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Introduction 

Toyota Motor Corporation, founded in 1937 in Japan by Kiichiro Toyoda, is one of the 

world’s leading automotive manufacturers, renowned for producing reliable, high-

quality vehicles and pioneering manufacturing innovations (Toyota Motor Corporation, 

2025). The company operates globally, with production facilities and subsidiaries 

spanning Asia, Europe, and the Americas, and employs hundreds of thousands of 

people worldwide. Its reputation is built not only on technological and operational 

excellence but also on a deeply embedded organisational culture that guides decision-

making, employee behaviour, and operational practices. 

Organisational culture plays a central role in shaping how companies operate, make 

decisions, and achieve sustainable performance. This essay examines the 

organisational culture of Toyota Motor Corporation, one of the world’s leading 

automotive manufacturers, highlighting how its culture influences structure, decision-

making, and global operations. Toyota is renowned for its commitment to continuous 

improvement (Kaizen), teamwork, and respect for people, which are embedded 

throughout its operational practices and management philosophy. The essay applies 

Schein’s three levels model to analyse Toyota’s culture in detail, exploring artifacts, 

espoused values, and basic assumptions, and demonstrating how these elements 

drive employee behaviour, decision-making, and organisational effectiveness. In 

addition, the essay considers the impact of the external environment, including 

national cultural differences, using Hofstede’s cultural dimensions to explain how 

Toyota adapts its practices across different regions while maintaining alignment with 

its core values. The discussion also evaluates the cultural enablers and potential 

barriers to performance, highlighting areas of strength and challenges faced in a global 

context. Finally, practical recommendations are provided to enhance Toyota’s 

performance and sustain its competitive advantage. By integrating theory, real 

company examples, and critical analysis, this essay illustrates the crucial connection 

between organisational culture and strategic success in a multinational corporation. 
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Organisational Culture, Structure & Decision-Making (Toyota) 

Organisational structure determines how responsibilities, decision-making, and 

communication flow within a company. Organisations can adopt hierarchical, 

functional, divisional, matrix, or team-based structures, depending on their strategy, 

size, and goals. Each structure has advantages and disadvantages: hierarchical 

structures provide clarity in authority and accountability, functional structures group 

employees by their roles to increase efficiency, divisional structures allow 

responsiveness to different products or markets, matrix structures combine functional 

and divisional elements for flexibility, and team-based structures promote 

collaboration and shared decision-making (Panmore, 2025; Liker, 2004). 

Toyota operates a hybrid organisational structure that combines elements of hierarchy 

with team-based units, reflecting the company’s need to maintain strategic control 

while encouraging operational flexibility (Organimi, 2024; Panmore, 2025). The 

hierarchical component ensures that strategic decisions, long-term planning, and 

global policies are aligned at the corporate level. At the same time, operational teams 

are empowered to make decisions related to production, quality control, and 

continuous improvement. This approach allows Toyota to standardise processes 

globally while adapting to local production needs, supporting both efficiency and 

innovation (Toyota Motor Corporation, 2025; Nonaka and Takeuchi, 1995). 

Decision-making at Toyota demonstrates the interplay between centralised guidance 

and local autonomy. Senior management sets strategic objectives and provides 

resources and policies, while employees at various levels participate in problem-

solving and improvement initiatives. This combination of hierarchical authority and 

team-based autonomy ensures that decisions are both aligned with corporate goals 

and responsive to operational realities. Employees are encouraged to identify 

inefficiencies, suggest improvements, and implement solutions, which is central to 

Toyota’s philosophy of Kaizen (continuous improvement) (Liker, 2004; Liker and 

Convis, 2012). 

Toyota’s organisational culture also supports ethical practices, social responsibility, 

and organisational health, which are increasingly important in today’s global business 

environment. Ethical policies guide employee behaviour, ensuring transparency, 

accountability, and alignment with corporate values. Corporate social responsibility 

initiatives, including environmental programs and community engagement, are 
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facilitated by the structure, which allows teams to take ownership of these projects at 

operational and local levels (Toyota Motor Corporation, 2025; McKinsey & Company, 

2021). Additionally, organisational health — including employee engagement, internal 

alignment, and adaptability — is strengthened by the hybrid structure, which provides 

clarity in roles while empowering staff to contribute to improvement processes 

(Denison and Mishra, 1995; Nonaka and Takeuchi, 1995). 

The structure also enables Toyota to address global challenges. Divisional and 

regional teams allow the company to respond to varying market conditions, regulatory 

environments, and cultural contexts. For example, different production sites worldwide 

implement Toyota Production System practices in ways adapted to local needs, while 

still maintaining alignment with global standards. This ensures that Toyota can remain 

competitive internationally while maintaining its core cultural principles of quality, 

efficiency, and respect for people (Toyota Motor Corporation, 2025). 

In summary, Toyota’s hybrid organisational structure integrates hierarchical, 

divisional, and team-based elements, which reinforces the company’s culture and 

facilitates effective decision-making. This alignment ensures operational efficiency, 

supports continuous improvement, enhances organisational health, and allows ethical 

and socially responsible practices to be implemented consistently across the 

company’s global operations. 
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Toyota Motor Corporation Organisational Structure — hierarchical at strategic level, 

team-based at operational level (Organimi, 2024; Panmore, 2025). 

Schein Model Analysis — Toyota 

Organisational culture can be analysed effectively using Schein’s three levels model, 

which categorises culture into artifacts, espoused values, and basic assumptions 

(Schein, 2010). This model allows for a comprehensive understanding of both visible 

practices and the deeper, often unspoken beliefs that guide behaviour. Schein’s 

framework is particularly suitable for Toyota because the company’s culture is strong, 

deeply embedded, and central to its operational success, influencing decision-making, 

employee behaviour, and overall performance. 

At the most visible level, artifacts represent the tangible manifestations of culture within 

Toyota. These include the Toyota Production System (TPS), standardised work 

procedures, visual management tools, and team layouts on the production floor. 

Artifacts demonstrate the company’s commitment to efficiency, quality, and continuous 

improvement, while also providing clear signals to employees about expected 

behaviours and operational standards (Liker, 2004; Toyota Motor Corporation, 2025). 

These visible practices not only guide daily operations but also serve as a mechanism 

for training and socialising new employees into the organisational culture. 

The second level, espoused values, reflects the principles and standards that Toyota 

formally communicates and promotes. Core values such as Kaizen, respect for 

people, and customer focus guide employee behaviour and decision-making across 

the organisation. Training programs, internal communications, and corporate policies 

reinforce these values, ensuring that employees understand the cultural expectations 

and apply them consistently. For example, production teams are encouraged to 

identify inefficiencies and suggest improvements, embodying the principle of 

continuous improvement in practical terms (Panmore, 2025; Toyota Motor 

Corporation, 2025). 

Beneath the surface, basic assumptions represent the deeply held beliefs that are 

taken for granted and rarely questioned, yet they strongly influence how employees 

think and act. At Toyota, these assumptions include the belief that continuous 

improvement is essential for long-term success, that teamwork and collective problem-

solving produce better results than individual efforts, and that long-term thinking 
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should guide decisions over short-term gains. These assumptions underpin both 

operational practices and strategic decision-making, providing the foundation for 

Toyota’s high levels of consistency, quality, and adaptability (Schein, 2010; Liker, 

2004). 

Schein’s model is particularly appropriate for analysing Toyota because it captures the 

interconnectedness of culture, structure, and performance. The company’s hybrid 

organisational structure, combining hierarchical decision-making with team-based 

autonomy, can be understood through this framework: artifacts show the visible 

practices that embody cultural values, espoused values explain how teams and 

management interact, and basic assumptions reveal why employees are motivated to 

maintain Toyota’s standards of quality and continuous improvement. Moreover, the 

model allows for analysis of how culture supports ethical behaviour, social 

responsibility, and organisational health, demonstrating the deep influence of 

underlying beliefs on corporate policies and practices. By applying Schein’s model, it 

is possible to see how Toyota’s culture enables high performance while simultaneously 

maintaining alignment with long-term strategic goals (Schein, 2010; Liker, 2004; 

Toyota Motor Corporation, 2025). 

External Environment and Cultural Influence — Toyota 

The external environment plays a significant role in shaping organisational culture and 

influencing decision-making processes within multinational companies such as 

Toyota. Operating globally exposes Toyota to a wide range of cultural, economic, 

political, and regulatory contexts, which requires the company to adapt its practices 

while maintaining its core organisational values. Understanding how external factors 

interact with organisational culture is essential to explaining Toyota’s success and the 

challenges it faces. 

One key aspect of the external environment is national culture, which can be 

analysed using Hofstede’s cultural dimensions. These dimensions, including power 

distance, individualism versus collectivism, uncertainty avoidance, masculinity versus 

femininity, long-term orientation, and indulgence, help explain differences in workplace 

behaviour, communication, and decision-making across countries (Hofstede et al., 

2010). Toyota operates in multiple regions with distinct cultural norms, including Japan, 
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the United States, Europe, and emerging markets, each influencing how teams 

interact, implement processes, and respond to management directives. 

For example, in Japan, Toyota’s domestic operations reflect a culture with high long-

term orientation and collectivist values, which align naturally with the company’s 

emphasis on continuous improvement, teamwork, and shared responsibility (Liker, 

2004; Toyota Motor Corporation, 2025). Employees are accustomed to group problem-

solving, consensus-based decision-making, and incremental improvements, which 

complement Toyota’s organisational culture and operational systems. In contrast, 

subsidiaries in Western countries, where cultures are generally more individualistic 

and may have lower power distance, require adjustments in communication and 

management approaches to maintain engagement and alignment with Toyota’s core 

values. 

Hofstede’s framework also explains potential cultural barriers that may emerge when 

Toyota operates globally. Differences in attitudes toward hierarchy, risk, and teamwork 

can create challenges in implementing standardised processes such as the Toyota 

Production System. For instance, employees in countries with high individualism may 

initially resist strict adherence to standardised workflows or group problem-solving 

processes. To address these barriers, Toyota adapts training, communication 

strategies, and local leadership practices while reinforcing its global cultural principles, 

ensuring that operations remain consistent with its core values (Panmore, 2025; 

Toyota Motor Corporation, 2025). 

Beyond national culture, other external factors such as economic conditions, 

regulatory frameworks, and technological developments influence Toyota’s 

organisational practices. The company must comply with safety regulations, 

environmental standards, and industry-specific requirements in different countries, 

which shapes operational decision-making. Additionally, global market competition 

and technological innovations drive continuous improvement initiatives, reinforcing 

Toyota’s culture of adaptability and quality (Holweg, 2007; McKinsey & Company, 

2021). 

In summary, Toyota’s external environment requires the company to balance global 

standardisation with local adaptation. Hofstede’s cultural dimensions provide a 

framework to understand how national culture affects employee behaviour, decision-
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making, and implementation of organisational practices. By integrating these insights 

into its global operations, Toyota ensures that its organisational culture remains 

aligned with its strategic goals while accommodating diverse cultural contexts, thereby 

sustaining high performance, operational excellence, and cultural cohesion across its 

worldwide subsidiaries. 

 

Cultural Dimension Japan United States Germany Thailand 

Power Distance 54        40 35 64 

Individualism vs Collectivism 46        91 67 20 

Uncertainty Avoidance 92        46 65 64 

Masculinity vs Femininity 95         62 66 34 

Long-Term Orientation 88        26 83 56 

Indulgence 42        68 40 45 

 

This graph visually shows how national cultural differences influence Toyota’s global 

operations and why the company must adapt practices while maintaining its core 

culture. cores are based on Hofstede’s cultural dimensions model (Hofstede et al., 

2010). 

Evaluation - Enablers and Barriers to Toyota’s Organisational Culture 

Toyota’s organisational culture, built around continuous improvement, teamwork, and 

respect for people, provides numerous enablers that contribute to its sustained global 

success. One of the key enablers is the Toyota Production System (TPS), which 

embodies both the company’s cultural values and operational practices. TPS not only 

ensures high efficiency and product quality but also reinforces a culture where 

employees are actively involved in identifying problems and implementing solutions 

(Liker, 2004; Toyota Motor Corporation, 2025). This participatory approach increases 

employee engagement, fosters learning, and encourages innovation, making the 

culture itself a powerful driver of performance. 

The company’s hybrid organisational structure, which combines hierarchical oversight 

with team-based autonomy, also acts as an enabler. Strategic decisions are guided by 

senior management, while operational teams are empowered to make improvements 
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locally. This balance allows Toyota to maintain consistency across global operations 

while being flexible enough to respond to local market conditions, technological 

changes, and operational challenges (Panmore, 2025; Organimi, 2024). Such a 

structure ensures that cultural values are not merely symbolic but are embedded in 

daily practices, influencing decision-making at all levels. 

Furthermore, Toyota’s culture strongly supports ethical behaviour, social responsibility, 

and organisational health, which are increasingly important in today’s global business 

environment. Corporate social responsibility initiatives, sustainability programs, and 

ethical standards are implemented in ways that align with the company’s core values. 

Employees understand the importance of these initiatives, which enhances 

organisational cohesion and strengthens Toyota’s reputation internationally (Toyota 

Motor Corporation, 2025; McKinsey & Company, 2021). By embedding these practices 

within its culture, Toyota creates a workforce that is motivated to uphold both 

performance and ethical standards. 

Despite these enablers, certain aspects of Toyota’s culture and structure can act as 

barriers. The strong emphasis on standardisation, hierarchical control at the strategic 

level, and long-term orientation may sometimes slow decision-making, particularly 

when rapid responses are needed in highly dynamic markets. Employees in 

subsidiaries with different national cultures, where individualism or lower uncertainty 

avoidance is prevalent, may initially struggle to adapt to Toyota’s collective problem-

solving and structured workflows (Hofstede et al., 2010). Additionally, cultural 

expectations such as consensus-driven decision-making may reduce flexibility in 

situations that require fast, unilateral decisions. 

Another potential barrier is the resistance to change inherent in any deeply embedded 

culture. While Toyota encourages continuous improvement, some assumptions and 

practices are so ingrained that introducing radical innovation or novel management 

practices may be met with hesitation. This tension between maintaining cultural 

consistency and embracing innovation must be carefully managed to prevent cultural 

rigidity from becoming a constraint (Schein, 2010; Liker, 2004). 

In conclusion, Toyota’s organisational culture provides a robust foundation for 

operational excellence, ethical practice, and global adaptation. Its culture and structure 

act as enablers by embedding continuous improvement, teamwork, and employee 
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empowerment into everyday practices. However, hierarchical elements, consensus-

driven decision-making, and deeply held assumptions can act as barriers when rapid 

change or adaptation to diverse national cultures is required. Understanding these 

enablers and barriers highlights the intricate relationship between organisational 

culture, structure, and global performance, reinforcing why culture remains a critical 

determinant of Toyota’s ongoing success. 

Performance and Recommendations 

Toyota’s organisational culture, characterised by continuous improvement, teamwork, 

and respect for people, has a direct impact on the company’s performance. The Toyota 

Production System (TPS) exemplifies the integration of cultural values into operational 

excellence, enabling the company to consistently deliver high-quality vehicles while 

maintaining efficiency and reducing waste (Liker, 2004; Toyota Motor Corporation, 

2025). By embedding Kaizen principles into everyday processes, Toyota encourages 

employees at all levels to identify problems, suggest improvements, and implement 

solutions, which increases operational agility and innovation capacity. This cultural 

integration ensures that performance is not only measured in financial outcomes but 

also in the effectiveness of processes, employee engagement, and customer 

satisfaction. 

The hybrid organisational structure further enhances performance by balancing 

strategic control with operational autonomy. Senior management sets clear strategic 

objectives and global standards, while local teams are empowered to make decisions 

regarding production, quality, and process improvement. This balance allows Toyota 

to adapt to local market conditions and cultural contexts without compromising overall 

corporate objectives (Panmore, 2025; Organimi, 2024). For example, Toyota’s 

regional subsidiaries implement TPS practices in ways that suit local operational 

constraints while maintaining alignment with global quality standards. This approach 

demonstrates how culture and structure jointly drive consistent performance across 

international operations. 

Despite these strengths, certain aspects of Toyota’s culture may limit performance 

under specific conditions. The strong emphasis on consensus-based decision-making 

and adherence to standardised processes can reduce flexibility and slow down 

responses to rapidly changing markets (Hofstede et al., 2010; Schein, 2010). 
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Additionally, cultural assumptions that favour incremental improvement may inhibit 

more radical innovation, potentially limiting Toyota’s ability to respond to disruptive 

technological changes or emerging competitors. Recognising these limitations allows 

the company to refine its culture and processes while retaining the benefits of its 

deeply embedded values. 

Based on this evaluation, several recommendations can help Toyota sustain and 

enhance performance. First, the company should continue investing in cross-cultural 

training and leadership development to ensure that employees in international 

subsidiaries fully understand and can implement Toyota’s core cultural principles. This 

will help bridge differences arising from national cultural variations identified through 

Hofstede’s dimensions. Second, Toyota could explore ways to accelerate decision-

making in areas that require rapid adaptation, without undermining the consensus-

driven and quality-focused culture. Implementing flexible frameworks for specific 

projects or innovation initiatives can maintain cultural alignment while improving 

responsiveness. Third, the company should continue integrating technology and 

digital tools into TPS and operational processes to support continuous improvement, 

reduce human error, and enhance real-time decision-making (McKinsey & Company, 

2021). These steps will reinforce Toyota’s cultural strengths while addressing potential 

barriers that could limit performance. 

Toyota’s culture and structure provide a solid foundation for high performance, 

operational efficiency, and global competitiveness. By leveraging its culture of 

continuous improvement, teamwork, and respect for people, Toyota achieves 

consistent quality and innovation across its global operations. However, careful 

attention to cultural barriers, national differences, and the pace of decision-making is 

necessary to maintain these advantages. Implementing targeted recommendations in 

leadership development, process flexibility, and digital integration will help Toyota 

continue to align its organisational culture with performance goals, ensuring long-term 

sustainability and success in a dynamic global market. 
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Conclusion 

Toyota’s organisational culture is a fundamental driver of its global success, 

underpinning operational excellence, decision-making, and employee engagement. 

By combining a hybrid organisational structure with team-based autonomy, Toyota 

ensures that strategic goals are met while empowering employees to implement 

continuous improvement initiatives. The application of Schein’s three levels model 

demonstrates how artifacts, espoused values, and basic assumptions work together 

to shape behaviours, reinforce cultural principles, and maintain high performance. 

Additionally, analysis of the external environment using Hofstede’s cultural dimensions 

shows how Toyota adapts its practices to diverse national cultures, balancing global 

standardisation with local responsiveness. While the culture and structure provide 

significant enablers, including strong ethical standards, operational efficiency, and 

collaborative problem-solving, potential barriers exist in the form of hierarchical 

decision-making, consensus-driven processes, and resistance to rapid change. The 

recommendations outlined, including cross-cultural training, flexible decision-making 

frameworks, and digital integration, aim to address these challenges and enhance 

performance further. Overall, Toyota exemplifies how a deeply embedded and 

strategically aligned organisational culture can sustain competitive advantage, drive 

continuous improvement, and support long-term success across global operations. 
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