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Introduction
Organisational culture is a main part that structures how organisations operate, make decisions, and reach to the target. It influences employee behaviour, leadership style, communication, motivation, and overall organisational performance. According to Mullins and Christy (2016), organisational culture can be described as “how things are done around here”, reflecting shared values, beliefs, and assumptions that guide behaviour within an organisation.
In todays international and highly competitive environment, organisations must develop strong yet adaptable cultures to survive and grow. Schein (2017) argues that organisational culture is not only visible in practices and behaviours but also exists at a deeper level of shared assumptions that influence how employees think and act.
This report closley examines the organisational culture of Toyota, one of the world’s leading car manufacturers. Toyota is widely recognised for its strong organisational culture based on continuous improvement (Kaizen), respect for people, teamwork, and long term thinking (Liker, 2004).
The report aims to:
1: Analyse how culture influences organisational structure and decision making 
2: Apply organisational culture theories such as Schein, Hofstede, and Handy 
3: Evaluate how Toyota responds to external environmental change 
4: Critically assess whether culture acts as an enabler or barrier 
5: Provide recommendations supported by theory 

2: Company Overview 
Toyota Motor Corporation was founded in 1937 in Japan and has grown into one of the largest automobile manufacturers in the world, operating in more than 170 countries (Toyota, 2024). The company produces a wide range of vehicles, including petrol, hybrid, and electric models, and is a major global player in the car industry.
Toyota’s success is closely linked to its management philosophy known as The Toyota Way, which is based on two core principles: continuous improvement (Kaizen) and respect for people (Liker, 2004). These principles influence how employees behave, make decisions, and solve problems across all levels of the organisation.
A key development in Toyota’s history is the Toyota Production System , developed by Taiichi Ohno. Toyota production system focuses on eliminating waste, improving efficiency, and ensuring high product quality through standardised processes and continuous improvement practices (Ohno, 1988). This system has been widely studied and is considered a foundation of lean manufacturing theory (Womack and Jones, 2003).

Toyota operates in a highly competitive and rapidly changing global environment. It faces significant external pressures, including:
1: The shift toward electric vehicles and competition from companies such as Tesla 
2: Increasing environmental and sustainability regulations 
3: Global supply chain disruptions 
4: Rapid technological change and digital transformation 

Despite these challenges, Toyota remains one of the most stable and successful automotive companies in the world. Its strong organisational culture and lean production system are widely recognised as key reasons for its long term performance and resilience (Womack and Jones, 2003). 
 
 
3: Organisational Culture of Toyota 
 
Toyota has a strong and well defined organisational culture that is deeply root in its operations, leadership approach, and employee behaviour. Organisational culture refers to the shared values, beliefs, and assumptions that shape how people behave within an organisation (Mullins and Christy, 2016). At Toyota, culture is not only formally stated but actively practiced across all levels of the organisation.
A central feature of Toyota’s culture is The Toyota Way, which is built on two key pillars.
1:  continuous improvement (Kaizen) 2: and respect for people. According to Liker (2004), these principles are not simply management slogans but deeply embedded behavioural expectations that influence how employees think, act, and make decisions.
Kaizen encourages all employees, regardless of position, to continuously look for ways to improve processes. This creates a culture of problem-solving and learning, where mistakes are viewed as opportunities for improvement rather than failures. This approach supports long term efficiency and quality improvement, especially in manufacturing environments (Schein, 2017).
Respect for people is another fundamental element of Toyota’s culture. It involves valuing employees, encouraging teamwork, and developing trust between management and workers. Managers are expected to act as coaches rather than authoritarian decision-makers, which supports employee engagement and motivation (Liker, 2004). This cultural value also strengthens communication and collaboration across departments.
Schein’s model of organisational culture helps explain Toyota’s strong cultural structure. At the level of artefacts, Toyota demonstrates visible systems such as standardised work procedures, just-in-time production, and team-based problem-solving meetings. These practices reflect discipline, structure, and efficiency.
At the level of support values, Toyota promotes quality, efficiency, teamwork, and continuous improvement. These values are communicated through training programs, leadership behaviour, and company policies. Employees are consistently encouraged to align their behaviour with these expectations.
At the deepest level of basic assumptions, Toyota operates on the belief that all processes can be improved and that teamwork leads to better outcomes. These assumptions are so deeply embedded that employees follow them instinctively without needing constant managerial direction (Schein, 2017).
However, Toyota’s strong culture also has limitations. The emphasis on standardisation and consistency can sometimes reduce flexibility and discourage radical innovation. Employees may prefer established processes rather than experimenting with new ideas, particularly in highly uncertain or rapidly changing environments (Takeuchi et al., 2008). This creates a potential tension between efficiency and innovation within the organisation.

Overall, Toyota’s organisational culture is strong, deeply rooted , and controlling in shaping behaviour, decision making, and performance across the organisation. 













 


 
 4: Influence of Culture on Structure and Decision Making
Toyota has an organisational structure and decision making system that is strongly shaped by its culture. Organisational structure refers to how roles, responsibilities, and authority are distributed within an organisation, while decision making refers to how choices are made at different levels (Mullins and Christy, 2016).
At Toyota, the organisational culture of teamwork, continuous improvement (Kaizen), and respect for people directly influences how the structure operates. Although Toyota has a formal hierarchical structure, it also promotes decentralisation in operational decision making. This means that employees at lower levels are empowered to make decisions related to quality and production issues. According to Ohno (1988), this approach is a core feature of the Toyota Production System, where frontline workers are encouraged to stop production if defects are identified.
This practice reflects a strong quality first culture. By allowing employees to stop the production line, Toyota ensures that problems are addressed immediately rather than passed along the production chain. This supports continuous improvement and reduces waste, which aligns with lean manufacturing principles (Womack and Jones, 2003).
Another important cultural influence on decision making is the concept of ‘nemawashi, which refers to informal consensus building before formal decisions are made. In this process, managers discuss ideas with relevant stakeholders before final approval. This ensures that everyone is aligned and reduces resistance during implementation. Kotter (2012) suggests that such participative decision making can increase commitment to change, as employees feel involved in the process.
However, while consensus based decision making improves collaboration, it can also slow down organisational responsiveness. In fast changing industries such as automotive manufacturing, speed is increasingly important. 
The 2009-2010 recall crisis highlighted some of these challenges. During this period, Toyota faced criticism for delays in responding to safety concerns. Some analysts argued that communication complexity and hierarchical approval processes may have contributed to slower decision making (Takeuchi et al., 2008). This suggests that while Toyota’s culture promotes careful and inclusive decision making.
In terms of organisational structure, Toyota follows a hybrid approach. It combines hierarchical authority with team based structures. Teams are used extensively in production and problem solving activities, which supports collaboration and knowledge sharing. This structure aligns with its cultural emphasis on teamwork and continuous improvement (Liker, 2004).
Leadership style is also influenced by culture. Managers at Toyota are expected to act as mentors and coaches rather than strict controllers. This supports employee development and reinforces a culture of learning and improvement. Schein (2017) argues that such leadership styles help embed cultural values more deeply within organisational systems.
Overall, Toyota’s culture strongly shapes its structure and decision making processes by promoting decentralisation, teamwork, and consensus building. However, these strengths must be balanced against potential weaknesses such as slower decision making and reduced agility in highly dynamic environments. 
 
 
 
 
5: Identifying Cultural Types: Models and Frameworks
The organisational culture of Toyota can be further understood through the application of key theoretical models, including Schein’s Model of Organisational Culture, Hofstede’s Cultural Dimensions, and Handy’s Cultural Types. These frameworks help explain how culture is formed, maintained, and expressed within the organisation (Schein, 2017).

5.1 Schein’s Model of Organisational Culture
Schein’s model explains organisational culture at three levels: artefacts, espoused values, and basic underlying assumptions (Schein, 2017).
At Toyota, artefacts are clearly visible in the form of structured production systems, visual management tools, standardised work procedures, and team based problem solving practices. The Toyota Production System (TPS) is one of the most recognisable artefacts, reflecting discipline, efficiency, and continuous improvement (Ohno, 1988).
The support values at Toyota include quality, efficiency, teamwork, respect for people, and continuous improvement (Kaizen). These values are formally communicated through training programs, leadership behaviour, and corporate philosophy statements (Liker, 2004). Employees are encouraged to follow these values in daily work practices.
At the deepest level, the basic underlying assumptions include the belief that all processes can be improved, problems should be identified early, and teamwork leads to better outcomes. These assumptions are so deeply embedded that they influence behaviour automatically, without the need for formal instruction (Schein, 2017).
This shows that Toyota’s culture is not superficial but deeply internalised across the organisation.




5.2 Hofstede’s Cultural Dimensions
Hofstede’s Cultural Dimensions theory helps explain how national culture influences organisational behaviour. Japan is characterised by high collectivism, high uncertainty avoidance, and long term orientation (Hofstede, 2001).
Collectivism is strongly reflected in Toyota’s teamwork culture. Employees prioritise group harmony and shared goals over individual achievement. This supports collaboration, communication, and collective problem solving within the organisation.
Uncertainty avoidance in Japanese culture leads to a preference for structured processes and clear procedures. At Toyota, this is reflected in standardised work systems and strict quality control mechanisms. While this improves reliability, it may also reduce flexibility and risk taking.
Long term orientation is one of the most important cultural traits influencing Toyota. It supports continuous improvement (Kaizen), long term planning, and sustainable decision making. This helps Toyota invest in technologies such as hybrid and hydrogen vehicles, even when short term profits are uncertain.
However, Hofstede’s model also highlights potential limitations. High uncertainty avoidance may slow down innovation, and strong collectivism may reduce individual creativity in decision making processes.

5.3 Handy’s Cultural Types
Handy (1993) identifies four main types of organisational culture: power, role, task, and person culture. Toyota primarily reflects a combination of role culture and task culture.
A role culture is characterised by structured systems, clear job roles, and formal procedures. This is evident in Toyota’s production system, where tasks are highly standardised to ensure efficiency and consistency. This supports reliability and quality control.
A task culture focuses on teamwork and problem solving around specific objectives. Toyota’s use of team based improvement groups (such as quality circles) reflects this culture type. Employees work collaboratively to solve problems and improve processes continuously.
The combination of role and task culture allows Toyota to balance structure with flexibility. However, an overemphasis on role culture can sometimes limit creativity, while task culture requires strong coordination to be effective.




5.4 Critical Evaluation of Theories
While these theories help explain Toyota’s culture, they also have limitations. Schein’s model is useful for understanding depth of culture, but it does not fully explain how culture changes over time. Hofstede’s model is helpful for national cultural comparison, but it may oversimplify organisational differences within the same country. Handy’s model provides useful categories, but real organisations often display overlapping cultural types.
Despite these limitations, together these frameworks provide a strong understanding of how culture operates within Toyota and how it influences behaviour, structure, and performance. 
 
6: Culture and the External Environment 
The organisational culture of Toyota plays a significant role in how the organisation responds to its external environment. The external environment includes factors such as competition, technological change, economic conditions, and environmental regulations, all of which directly affect organisational performance (Womack and Jones, 2003).
One of the key strengths of Toyota’s culture is its emphasis on continuous improvement (Kaizen), which allows the organisation to adapt gradually to changing external conditions. Kaizen encourages small, incremental improvements in processes, products, and systems, enabling Toyota to maintain competitiveness over time (Liker, 2004). This cultural approach supports long term stability rather than short term reactive change.
Toyota’s long term orientation also helps the organisation respond strategically to global environmental pressures. For example, increasing concerns about climate change and sustainability have pushed the automotive industry towards electric and hybrid technologies. Toyota has responded by investing heavily in hybrid vehicles and hydrogen fuel cell technology, demonstrating its commitment to long-term sustainable innovation (Toyota, 2024).
In addition, Toyota’s strong supplier relationships and standardised production systems allow it to respond effectively to supply chain disruptions. During global disruptions such as COVID 19, Toyota’s lean manufacturing system and close supplier coordination helped it recover more efficiently compared to some competitors (Ohno, 1988). This shows that culture contributes not only to efficiency but also to organisational resilience.
However, Toyota’s cultural strengths can also create limitations when responding to fast paced environmental change. The organisation’s emphasis on structured processes, consensus decision making, and careful planning can slow down responsiveness in highly dynamic markets. For example, in the electric vehicle market, competitors such as Tesla have been able to innovate and scale more rapidly due to faster decision making structures.
Overall, Toyota’s culture enables strong long term adaptation and resilience, but it may limit short term responsiveness in highly volatile markets.


Denison's Traits Theory explains that a strong organisational culture improves organisational performance. The model includes four main traits: involvement, consistency, adaptability, and mission (Denison, 1990).
This theory applies to Toyota because employees are encouraged to share ideas and improve processes (involvement). Toyota also follows shared values such as quality and teamwork (consistency), adapts to changes through innovation (adaptability), and has clear long-term goals focused on quality and customer satisfaction (mission) (Denison, 1990; Jeffrey K. Liker, 2004).
 
 
7: Organisational Culture as a Barrier
 The organisational culture of Toyota acts primarily as an enabler of organisational performance, although it also presents certain limitations depending on the external environment.
As an enabler, Toyota’s culture supports high levels of efficiency, quality, and continuous improvement. The principle of Kaizen encourages employees at all levels to identify problems and contribute to improvements, which strengthens operational performance and innovation in processes over time (Liker, 2004). In addition, the strong emphasis on teamwork and respect for people improves employee engagement and reduces resistance to change, leading to more stable organisational performance (Schein, 2017).
Toyota’s lean production system also reflects how culture enables efficiency. By eliminating waste and focusing on value creation, the organisation maintains consistent product quality and cost efficiency across global operations (Womack and Jones, 2003). .
However, Toyota’s culture can also act as a barrier in certain situations. The emphasis on consensus based decision making and structured processes can slow down responsiveness, particularly in fast changing and highly competitive markets. This can reduce the organisation’s ability to respond quickly to disruptive innovation, especially in the electric vehicle sector where speed is critical (Takeuchi et al., 2008).
Therefore, Toyota’s culture is best described as a conditional enabler. It is highly effective in stable environments where efficiency, quality, and continuous improvement are priorities. However, in dynamic and rapidly evolving industries, it may limit agility and speed of innovation.
Overall, the cultural system remains a core strength, but it requires adaptation to maintain competitiveness in modern global markets.

 
 
 
 
 8: Impact of Culture on Organisational Performance
Toyota’s organisational culture has a significant and largely positive impact on overall performance. The emphasis on continuous improvement, standardisation, and employee involvement contributes to high quality production, operational efficiency, and strong global competitiveness (Liker, 2004). Lean manufacturing practices reduce waste and improve productivity, which directly enhances profitability and customer satisfaction (Womack and Jones, 2003).
Employee engagement is also a key performance driver. The cultural focus on respect for people encourages motivation, teamwork, and long term commitment. This reduces turnover and improves organisational knowledge retention, which further strengthens performance over time (Schein, 2017).
However, there are also performance limitations linked to culture. One key issue is the relatively slow decision making process caused by consensus building practices. While this improves alignment and reduces conflict, it can delay responses to market changes and innovation opportunities (Kotter, 2012). Additionally, the strong reliance on structured processes may limit radical innovation, particularly in emerging technologies.
8.1 Recommendations
To improve future performance, Toyota should consider the following:
· Increase agility in decision-making: Introduce faster approval processes in high-innovation areas such as electric vehicles and digital mobility. 
· Balance Kaizen with radical innovation: While continuous improvement is effective, Toyota should also encourage more disruptive thinking and experimentation (Liker, 2004). 
· Strengthen digital transformation: Invest further in AI, automation, and software-driven vehicle technologies to remain competitive in the evolving automotive industry. 
· Empower autonomous teams: Allow selected teams greater independence to accelerate innovation without losing cultural alignment. 






 
 
Conclusion
In conclusion, the organisational culture of Toyota is a central factor in its global success. The culture is built on continuous improvement (Kaizen) and respect for people, which strongly influence behaviour, decision making, and organisational performance (Liker, 2004).
The application of Schein’s Model, Hofstede’s Cultural Dimensions, and Handy’s Cultural Types demonstrates that Toyota’s culture is deeply embedded and operates across multiple levels of the organisation. It promotes teamwork, efficiency, and long term thinking, all of which contribute to strong operational performance and global competitiveness (Schein, 2017).
However, the analysis also shows that Toyota’s culture is not without limitations. Consensus based decision making and strong standardisation can slow responsiveness and reduce flexibility in fast changing environments. This is particularly relevant in the modern automotive industry, where innovation speed is increasingly important.
Overall, Toyota’s organisational culture acts primarily as an enabler of performance, but it must continue to evolve to remain effective in dynamic global markets. A balance between stability and flexibility will be essential for future success
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