully electric vehicles (Toyota Motor Corporation, 2024).  
Operating globally creates further challenges because Toyota must maintain consistency while adapting to different markets and customer expectations. Through the Toyota Way, the organisation maintains common values while allowing international operations to adjust practices according to local conditions (Liker, 2021). This approach helps Toyota protect its organisational identity while remaining responsive to external demands.
Toyota’s organisational culture has also strengthened the company’s ability to manage uncertainty, particularly during disruptions to global supply chains. Strong relationships with suppliers and supply chain partners are built on trust, collaboration and long-term commitment, reflecting the values of the Toyota Way. These partnerships support consistent product quality, improve operational stability and enable Toyota to respond more effectively to unexpected external challenges. This demonstrates that organisational culture influences not only internal operations but also the organisation’s relationships with key external stakeholders (Liker and Hoseus, 2008; Toyota Motor Corporation, 2024).
Overall, Toyota’s organisational culture has been an important factor in supporting adaptation to external pressures. Its focus on learning, collaboration, and long-term thinking has encouraged innovation and resilience (AIShehhi et al., 2021). However, as the automotive industry continues to change rapidly, Toyota must ensure that its cultural strengths do not slow its future responses.

Whether Culture is a Barrier or Enabler
Organisational culture influences performance by supporting organisational objectives and adaptation to change. A strong culture encourages employee commitment, cooperation and consistency, although established practices may sometimes reduce flexibility (Mullins and Christy, 2016). At Toyota, culture has been a key factor behind long-term success, despite creating some challenges in a rapidly changing business environment (Liker, 2021).
Toyota’s culture is mainly an enabler of organisational effectiveness because it promotes continuous improvement, teamwork, and employee involvement. Employees are encouraged to identify and share ideas and to improve processes. Creating a learning environment that supports quality, efficiency and operational reliability (Liker and Hoseus, 2008; Hardcopf, Liu and Shah, 2021).
Another strength is the close connection between Toyota’s cultural values and management practices. The principles of the Toyota Way are reflected in leadership, employee development and organisational processes, helping employees work together effectively.  This alignment has strengthened Toyota’s organisational s identity in the global automotive industry market (Liker, 2021). 
Another important benefit of Toyota’s organisational culture is its ability to attract and retain skilled employees, driven by the organisation’s commitment to employee development. Teamwork and continuous learning make Toyota an attractive employer. A supportive working environment also helps reduce staff turnover by encouraging long-term commitment and preserving valuable organisational knowledge (Liker, 2021; Liu, Tsui and Kianto, 2021).
However, Toyota’s culture may also create limitations. The emphasis on detailed analysis, consultation and agreement before decisions are made can slow responses to external changes. In areas such as electric vehicles and digital technologies, this cautious approach may reduce Toyota’s ability to respond as quickly as some competitors (Toyota Motor Corporation, 2024).
Toyota also encourages benchmarking and continuous learning to monitor performance and identify opportunities for improvement. Comparing organisational practices and performance with industry standards supports innovation within the company’s culture of continuous improvement (Hardcopf, Liu and Shah; Liker, 2021).
Nevertheless, these challenges do not mean that Toyota’s culture is ineffective. Instead, they highlight the need to balance stability with adaptability. The cultural practices that have supported Toyota’s success must continue to evolve as the organisation faces new technological and competitive pressures (AlShehhi et al., 2021).
Overall, Toyota’s organisational culture remains primarily an enabler of organisational effectiveness. Its focus on collaboration, continuous learning and long-term thinking has supported quality, employee engagement and sustainable performance. However, future success will depend on Toyota’s ability to preserve strengths while becoming more flexible and responsive to changes in the global automotive industry (Toyota Motor Corporation, 2024).
Impact on Organisational Performance
Organisational culture has played an important role in shaping Toyota’s performance by influencing employee behaviour, management practices, and responses to challenges. Although Toyota’s success also depends on technological expertise and efficient production systems, its culture has provided a strong foundation for achieving consistent quality, operational effectiveness and long-term competitiveness (Liker, 2021; Mullins and Christy, 2016).
Toyota’s organisational culture also contributes to both operational and financial performance. The company’s focus on continuous improvement and waste reduction improves efficiency, reduces operating costs and supports consistent organisational performance. These strengths help Toyota maintain long-term profitability while creating value for shareholders through sustainable business growth (Hardcopf, Liu and Shah, 2021; Toyota Motor Corporation, 2024).
Key indicators of Toyota’s organisational performance.

	Business Indicator
	Toyota (FY2024)

	Revenue
	45. 1 trillion JPY

	Operating Profit
	5.35 trillion JPY

	Net Profit
	4.94 trillion JPY

	Employees
	Approximately 380,000

	Vehicles Sold
	Approximately 10.8 million


The figures support the view that Toyota’s organisational culture contributes to strong organisational performance. A key contribution of Toyota’s culture is its focus on continuous improvement and employee participation. By encouraging employees to identify problems and suggest improvements, Toyota creates a working environment where changes can be developed at different levels of the organisation. This approach has supported efficiency, reduced waste and helped maintain high standards of product quality (Liker and Hoseus, 2008; Hardcopf, Liu and Shah, 2021).
Furthermore, Toyota’s emphasis on teamwork, respect and knowledge sharing has strengthened employee engagement and organisational learning. By involving employees in organisational processes, Toyota encourages shared responsibility and supports innovation across its global operations (Liu, Tsui and Kianto, 2021).
The organisation’s strong commitment to quality is another important outcome of its organisational culture. Employees are encouraged to identify problems, improve processes and maintain high production standards, resulting in consistent product quality. Close cooperation with supply chain partners also helps maintain these standards throughout the production process (Liker, 2021; Fujimoto, 1999).
However, Toyota’s culture may also create challenges for future performance. The same focus on careful evaluation and established processes that supports reliability and quality may sometimes reduce organisational agility. In an industry experiencing rapid technological change, Toyota must ensure that its cultural strengths do not prevent faster responses to new opportunities and competitive pressures (Toyota Motor Corporation, 2024).
Overall, Toyota’s organisational culture has had a predominantly positive impact on performance. Its focus on continuous learning, employee involvement and long-term development has created advantages that support sustainable success. However, maintaining this advantage will depend on Toyota’s ability to adapt its culture to changes in the automotive industry while continuing to promote innovation and sustainable growth (AIShehhi et al., 2021).
Recommendations
Although Toyota’s organisational culture has been an important factor behind its long-term success, the rapid transformation of the automotive industry requires the organisation to continue developing its approach. The following recommendations aim to improve Toyota’s ability to respond to future challenges while maintaining the cultural values that have supported its success.
Increase flexibility in decision-making
· Toyota should encourage faster decision-making at regional and operational levels
· Greater autonomy for regional managers would allow quicker responses to specific
· Market conditions while maintaining alignment with Toyota’s core values
· This approach would help balance Toyota’s traditional focus on reliability and consensus with the need for greater adaptability (Schein and Schein, 2017).
Strengthen cross-functional collaboration
· Toyota should increase cooperation between manufacturing, engineering, software development and digital technology teams.
· Greater knowledge sharing and collaboration between different areas would support innovation, improve problem-solving and help the organisation respond to technological changes.
· This recommendation reflects Handy’s Task culture, where teamwork and specialist knowledge are important for achieving organisational objectives.
Develop leadership capabilities for cultural adaptation
· Toyota should continue developing leaders who can maintain the principles of Continuous Improvement and Respect for People while encouraging innovation and flexibility.
· Managers play an important role in maintaining organisational culture because their behaviours influence how employees understand and apply company values (Liker and Hoseus, 2008).
Overall, these recommendations focus on developing Toyota’s existing culture rather than replacing it. By maintaining its commitment to quality, employee involvement, and long-term thinking while becoming more adaptable, Toyota can strengthen its competitive position in the global automotive industry.
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Conclusion
This report has examined the role of organisational culture within Toyota and how it influences the organisation’s structure, decision-making, adaptation and performance. The analysis has shown that Toyota’s success cannot be explained only by its manufacturing systems and technological capabilities. Instead, its long-term performance has been strongly supported by a culture of continuous improvement, respect for people and long-term thinking (Liker, 2021).
The application of organisational culture frameworks, including Schein’s Three Levels of Culture, Hofstede's Cultural Dimensions and Handy’s Cultural Types, provided a better understanding of Toyota’s cultural characteristics. Although each model offers different insights, Schein's framework provides the most complete explanation of Toyota’s culture by showing how visible practices, shared values and underlying assumptions influence organisational behaviour (Schein and Schein, 2017).
Overall, Toyota’s organisational culture can be considered mainly an enabler of organisational effectiveness. Its focus on teamwork, learning and employee involvement has contributed to quality, efficiency and sustainable performance. However, the analysis also identified potential limitations, particularly regarding slower decision-making caused by consultation and consensus. Therefore, Toyota’s future success will depend on maintaining its cultural strengths while becoming more flexible and responsive to technological and market changes. (Toyota Motor Corporation, 2024).
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