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Introduction 

Organisational culture is essentially the set of common values beliefs assumptions, and patterns of behaviour that determines how employees interact and carry out their work within an organisation (Mullins & Christy, 2016). It largely determines the organisational structure, decision-making, employee motivation, and overall business performance. In fact, in the current highly competitive and globalised business environment, only those organisations with a strong and adaptable culture would be able to make it through the long haul.
This paper takes a deep dive into the organisational culture of Toyota Motor Corporation, a global leader in the automotive manufacturing industry. Toyota is internationally known not just for its relentless pursuit of quality and efficiency but also for its high level of employee engagement which is deeply embedded in the Toyota Production System (TPS). The paper analyses the effects of Toyota's organisational culture on its organisational structure and decision-making. It also uses Schein's Three Levels of Organisational Culture and Handy's Cultural Types to discover Toyota's main organisational culture. 
Finally, the paper discusses how Toyota's culture enhances organisational effectiveness and business performance and at the same time points out areas where Toyota could improve.










Organisational Culture of Toyota 
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Fig1: Toyota Motor Corporation: Organisational Culture

Toyota Motor Corporation has created one of the most influential organisational cultures of modern business. Since the company was founded in 1937, a culture based on continuous improvement, employee empowerment, quality management, and customer satisfaction has been deeply ingrained in the company. Rather than concentrating solely on making profits, Toyota focuses on producing long-term value for customers, employees, and society (Liker, 2021).
The elemental pillars of Toyota's organisational culture are two basic principles: Continuous Improvement (Kaizen) and Respect for People. These principles are the essence of the Toyota Way 2001, which is the standard of behaviour and corporate decision-making for employees all over the world (Toyota Motor Corporation, 2023).
The philosophy of Continuous Improvement inspires workers at all levels of the organisation to pinpoint inefficiencies, resolve problems and make changes to their work activities. Employees are compelled to question the current methods and come up with improvements that can be implemented, instead of merely accepting old ways. Thanks to this approach, Toyota has been able to achieve the highest level of operational efficiency and manufacturing excellence worldwide.
Respect for People goes hand in hand with continuous improvement by valuing employees as major assets of the organisation. Toyota encourages teamwork trust respect and knowledge sharing at all levels of the company. Instead of just supervising their employees' work, managers behave as coaches who facilitate employee growth. The use of collaboration leads to highly engaged employees and motivates innovation all over the company (Liker & Convis, 2012).
Toyota's organisational culture is further embodied by the Toyota Production System (TPS) which is the implementation of Lean Manufacturing principles such as Just-in-Time (JIT) production and Jidoka (automation with a human touch). Just-in-Time is focused on reducing waste by producing only what is needed when it is needed, while Jidoka guarantees that production is stopped immediately when defects are found. These methods exemplify Toyota's dedication to quality, efficiency and continuous improvement (Ohno, 1988).
A feature that sets apart Toyota's culture is its focus on problem-solving through decision-making based on factual evidence. Employees are presented with the opportunity to employ root cause analysis, known as the "Five Whys" before rolling out any changes. Relying on this orderly method makes it possible to cut down on recurring issues and fosters learning.
Toyota's culture has also proven to be broad-based during severe organisational problems. After the worldwide car recalls in 2009-2011, Toyota enhanced its quality control measures and integrated the customer's voice in decision-making more. In the same way, Toyota's team-oriented culture, longstanding partnerships with suppliers, and adaptable production systems were key factors that enabled them to continue their operations during the COVID-19 pandemic and global shortages of semiconductors.

How Toyota's Organisational Culture Shapes Structure and Decision-Making 
Toyota's organisational culture hugely shapes how the company is structured and makes decisions. Instead of a centralised and hierarchically managed system, the car maker has a collaborative type of organisational structure aimed at promoting communication, collaboration, and involvement of the workforce. This kind of structure not only aligns with the company's ideology of kaizen (continuous improvement) but also makes it possible to effectively tackle problems at various levels of the company.
Decentralised decision-making is a key aspect of Toyota's organisational structure. Staff are given the initiative to take operational decisions within their respective areas, In particular when it comes to matters of quality and work efficiency. For instance, the production line attendants have the right to halt the manufacturing process if they spot any quality problem. This degree of authority granted to the employees is a demonstration of Toyota's principle that quality should always come first, even at the expense of the production (Liker, 2021).
One of the ways decision-making is carried out at Toyota as per the culture is through building a consensus - a lot of the times the final decisions made are a result of the Japanese management style called nemawashi. Managers, before getting decisions approved at the highest level, do the rounds of employees, the heads of departments as well as other stakeholders for their views and in the process get their concurrence. This, even though it might be time-consuming, leads to better decisions, less change resistance and greater dedication by employees to the implementation of changes (Mullins & Christy, 2016).
Cross-functional collaboration is a big part of what characterises the structure of Toyota. Groups from engineering manufacturing marketing, supply chain, and research & development usually come together to work through problems and create new, innovative products. Such a team-based way of working helps Toyota to stay on top of changing consumer preferences and at the same time keeping high quality standards of operation.
The organisational culture also promotes learning through structured problem-solving methods. Employees carry out the PDCA (Plan-Do-Check-Act) cycle and root cause analysis to assess performance and make changes. Managers not only support employees in trying out new ideas but also keep a close eye on the results to make sure that learning from the organisation is going on without interruption.
Leadership at Toyota is different from the normal command-and-control type of management. Managers act as coaches who skill-up employees and motivate them to participate instead of just ordering them around. This style of leading leads to increased faith, employee involvement and dedication to the company, besides facilitating the company's ongoing development.






Application of Organisational Culture Models
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Fig2: Edgar Schein's Organizational Culture Model

Schein's Three Levels of Organisational Culture 
Edgar Schein's (2017) Three Levels of Organisational Culture proposes a great lens through which to analyse the cultural makeup of Toyota. This system separates culture into three categories: artefacts, values underpinning culture and basic assumptions that are usually unspoken.
Artefacts are tangible or visible manifestations of a culture. Examples of how Toyota culture appears as at this level are; the Toyota Production System, Lean Manufacturing, work standardisation, quality circles and visual management. Such practices visually communicate Toyota's dedication to being the best and producing only high-quality products.
The second level represents espoused values which are the declared beliefs and values of the organisation. The foundation of Toyota's values is The Toyota Way which is a summarized statement of their corporate culture. To them, these core values are the main drivers that ensure that Toyota excels as a team, continues to innovate, develops its staff, satisfies its customers, and conducts itself ethically. These values are deeply ingrained in the employees through constant training which is also aligned globally.
Schein's setup is a good reminder that Toyota's organisational culture is not merely a list of regulations. More than that, their success depends on the presence of beliefs that are so firm, that they are taken for granted by the employees leading them to the desired behaviour. 

Handy's Cultural Types 
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Fig3: Charles Handy model of Organisational Culture

In 1999, Charles Handy came up with a categorization of four organizational culture types: Power Culture, Role Culture, Task Culture, and Person Culture.
Toyota reflects traits of both Task Culture and Role Culture, though Task Culture appears to be more prominent.
Task Culture is about teamwork collaboration, and problem-solving being the main methods for the achievement of the organization's objectives. Toyota not only supports but also motivates cross-functional teams to first discover ways of enhancing production and then solving operational problems and finally, implementing innovation. People from different departments work together for continuous improvement to, among other things, increase efficiency and enhance product quality.
However, Role Culture aspects can also be spotted in Toyota via, for example, their well-set organizational processes, quality specifications, and assigned duties. Uniform operation procedures are in place to not only guarantee the same output quality in all manufacturing plants worldwide but also uphold the high levels of product quality.
Essentially, Handy's model shows that Toyota's organizational culture is mostly a Task Culture with a few Role Culture traits mixed in.

Identification of Toyota's Prevailing Organisational Culture 
By employing the models of Schein and Handy, Toyota's current organisational culture is one that emphasises teamwork, learning and ongoing self-improvement. All employees are motivated to get involved in making decisions, from identifying problems to suggesting solutions, and producing results that go beyond what the organisation calls for without consideration of their formal status. 
The company integrates formal operational procedures with giving workers autonomy, so fostering a culture that promotes creativity, total quality administration and environmentally friendly business practices. Striking a harmony between these two aspects has allowed Toyota not only to keep its competitive position but also to change effectively as market fluctuations and technological inventions.

Organisational Culture and Adaptation to the External Environment 
Currently, most organisations function in environments that constantly change due to factors such as technological developments, international competition, economic instability, increased focus on environmental issues and changes in customer expectations.
Thanks to its culture, Toyota has not only been able to adjust to these external factors but also continue to be a leader in the market.
A key thing that contributed to Toyota's success is its commitment to continuous improvement (Kaizen) which helps the company to swiftly react to the ever-evolving customer needs. Rather than seeing change as a challenge, Toyota motivates its workers to find ways for improvement and innovation.
Such forward-looking mentality makes it possible for the company to be at the head of the automobile industry.
Technology has become a major driver in shaping Toyota's business strategy. As both governments and customers have set high standards for the environmental friendliness of vehicles, Toyota has made significant efforts towards the development of hybrid technology, hydrogen fuel-cell vehicles and battery electric vehicles (BEVs). Its hybrid car, the Prius, marked a milestone in Toyota's decision to take a firm step forward in addressing global environmental issues. Meanwhile, Toyota has not only broadened its electric vehicle manufacturing but is also keeping pace with the research on hydrogen-powered cars.
In addition, Toyota's culture has given the company the flexibility to respond effectively to supply chain disruptions. When the COVID-19 pandemic and the global shortage of semiconductors occurred, Toyota was able to bounce back better than many others because it had maintained good supplier partnerships and risk management procedures. While some companies focused on cutting costs, Toyota went on keeping strong connections with suppliers and put in place inventory management systems that resulted in increased organisational resilience.
Toyota's steps towards globalisation also meant that the company should maintain a strong corporate culture whilst dealing with diverse cultures in different countries. The company encourages the sharing of common values like respect, teamwork and continuous improvement but at the same time, gives local subsidiaries enough space to tailor their management styles based on local conditions. Striking such a balance helps Toyota achieve the global uniformity while not disregarding the cultural differences at the local level.

Organisational Culture and Effective Organisational Functioning 
Organisation culture really helps in determining how well a company can function. For example, it influences aspects like the behaviour of employees, leadership styles, internal communication and overall operational performance. What's more, the culture at Toyota mainly is a facilitator of the company's success since it fosters teamwork, giving people a sense of responsibility for their actions, coming up with new ideas and continuously learning.
One of the biggest strengths of Toyota as an organisation is the empowerment of workers. Employees across all levels of the organisation are encouraged to come up with ideas for boosting efficiency, quality and satisfying customers. This employee involvement in decision-making not only drives up their motivation but also makes them feel deeply connected with the organisation's success. For Toyota, employees are not just individuals who carry out tasks, but rather important contributors to the process of ongoing improvement.
Toyota's leadership style also contributes to improving the organisation's effectiveness. Leaders are mainly seen as mentors and coaches who focus on developing employees rather than simply telling them what to do. Such a leadership style is very effective in increasing trust, facilitating communication and promoting sharing of knowledge across different departments. Besides that, employees benefit from ongoing training in both their technical skills and their leadership skills which, in turn, result in the company's continuous good health.
Another major aspect of Toyota's organisational culture is working together as a team. The ability to collaborate across departments enables the various areas of the company to exchange knowledge, come up with collective solutions to problems and increase the level of innovation. People with expertise in engineering production quality assurance and supply chain management, for example, cooperate with each other to identify ways of improving operations and ultimately bringing value to customers.
Quality management is an important focus at Toyota which has a strong impact on organisational effectiveness. Among other things, they use Lean Manufacturing, Just-in-Time production and Jidoka to empower employees to constantly keep an eye on production quality and to take action without delay whenever problems arise in the operations. And the end results are not only reduction of waste and defects but also increase of customer satisfaction as well as lowering of production costs.
Communication at Toyota is generally a blend of this: openness, mutual respect and well thought out ways of giving each other feedback. In fact, workers are not only allowed but also encouraged to bring up issues without the fear of being punished which gives the management the opportunity to deal with problems before they get out of hand. This kind of psychological safety is very conducive to organisational learning and continuous improvement.

Evaluation of the Impact of Organisational Culture on Organisational Performance 
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Fig4: Toyota Organisational Culture and Organisational Performance example

Toyota's organisational culture has played a major role in the company's global success and excellent organisational performance over time. The blend of constant improvement, staff engagement and decision-making focused on customers has allowed Toyota to reach a level of operational excellence while still being one of the most respected companies in the automotive industry.
The biggest tangible performance reward is most likely operational efficiency. The Toyota Production System is regarded worldwide as a model of Lean Manufacturing. It has helped the company to cut waste, boost productivity and keep a high level of product quality. Directly, these operational changes lead to lower manufacturing costs and higher profits.
Another significant performance advantage arising out of Toyota's culture of organisation is innovation. Continuous improvement means that employees are motivated to come up with new ideas for product redesign, and process innovation. The company culture mattered a lot in the breakthrough of hybrid technology and help position Toyota as a pioneer in environmentally sustainable vehicle manufacturing.
Customer satisfaction is yet another key measure of organisational performance. Toyota's focus on quality control and continuing improvement has resulted in excellent customer satisfaction and brand loyalty in global markets. Even though the vehicle recall debacle caused a loss of trust eventually, Toyota took steps to enhance quality control systems and emphasis decision making that was aimed at customer-supporting.
The impact of organisational culture is also evident on employee performance. A good work environment and involvement of employees in decision making is what makes employees feel valued, and this ultimately lowers staff turnover, leads to higher productivity and is conducive to fostering a strong commitment to organizational goals. Besides understanding organisational objectives, they eagerly take the lead in reaching the continuous improvement targets.
Financial performance is, in fact, one more way the positive influence of Toyota's culture of organisation is revealed. Continuous operational efficiency, good product quality and customer loyalty have been a basis for Toyota's ability to operate as one of the largest and most profitable automobile manufacturers in the world even in the face of rising global competition.
Even so, culture of organisation has been a source of problems as well. Sometimes, the consensus way of reaching decisions slows down implementation of strategic responses to fast technological changes, in particular on battery electric vehicles. Overall, organisational culture of Toyota has mostly been a key thing that enabled the organisation to perform well. 

Conclusion 

Organisational culture still is key as one of the major factors leading to organisational success. This paper has outlined how Toyota's culture rests on the four pillars of continuous improvement, worker empowerment, quality management, and people orientation. These cultural values not only shape organisational structure, leadership, and decision-making but also enhance operational performance and provide a competitive edge eventually.
Mainly, Toyota needs to bolster its decision-making agility without sacrificing the collaborative culture it has come to be known for. Even because of Truth is a collaborative approach to decision-making consistently results in better decisions, certain major decisions cannot take long to be implemented if the company is to accommodate a rapidly changing global situation. Toyota would be better positioned if it adopted a faster decision-making process for those situations requiring urgent decisions at a strategic level.
Using setups like Schein's Three Levels of Organisational Culture and Handy's Cultural Types, we find that Toyota has a collaborative culture that is quite strong and well supported by formal organisational systems. Contrary to the short-coming of slow decision-making and the tendency of sticking to old technologies in a rapidly changing environment, the organisational culture of Toyota still predominantly acts as a facilitator of organisational capability.
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