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[bookmark: _Toc213347278]Introduction

This report explores the effect of organisational culture on corporate structure, decision-making, and performance, using Toyota Motor Corporation as a case study. Organisational culture, which consists of shared values, beliefs, and norms, is a vital driver in aligning employees with corporate goals, fostering innovation, and managing external pressures. The analysis underlines Toyota’s cultural principles, including continuous improvement (kaizen), respect for individuals, and teamwork, and examines how these principles reinforce both formal structures and informal decision-making processes. By applying one of the established theoretical frameworks such as Schein’s three-level model, Hofstede’s cultural dimensions, and Denison’s organisational traits, this report evaluates Toyota’s adaptability, potential cultural barriers, and overall impact on organisational performance. Practical examples, including the Andon system, Gemba walks, and crisis response strategies, illustrate how culture is integrated into daily operations and strategic initiatives. 












[bookmark: _Toc213347279]Definition of culture

The concept of culture originates from the Latin term cultura, initially associated with cultivation of the land, and later extended to intellectual and social development (Akpa et al., 2021). In an organisational context, culture is defined as the set of shared values, beliefs, and norms that shape employee behaviors and interactions (Alshamari, 2017; Hofstede & Hofstede, 2005). Organisational culture functions as the “invisible side of the iceberg,” influencing decisions, processes, and behavior’s that may not be immediately apparent from formal structures or policies (Schein, 1985; Tandon et al., 2018).
Organisational culture operates both as a social system and a management framework, impacting performance, employee engagement, and strategic alignment (Dimitrakaki, 2023). A strong culture aligns individual and organisational goals, enhancing productivity, innovation, and satisfaction (Hofstede, 2007; Kotter, 2012). Schein (1985) emphasizes that culture helps organizations integrate internally while adapting externally, which is essential for leaders managing change and cohesion (Bolboli & Reiche, 2013). Denison (1990) identifies four dimensions of effective culture—involvement, consistency, adaptability, and mission—which correlate with organisational resilience and high performance (Kotrba et al., 2012). For example, companies such as Google foster cultures that encourage creativity, collaboration, and alignment with strategic goals, resulting in sustained innovation and profitability (Akpa et al., 2021). Culture, therefore, acts as an organization’s personality, shaping engagement, attitudes, and operational outcomes (Weeraratna & Geeganage, 2014; Schein, 2011).






[bookmark: _Toc213347280]Discuss the organizational culture of Toyota

Organisational culture is typically recognized as an essential factor in a corporation's success, affecting employee behavior, decision-making processes, and adaptability (Schein, 2010; Hofstede, Hofstede & Minkov, 2010). In an increasingly globalized environment, where businesses confront rapid changes in technology, regulations, and competition, a solid and unified culture can ensure stability, direct strategic initiatives, and cultivate resilience.
A prime illustration is Toyota Motor Corporation; a company whose cultural framework supports both operational excellence and long-term success. Founded in 1937 in Japan, Toyota has grown to be among the largest automotive producers in the world, distinguished for quality, efficiency, and innovation (Liker, 2004). The foundation of Toyota's success is its organisational culture, characterized by the Toyota Way, which prioritizes continuous improvement (kaizen), respect for individuals, and collaborative problem-solving (Toyota, 2025). The company’s culture is rooted in five guiding principles, which emphasise responsibility, creativity, practicality, a positive working environment, and respect for spiritual matters (Toyota, 2025). These principles shape employee conduct and influence company-wide operations, providing a foundation for decision-making and global responsiveness.
[bookmark: _Toc213347281]Toyota’s Five Principles:
1. “Always be faithful to your duties, thereby contributing to the company and the overall good.”
2. “Always be studious and creative, striving to stay ahead of the times.”
3. “Always be practical and avoid frivolousness.”
4. “Always strive to build a homelike atmosphere at work that is warm and friendly.”
5. “Always have respect for spiritual matters and remember to always be grateful.”
These principles exemplify Toyota’s commitment to ethical responsibility, continuous learning, and mutual respect, which collectively reinforce a high-performing organisational culture (Liker, 2004).
[bookmark: _Toc213347282]Influence of Culture on Structure and Decision-Making.

Culture and structure are interdependent; culture legitimizes certain structures, while structural forms reinforce cultural values (Schein, 2004). At Toyota, the principles of continuous improvement, respect for individuals, teamwork, and problem-solving are integrated into specific structural and decision-making processes.
[bookmark: _Toc213347283]Cultural Impact on structure 
Toyota's organizational culture, especially its emphasis on continuous improvement (kaizen) and respect for individuals, significantly shapes its structure. The company utilizes a hybrid organizational model that combines hierarchical supervision with collaborative, team-oriented practices (Liker, 2004). Traditionally, decision-making at Toyota was centralized; however, in response to quality and safety issues, the company adopted decentralization, enabling regional units and cross-functional teams to make operational decisions while ensuring alignment with global strategies (Gregory, 2025). This change aligns with Toyota's cultural expectation that problems should be addressed at their origin (go and see”), rather than through top-down hierarchical commands. Toyota's matrix structure integrates functional and divisional components, facilitating efficient production, responsiveness to local markets, and coherence with the Toyota Production System (TPS), which prioritizes Just-in-Time production and Jidoka (automation with human oversight) (Ohno, 1988; Fujimoto, 2019). However, all business units report to the headquarters in Japan, ensuring that the structure supports both global coherence and local adaptation (Gregory, 2025). The organizational culture supports this structure, incorporating mechanisms such as kaizen teams, quality review boards, and local autonomous problem-solving. That facilitates decision-making and reinforces the culture by permitting local actors to enact cultural norms effectively.
[bookmark: _Toc213347284]Influence of decision making.
Cultural norms play a crucial role in shaping Toyota's decision-making practices, which reflect the following principles:
· Genchi Genbutsu ("go and see"): Leaders and employees are encouraged to observe operations firsthand at the workplace (Gemba) to make informed decisions (Marksberry, 2011). 
· Consensus building (Nemawashi): Decisions are informally prepared through discussions before formal approval, ensuring cultural alignment and buy-in.
· Incremental improvement (Kaizen): The decision-making process is viewed as a series of continuous improvements rather than radical changes. 
· Respect for people and empowerment: Employees at all levels are authorized to identify issues and implement solutions, such as stopping production via the Andon cord system to address quality concerns (True North Thinking, 2014). 
· Root cause investigation: The focus is on understanding the underlying issues rather than assigning blame.
 Practical Example: When a defect is found in engine assembly at Toyota's Burnaston plant in the UK, the plant manager conducts a Gemba walk, assembles a cross-functional team, and leads a root cause analysis. Corrective actions are implemented incrementally, with local autonomy supported by kaizen teams. (Toyota UK Magazine, n.d.; Kaizen.com, 2024).
In Conclusion, the organizational culture at Toyota has led to the development of a hybrid structure that combines central oversight with regional autonomy, emphasizes teamwork, and is highly responsive — with decision-making influenced by the principles of observation, consensus, incrementalism, and empowerment.






[bookmark: _Toc213347285]Using relevant frameworks/models/theories, explain how to identify various types of culture in Toyota.

[bookmark: _Hlk213340814]Comprehending Toyota's organizational culture can be improved by utilizing established theoretical models. Hofstede’s cultural dimensions, and Handy’s organisational typology and Schein’s three-level model of culture all three frameworks.
[bookmark: _Toc213347286]Hofstede’s Cultural Dimensions 
 Hofstede’s (2011) model highlights the national cultural tendencies that shape organizational practices. In Japan, the high levels of collectivism, uncertainty avoidance, and long-term orientation are evident in Toyota’s focus on teamwork, consensus decision-making, and continuous improvement. Understanding these dimensions elucidates the cross-cultural challenges Toyota faces in its international subsidiaries, particularly in Western markets where individualism and risk-taking are more pronounced. 
[bookmark: _Toc213347287]Handy’s Organisational Typology 
Handy (1993) categorizes organizational cultures into four types: power, role, task, and person cultures. Toyota exemplifies a task culture, characterized by teams that prioritize problem-solving and goal achievement. The cross-functional kaizen teams serve as a prime example of this culture, where authority is granted to individuals based on their expertise rather than their hierarchical position, aligning with Toyota’s cultural emphasis on respect, competence, and collaboration (Liker, 2004).
[bookmark: _Toc213347288]Schein’s three-level model of culture 
 Among the frameworks proposed by Schein (2004), Hofstede (2011), and Handy (1993), the model that most clearly explains Toyota’s organizational culture today is Schein’s three-level model of organizational culture. This model divides culture into artifacts and behaviors, espoused values, and fundamental underlying assumptions, thus providing a systematic method for comprehending both the visible and hidden aspects of culture.
 At the first level, artifacts and behaviors signify the observable manifestations of culture. In the context of Toyota, these include the implementation of Andon cords and digital alerts, which allow any employee to stop the production line when a problem is detected. This practice exemplifies empowerment and a collective commitment to quality (Liker, 2004). Similarly, daily “morning meetings” (Asa no Kaigi) facilitate teams in evaluating results and setting goals, thus reinforcing collective accountability. Another example is Gemba walks, where managers routinely visit the production floor to observe and interact with employees. These practices illustrate respect for employees and embody Toyota’s belief that improvement is best understood at the workplace itself (Gemba) (Liker & Hoseus, 2008).
At the second level, espoused values are the principles that Toyota claims to uphold. These are articulated in the Toyota Way 2001, which emphasizes Continuous Improvement (Kaizen) and Respect for People as core values (Toyota, 2025). Toyota reinforces these values through global training initiatives such as Problem Solving through Kaizen and the Toyota Production System Support Center (TSSC) in Texas, which instructs employees and even external partners in Toyota’s management philosophy (Liker & Hoseus, 2008). In conclusion, the essential underlying beliefs constitute the profound, unconscious foundation of Toyota’s culture. These beliefs include the conviction that individuals can perpetually improve, that challenges serve as opportunities for learning, and that decisions should arise from the front lines. These beliefs direct daily operations through mechanisms such as A3 problem-solving reports, which foster reflection rather than blame, and the Genchi Genbutsu principle ("go and see for yourself"), ensuring that leaders base their decisions on direct observation (Schein, 2010; Liker, 2004). For example, at Toyota’s Burnaston plant in the UK, employees are empowered to suggest local process improvements, displaying the trust and autonomy that arise from these cultural beliefs (Toyota, 2025).
 Schein’s model most effectively characterizes Toyota’s culture because it connects observable practices (like kaizen and Andon systems) with deeper, invisible beliefs (such as trust and continuous learning). While Hofstede’s framework elucidates Japanese national cultural tendencies, and Handy’s typology describes organisational structures, Schein’s model clarifies how Toyota’s culture functions, evolves, and sustains performance across its global sites (Alpenberg & Scarbrough, 2009). Even today, Toyota implements internal culture training and leadership development programs to maintain these shared beliefs, illustrating that its cultural system remains a crucial source of organisational strength (Toyota, 2025).

[bookmark: _Toc213347289]Discuss how the company uses its culture to adapt to external factors such as competition, regulations, or globalization. Include Denison’s Traits Theory if applicable.

Organisational culture acts as a dynamic mechanism for responding to external pressures, including competition, regulation, technological changes, and globalization (Denison, 1990). Toyota capitalizes on its culture to adapt through the Toyota Production System (TPS), which incorporates lean principles, just-in-time production, jidoka, and visual management systems. TPS serves both as an operational methodology and a cultural framework, aligning employee behaviors with external demands such as cost efficiency, quality standards, and customer expectations (Alpenberg & Scarbrough, 2009). Practical Example: In 1997, a fire at Toyota supplier Aisin Seiki jeopardized the production of critical P-valves. The culture of trust, mutual support, and lean responsiveness at Toyota allowed suppliers to prioritize the delivery of replacement parts, enabling production to restart within five days instead of weeks (Liker, 2004). Moreover, Toyota encourages innovation, local adaptation, and global responsiveness through regional R&D, product modifications, and pilot programmes, while upholding the core cultural norms of continuous improvement and learning. This illustrates Denison’s (1990) traits of adaptability and mission-driven culture, which enhance organisational resilience and competitive advantage.





[bookmark: _Toc213347290]Discuss if the organizational culture a barrier to effective functioning in this organization.

Organisational Culture as a Barrier While Toyota’s culture generates numerous advantages, it can also create obstacles: 
1. Cultural inertia and suppressed disagreement – The emphasis on harmony and consensus may inhibit early warnings or dissenting opinions. For example, during recall crises, some analysts noted that employees hesitated to escalate quality concerns promptly (Sosnovskikh, 2016). 
2. Cautious incrementalism – A strong preference for gradual improvement may slow radical innovation, such as the transition to electric vehicles, potentially placing Toyota behind more agile competitors. 
3. Global cultural complexity – Japanese-rooted practices may clash with local subsidiary cultures, requiring careful adaptation to maintain alignment without undermining core principles. 
4. Over-standardisation and rigidity – Strict adherence to procedures can asphyxiate creativity and agility in fast-moving environments, particularly in digital mobility and emerging automotive technologies. Practical Example: In regions with strong entrepreneurial cultures, rigid adherence to TPS procedures has occasionally delayed experimentation and adaptation, highlighting the need for local cultural flexibility.




[bookmark: _Toc213347291]Evaluate the impact of organization culture on organizational performance.

Toyota's cultural framework significantly shapes operational excellence, employee engagement, and overall performance. The key advantages are: 
· Operational efficiency and cost leadership – Lean principles effectively reduce waste and enhance workflow (Marksberry, 2011). 
· Quality and reliability – A cultural focus on root cause analysis and defect prevention enhances product quality (Liker, 2004).
· Employee engagement and continuous learning – Empowered employees actively participate in kaizen initiatives, which boosts retention and motivation.
· Brand reputation – The cultural emphasis on reliability and customer satisfaction reinforces Toyota's market standing. 
· Crisis resilience – Lean and trust-based networks enable rapid adaptation to disruptions, such as the supply chain issues highlighted by the Aisin fire incident. 
· Practical Example: The Andon system and kaizen teams ensure that quality issues are addressed immediately at the source, preventing systemic failures and maintaining ambitious standards. 
[bookmark: _Toc213347292]Risks and Challenges:
· Cultural rigidity may hinder disruptive innovation (e.g., transition to electric vehicles).
· Divergent subcultures in global operations may create alignment challenges. 
· Suppression of dissent can delay the escalation of quality concerns.



[bookmark: _Toc213347293]Conclusion

The culture within Toyota's organization is a crucial driver of its structural framework, decision-making processes, adaptability, and performance levels. By incorporating principles of continuous improvement, respect for individuals, and collaborative problem-solving, Toyota aligns its global operations with local responsiveness and strategic goals. The insights from the Schein, Hofstede, and Handy frameworks provide a complementary understanding of the company's cultural dynamics. While the culture offers significant operational and reputational advantages, it also presents challenges, including potential rigidity and cross-cultural tensions.
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