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1. Introduction
Organisational culture has become one of the most critical factors that shape identity, strategy, and performance in an organisation within today’s complex and globalised business environment. Culture defines “how things are done around here,” reflecting shared values, beliefs, norms, and assumptions that influence every aspect of organisational life. According to Mullins and Christy (2016, p.574), it describes how employees behave, how leaders make decisions, how organisations respond to change, and ultimately, how they perform in competitive markets. Schein (1992, p.12) describes organisational culture as “a pattern of shared basic assumptions learned by a group as it solved its problems of external adaptation and internal integration,” which has worked well enough to be considered valid and therefore taught to new members. This definition views culture as a dynamic, learning process rather than a fixed set of rules. Similarly, Alvesson (2013) describes organisational culture as a “shared and learned world of experiences, meanings, and values” which moulds the ways employees perceive and act in an organisation. Hofstede, Hofstede and Minkov (2010) describe it as the “collective programming of the mind that distinguishes the members of one organisation from another.” Their definitions, also reflected in the Week 1 lecture slides, outline that culture exceeds formal policies or procedures. Rather, it is an invisible but powerful social force enabling a given interpretation of how people interpret their surroundings, interact with one another, and approach problem-solving. According to O’Reilly, Chatman and Caldwell (1991), organisational culture can serve as a source of informal control, in which the influence of behaviour is exercised more efficiently than by managerial supervision. One organisation in which culture is credited for much of its success is the Toyota Motor Corporation. Founded in 1937, Toyota has grown to become one of the largest automotive manufacturers in the world. It has built its reputation in innovation, quality, and efficiency. The company’s unique culture, famously known as The Toyota Way, consists of two guiding principles- continuous improvement known as Kaizen, and respect for people. According to Liker (2004), these are not abstract concepts; rather, they form the very core of Toyota’s management philosophy, production system, and employee relations. Teamwork, learning, and problem-solving at all levels are encouraged by the company's culture, making it a very disciplined yet participative environment that strongly supports decision-making and operational excellence. The Toyota Way also manifests the relationship between organizational culture and structure. According to the Week 1 lecture slides, strong cultures can be a substitute for the formal structure since this aims to develop behavioral consistency and a shared understanding of how things should be done. The culture dictates the behavior of employees of Toyota when strict hierarchical control is lacking, hence, corporate values and daily practices will be aligned as stated by Hogan and Coote (2014). Complementing the idea, Toyota's culture had to be examined in a global context. As a multinational corporation crossing so many national cultures, it needed to be in continuous adjustment of its core values to the different environments, as expressed by Bortolotti, Boscari and Danese (2015). This report critically evaluates the role of organisational culture in shaping Toyota’s structure, decision-making and performance. It applies and identifies established theoretical frameworks such as Schein’s model of organisational culture, Hofstede’s cultural dimensions, and Handy’s typology to analyze and examine Toyota's cultural characteristics. The report also considers the extent to which Toyota uses its culture to adapt to its external environment assesses whether culture acts as a barrier to effectiveness, and what impact this has on overall organisational performance. It finally goes through recommendations on the means by which cultural alignment could be maintained and developed in an increasingly dynamic and globalized automotive sector.
2. Organisational Culture of Toyota
How Organisational Culture Shapes Toyota's Structure and Decision-Making:
Organisational culture provides the basis for a company's structure and its decision-making (Hogan and Coote, 2014). As the Week 1 LCLM 5005 lecture notes also mention, culture acts as a system of shared meaning through which behaviour is influenced beyond formal systems and procedures (O’Reilly, Chatman and Caldwell, 1991). The structural and decision-making aspects of Toyota prominently resonate with its cultural values, most specifically: Kaizen, Genchi Genbutsu ("go and see for yourself"), and Respect for People (Liker and Hoseus, 2008). Toyota has a hybrid organizational culture, which aims at a combination of hierarchy and teamwork. Though the company historically emerged from a traditional Japanese hierarchical system, its focus on teamwork and employee empowerment equips bottom-up communication and shared decision-making in teams (Ahmad and Schroeder, 2013). A decision at Toyota is generally taken by a consensus, known as the ringi approach, whereby a proposition is circulated among members for comments, thereby finalizing it (Aoki, 2010). Participatory decision-making is consistent with the collectivist orientation of Japanese culture, where group consensus and harmony are perceived to be more important than individual authority (Hofstede, Hofstede and Minkov, 2010).Another factor influencing the behaviors and actions of Toyota is its organisational culture. The Kaizen philosophy is one of continuous, step-by-step improvement through suggestions at all levels of work. It engenders a learning organisation with innovation continuously improving. For example, Bortolotti, Boscari and Danese (2015) argue that this leads to a flexible approach to work teams and cross-functional working. Because it is less formal than some other bureaucracies, individuals are given considerable latitude to act within well-defined roles. It therefore mirrors what Handy (1993) refers to as a “role culture” supported by elements of a “task culture. “As indicated in the Week 1 slides, a strong culture increases behavioral consistency and can act as a substitute for formalisation. Toyota’s culture performs this function well: rather than depending on rules, it depends on shared beliefs about quality, efficiency and respect to guide employee behavior. This cultural foundation has enabled Toyota to develop a lean organisational structure, which avoids unnecessary waste and supports high productivity (Womack, Jones and Roos, 1990). Thus, culture does not simply support structure - it defines it
3. Identifying Cultural Types: Models and Frameworks
Identifying and Analysing Toyota's Organisational Culture Using Relevant Frameworks
3.1 Schein's Model of Organizational Culture
According to Schein (2017), there are three levels of culture: the artefact, espoused values, and basic underlying assumptions. At Toyota, these show both in visible practices and deeper philosophies. Artefacts: The production system of Toyota, visual management boards, standardised work procedures, and 5S practices (Sort, Set, Shine, Standardise, Sustain) are visible expressions of its culture. Espoused Values: The Toyota Way values of continuous improvement and respect for people articulate its belief in teamwork, humility, and long-term thinking. Underlying Assumptions: The belief that quality is everyone’s responsibility and that problems should be addressed at the source can be seen as part of Toyota’s deep-rooted assumptions about human potential and mutual respect. Such a multi-layered approach now aligns with the Week 1 lecture discussion that culture shapes behaviours beyond formal control, showing how Toyota's norms influence actions at all levels of the organization.
3.2 Hofstede's Cultural Dimensions
Hofstede's framework explains how national culture influences organisational behavior. With a high uncertainty avoidance score, Japan reveals Toyota's attention to precision, standardization, and stability. This explains why the company is committed to quality and ensuring that errors are rare. The moderate power distance and strong collectivism found in Japan support working in teams and respect for authority. This culture supports the participative decision-making approaches followed by Toyota. The strategic patience of Toyota, its orientation toward sustainability, is driven by its high long-term orientation; by contrast, a moderate level of masculinity underlines the competitiveness and achievement-oriented culture.
3.3 Handy's Cultural Typology
According to Handy (1993), there are power culture, role culture, task culture, and person culture organisational cultures. In the case of Toyota, the role culture is dominant, with clear structures and clearly defined responsibilities, within stable systems. It also has a touch of task culture with cross-functional teams working together to resolve problems in production. This enhances reliability while not at the expense of innovativeness, which again relates to the example given in the Week 3 lecture that effective cultures combine stability with adaptability.By combining insights from these frameworks, it can be learnt that Toyota's culture strikes a balance between discipline and flexibility, authority and collaboration, standardization and innovation. Such a balance helps the organization maintain its efficiency while being responsive to the demands of the market.
4. Culture and the External Environment
Using Organisational Culture to Adapt to the External Environment:
A critical insight developed in the 2nd week of the LCLM 5005 module is that organizations should link internal culture to external environmental changes. And indeed, a master of adaptation, Toyota integrates into its core culture external pressures for continuous learning and innovation. In support of this concept is the contingency theory of Burns and Stalker (1961), where it is emphasized that organizations in dynamic environments are best suited with flexible, organic type structures. Toyota’s Kaizen philosophy ensures responsiveness to technological and environmental shifts. For example, the early adoption by the company of hybrid technology (the Prius) and its recent investment in hydrogen and electric vehicles point to an adaptive culture (Toyota, 2023). The mission of the company revolves around sustainable mobility, reflecting the "mission" trait in the Denison model of culture, while the involvement of employees and adaptability points to other traits outlined in Week 2 slides (involvement, consistency, adaptability, mission). Furthermore, cultural adaptability for Toyota goes global. While its Japanese origins stress consensus and discipline, it allows local subsidiaries to adopt practices that best fit regional norms. For instance, Toyota UK fosters open communication and inclusiveness in the culture to suit Western cultural contexts, but with maintained global standards of quality (Ahmad and Schroeder, 2013). The cross-cultural flexibility has helped Toyota thrive amid diverse regulatory and consumer environments. Toyota also uses culture as a means of managing external uncertainty. In promoting employee empowerment and knowledge sharing, Toyota builds a learning organization -one that can innovate even amid uncertainty. According to the lecture for Week 2, managers who “model the behaviour they expect” and “communicate expectations consistently” help sustain coherence of the culture in times of change, hence, have been central to the resilience of Toyota through crises like the 2010 recall and the 2020 pandemic disruption (Adegbite, 2025).
5. Organisational Culture as a Barrier
Organisational Culture as a Barrier to Effective Functioning:
While Toyota's culture has many strengths, it can become an obstacle under certain conditions. A strong culture may lead to rigidity, slow decision-making, or resistance to change. The collectivist approach at Toyota, even while promoting harmony, sometimes simply creates the potential for groupthink and hesitation in challenging the authority of others. This consensus-based ringi process, though inclusive, delays urgent decisions. As evidenced during the 2010 crisis involving the recall of vehicles, the process of slow communication resulted in reputation loss. Furthermore, the long-term orientation and continuous improvement-oriented approach of Toyota may sometimes impede radical innovations. The tendency is to focus on gradual improvement rather than disruptive change, which may be risky in the dynamic electric vehicle markets of today, as explained by Bortolotti et al., 2015. The maintenance of culture through global operations is also difficult as regional differences often make for a tug-of-war situation between headquarters and subsidiaries. These challenges do not necessarily undermine the effectiveness of Toyota; they indicate how it needs to evolve culturally. According to the slides of Week 2, for every successful organization, consistency must be balanced with adaptability. Some steps Toyota has taken regarding these issues are its decentralization and increased diversity in leadership, which shows that it is aware of how culture has to evolve to continue to be a source of competitive advantage.
6. Impact of Culture on Organisational Performance
Impact of Organizational Culture on Performance and Recommendations
For Toyota, its organisational culture has been a driver in performance. The TPS, a product of cultural values such as efficiency, learning, and teamwork, has revolutionized manufacturing across the world (Womack et al., 1990). Therein, a number of studies have established that strong cultures in pursuit of strategic objectives promote innovation, lead to greater employee involvement, and ultimately improve profitability levels (Hogan and Coote, 2014; Ahmad and Schroeder, 2013). At Toyota, as a culturally sensitive company, high trust engenders commitment with low turnover and very high product quality.
Positive Impacts:
· Operational Efficiency: Lean culture eliminates waste and improves resource utilization.
· Employee Engagement: Empowered employees can contribute ideas for the betterment of the organization, hence increasing morale and productivity.
· Reputation: Cultural consistency enhances brand trust and global recognition.


Negative Impacts
· Decision Delays: A strong consensus culture slows down responses to crises.
· Innovation Constraints: Strong emphasis on standardization could restrict radical creativity.
· Cultural Misfit: Incompatibility in Japanese-Western norms might create gaps in communication.
· Suggestions for Improvement
· Improve cross-cultural leadership training to help leaders understand and incorporate different cultural points of view.
· Streamline decision-making by combining ringi with faster approval mechanisms for time-sensitive issues.
· Promote diversity and inclusion by expanding leadership representation to promote creativity and global relevance.
· Leverage digital tools: Utilize technology to share best practices across global teams and support transparency. Balance Kaizen with bold innovation by establishing specific innovation units focused on breakthrough technologies while continuing continuous improvement in core operations. Implementing these recommendations will help Toyota to maintain the strengths of its culture by addressing areas of rigidity. It should be about culture, as Adegbite (2025) emphasized in the Week 2 lecture: "a living system that learns and adapts."

7. Conclusion
Organisational culture remains one of the most influential yet complex forces that shape corporate performance and identity. At Toyota Motor Corporation, culture has been more than just an abstract concept but a living system guiding the company's behavior, structure, and decision-making for almost nine decades. The Toyota Way, entrenched with the values of continuous improvement, Kaizen, and respect for people, illustrates exactly how shared beliefs and practices can create an environment in which excellence becomes habitual. These are not just statement values; they are deeply inculcated routines that define how work is organized, how problems are solved, and how employees interact across its global structure.The analysis in this report identifies that the organisational culture is both a strategic asset and constraint for Toyota. On the one hand, it has created a disciplined and quality-oriented workforce with a common set of goals. Culture influences the lean structure of the company in such a way that efficiency, teamwork, and empowerment are well-supported while limiting the need for a tight bureaucracy. This supports what Mullins and Christy (2016) had to say about the role of culture in substituting formal systems of control in bringing on the consistency of behaviour. Inspired by Japanese collectivist values and the ringi consensus system of decision-making, Toyota's participatory approach ensures employee participation in problem-solving and innovation at all levels. From this point of view, the culture holds the organisation together and is the glue that can ensure operational performance that is superior.But strength can also be a limitation of culture. The very attributes that once guaranteed stability and harmony-respect for hierarchy, consensus-based decision-making, and incremental improvement-can slow responsiveness in a fast-changing global market. The delayed reaction of Toyota during the 2010 recall crisis epitomized how excessive deference to senior authority and groupthink may inhibit timely communication and decisive action. In an environment characterized by digital disruption, sustainability imperatives, and shifting consumer expectations, rigidity will reduce competitiveness. Culture, therefore, cannot remain static; it has to evolve without eroding its foundational values.Critically, Toyota's culture has proved adaptable when guided by reflective leadership. Its response to the environmental challenge, including its investment in hybrid and electric vehicles, well demonstrates the ability of the company to reinterpret traditional values for modern contexts. Embedding sustainability into its mission, Toyota has shown how the principle of Kaizen can go beyond efficiency in manufacturing to include environmental and social responsibility. It thus fits the "mission" and "adaptability" traits described on the Week 2 lecture slides, where successful organisations balance internal consistency with responsiveness to the environment.Looking ahead, the balance that would have to be struck at Toyota would come through global expansion and generational shifts within its workforce. In order for Toyota to sustain its competitive advantage, new cultural aspects such as digital collaboration, diversity, and agility will have to be combined with the traditional structure. Empowerment of younger employees and cross-cultural dialogues will make the company innovative and inclusive. Additionally, combining Kaizen with bold and disruptive innovation may help Toyota stay in the lead in terms of quality but also technologically. In sum, Toyota exemplifies how a strong organizational culture can be both a compass and a catalyst for long-term success. The Toyota Way has created an enduring corporate identity that links people, processes, and performance across continents. However, the sustainability of such success depends on how far Toyota is willing to continuously reflect upon and adapt its culture. This way, the organization will ensure its cultural heritage is not a relic of the past but an active force into the future of driving innovation, resilience, and ethical excellence in global manufacturing.
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