
T O YO TA
F I N A N C E

AU S T R A L I A

The TFA  
Behaviours



2 The TFA Behaviours        3

The Toyota Way Introduction –1

Challenge – 2

Genchi Genbutsu – 3

Kaizen – 4

Teamwork – 5

Respect – 6

Implementing the Toyota Way –7

The TFA Behaviours Introduction – 8

Customer – Customer Focus – 9

Customer – Collaborate –10

Create – Agile –11

Create – Innovate –12

Lead – Inspire –13

Lead – Empower–14

Deliver – Own –15

Deliver – Influence –16

mission

purpose

vision
We empower people to innovate  

making mobility possible

Create value by enabling 
freedom of movement

To make a difference by enabling people 
to connect to what matters most
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Our mission is to empower people to 
innovate making mobility possible, so we 
can achieve our global vision to create value 
by enabling freedom of movement.

The Toyota Way consists of two key pillars 
that are supported by five core values; these 
values support the management principles 
which will drive effective decision making.

The two key pillars that support the Toyota 
Way are:

1. Continuous Improvement – we are never 
satisfied by where we are, always looking for 
better ways of doing things.

The pillar of Continuous Improvement is 
made up of three components – Challenge, 
Genchi Genbutsu and Kaizen.

2. Respect for People – the success of the 
business is due to individual efforts and 
good teamwork.

The pillar of Respect for People is made up 
of two components: Respect and Teamwork.

The Toyota Way is about how we carry out 
our everyday activity to achieve the goals 
of our business. In essence it is a structured 
and thorough approach to business activity. 

This booklet outlines each of the Toyota 
Way values and highlights a number of 
areas to consider when carrying out your 
work. It provides steps to undertake and 
questions to ask of yourself to ensure you 
are demonstrating the Toyota Way.

The  
Toyota Way
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Pillar 1: Continuous Improvement 

Pillar 2: Respect for People 
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Challenge

Having a long-term, realistic, yet 
stretching vision for our company 
and your department that delivers 
real value for the business.

What does it mean?

–   Accepting challenge – driving 
yourself to progress

–   Taking responsibility for your 
personal contribution to achieving 
the vision

–   Demonstrating respect for our 
competitors and a willingness to 
learn from them

–   Having a long-range perspective, 
planning long term, based on facts 
and realism

–   Giving thorough consideration to 
any risks involved and studying and 
testing options before making a 
decision

–   Making decisions that will improve 
the company whilst striving for high 
quality.

How this works in practice
 –   Make sure you have checked and understood the 

long-term goal for the department / company in 
order to understand how your contribution fits into 
achieving this.

–   Check how your specific objectives help achieve this 
long-term goal – if they don’t, debate whether this 
is an activity that should be continued or improved 
upon. Should you be focussing on something else 
that will add more value?

–   Review what the competition is doing. Is there 
anything we can learn from how our competitors 
approach the issue?

–  Seek clarity to ensure you have clear priorities.

–   When planning how to tackle an issue, check the 
facts and think through whether there are likely 
to be any changing situations or circumstances 
that you may need to plan for. Always have a 
contingency plan.

–   Check with your stakeholders and/or others who 
have an interest or who are affected by the outcome 
– do they agree with the course of action proposed?

–   Pilot or test your proposed course of action before 
fully committing to the changes.

–   Plan how you will review the effectiveness of the 
changes made, once they are in place. How will you 
measure success?

Ask yourself these questions
–   Will the ultimate benefits outweigh or equal the 

amount of effort involved in implementation?

–    Have you considered the risks that may be involved 
in this course of action?

–   Have you planned how you may address any of the 
risks identified?

–   Who would need to be involved in reviewing the 
effectiveness of changes that have been made?

If you are in a team management role
–   Ensure that priorities are clear for the team and 

concentrated in such a way as to achieve the 
maximum benefit for the company.

–   When issues are raised that hinder improvements, 
find ways to facilitate a positive outcome through 
open and honest communication, establishing 
the root cause of the concern and the best way to 
resolve it for all involved.

Challenge
 –   Take full responsibility for your performance/

contribution

–  Continually provide high standards of service.
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Genchi
Genbutsu

Identifying the facts before 
proposing a solution and making a 
decision.

Seeking consensus of the decision 
proposed, and turning decisions 
into action.

What does it mean?

–    When a problem arises, finding the 
root cause of the problem

–   Going to the source to obtain the 
facts and see the problems for 
yourself

–   Establishing a target for 
improvement and devising action 
plans to achieve it

–   Getting agreement to a proposed 
course of action

–   Committing to action – 
implementing the plan

–   Checking whether the planned 
improvements have been achieved

–   Standardising the new procedure 
to prevent the original problem 
reoccurring.

How this works in practice
 –    When a problem arises, it’s important to try and get to 

the ‘root cause of the problem’ using open and honest 
communication. Ask questions and, if possible, go 
and see the situation for yourself i.e. meet colleagues, 
customers and suppliers face to face.

–  Try and establish the root cause as soon as possible.

–   Once the root cause is established and a solution to 
the problem suggested, it is important to ‘test’ that 
proposed solution with all the key people it affects 
ensuring you gain their consensus. If these individuals 
are brought into the process and agree with the 
solution it will be easier and faster to implement.

–   When working on a project or activity that affects 
a number of areas of the business, ensure that all 
those areas are clear about the goal that you are 
trying to achieve. Think about opportunities for 
communication to avoid any misunderstandings.

–   Once consensus has been achieved on the agreed 
course of action and its deadline, work towards 
delivering on the agreed commitments, managing the 
expectations of all involved through regular updates.

Ask yourself these questions
–   Have you checked all available sources to establish 

the facts and the root cause of the problem?

–   Do you really understand the issue and how it can be 
solved?

–   Have you consulted with all the areas that are 
affected by this problem? Do they agree with your 

proposed solution? Is there any other information you 
can provide to ensure their agreement?

–   Who would need to be involved in reviewing the 
effectiveness of changes that have been made once 
the changes are in place?

–   Do you have an agreed action plan with clear 
deadlines, ownership of actions and review points?

If you are in a team management role
–   Think through ways of sharing your team/department 

objectives with the rest of the business to avoid 
misunderstandings about priorities.

–   Communicate upwards, sideways and downwards to 
ensure the goals of the team are understood.

–   Once a decision has been made, mobilise resources 
to meet the deadline.

–   Ensure you review progress regularly.

–    Empower your team members. When problems arise 
encourage them to go and see for themselves before 
they propose a solution.

Genchi Genbutsu
–  Check understanding by asking questions

–  Openly share relevant information

–  Invest in timely two-way communication

–  Actively listen for and to feedback

–    Resolve important/difficult issues face to face.
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Kaizen

Continuous improvement of our 
business through innovation and 
sharing best practice.

What does it mean?

–   Continuously looking for 
opportunities for improvement and 
ideas about how to do things in a 
better way

–   Seeking ideas from any source – 
the competition, internally and 
externally

–   Looking for opportunities to reduce 
costs and eliminate waste (Muda)

–   Revealing problems quickly in 
order to find solutions and improve 
customer service

–  Learning from setbacks

–   Adopting successful practices as 
standard across the organisation.

How this works in practice
 –   Think through whether there may be a new or 

different way of undertaking your work that could be 
more effective; don’t be constrained by the ‘way we 
have always done it around here’.

–   When considering a different way of doing 
something or looking for a new idea, seek input 
from colleagues within the company. Find ways to 
benchmark processes and procedures against other 
leading companies and be open-minded to others’ 
views (Soui Kufu).

–   Problems present opportunities to find a solution 
that may provide a better product or service. If you 
can think of a way to resolve it, suggest it.

–   Setbacks are an opportunity for learning and 
reviewing how to do it differently next time. Find 
opportunities to share the learning and you may 
be surprised how helpful it may be to others. 
Review why things have been successful so you can 
reproduce that winning formula again.

–   When you’ve found that better way of doing 
something, share it with the team and the 
department and ultimately, if appropriate, the 
whole company – that way we can ensure we’re 
continuously improving (Yokoten).

Ask yourself these questions
–    Is there a way that we could deliver the same output 

in a more cost-effective way? Can we reduce:

–  Muda (waste)

–  Mura (unevenness)

–  Muri (overburden)

–   Are there some activities that we are undertaking 
that are not adding any value? Consider and discuss 
whether these activities should continue.

If you are in a team management role
–    Encourage your team to think through alternative 

ways to approach their work and how they can 
eliminate any activities that are no longer adding 
value. Do they need to be done by the team or 
elsewhere, or do they need to be done at all?

–   Consider reviewing with individuals and the team, 
things that have worked well and those that have 
not worked so well, and use the experience for 
approaching future activities.

Kaizen
 –   Respond constructively to ideas and 

contributions

–   Anticipate where better ways of doing things 
may add value

–  Support others in driving their ideas forward

–   Consider and manage the impact of potential 
solutions to all areas of the business.
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Teamwork

Maximising individual and  
team performance.

What does it mean?

–   Being motivated to continually learn 
and improve, and share knowledge 
with others

–   Respecting differences within the 
team

–   Recognising the importance of the 
combined contribution of all team 
members to the achievement of 
goals.

How this works in practice
 –   Provide the information and resources that others 

need from you. The aim of this is to enhance the 
overall performance of the team.

–   Take responsibility for your own personal 
development. Ask questions to learn new skills. 
Learn from other team members’ strengths.

–   As a team, think about how you may help each other 
develop joint solutions to joint problems.

–   If a colleague is struggling to overcome a problem, 
find out if you or the team can help them.

–   Ensure recognition of your colleagues’ 
achievements.

Ask yourself these questions
–   Are there opportunities for greater teamwork in 

order to achieve greater efficiency and/or higher 
quality?

–   Do you/other team members assume that 
colleagues are in possession of all the knowledge 
they require?

If you are in a team management role
–     Could there be development opportunities within 

the team through moving work around or through 
delegating new projects or responsibilities?

–   Make time to discuss completed activities with the 
team to identify what they have learnt from the 
activity.

–   Identify ways to encourage individuals to share what 
they are working on in order to demonstrate how 
this contributes to the overall achievements of the 
team.

Teamwork
 –    Collaborate with the whole team to achieve our 

shared goals

–  Actively develop joint solutions

–   Work effectively with others across the whole of 
the Toyota organisation

–   Take responsibility for developing and 
maintaining good working relationships with 
others.
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Respect

Respecting others and taking 
responsibility for understanding 
and building mutual trust with all 
our colleagues.

What does it mean?

–   Showing respect for our colleagues, 
stakeholders and customers

–  Placing our customers first

–  Trusting each other

–  Being open to differences in others

–   Making the effort to listen and 
understand

–  Demonstrating initiative

–    Being accountable for our own 
performance.

How this works in practice
 –   When dealing with colleagues both within and 

outside the Toyota organisation, accept the 
difference in others and the contribution that 
difference could make.

–   Seek out and listen to all rational opinions including 
those that differ from your own.

–   Communicate with and involve others, seeking their 
views, investing in timely, two-way communication.

–   Be totally honest in your dealings with everyone.

–   Agree what you will deliver, and when, to ensure 
there are no misunderstandings.

–   Demonstrate respect by delivering on your 
commitments.

Ask yourself these questions
–   Have you checked for all views?

–   Have you considered the consequences and impact 
of your actions on others?

–   Have you put yourself in their shoes and really 
thought about how others may react?

If you are in a team management role
–     Find ways to recognise the contributions that 

individuals make.

–   Facilitate opportunities for all individuals in the team 
to express their views and make a contribution to 
activities.

–   Provide opportunity for your team members to grow 
and realise their abilities.

Teamwork
–   Accept difference in others and recognise the 

contribution that difference can make

–   Take responsibility for the consequences of 
your own actions and their effect on others

–  Deliver on agreed commitments.
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Toyota Finance Australia is fully committed to 
the principles of the Toyota Way

These principles ensure we continue to provide 
products and services of a high value, build on our 
success by increasing market share and continue to 
earn respect as a member of the business community.

As TFA grows, the focus of many groups in the 
company becomes increasingly specialised, so it is 
important to promote a common understanding of our 
philosophy and how we connect with each other.

The Toyota Way is that common foundation, 
articulating how we work at TFA.

All of us share the responsibility to uphold the 
Toyota Way. In doing so, we can achieve our goal of 
enriching customers’ lives through the products and 
services we provide.

We all have a role to play in creating value for our 
customers, which is why at Toyota Finance Australia, 
the Toyota Way is our way.
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The success of Toyota Finance Australia is 
built on the achievements of talented people 
who are supported, skilled and motivated to 
do great things for our customers.

The TFA Behaviours have been developed to 
provide you with a guide to the behaviours 
that exemplify the Toyota Way values and 
contribute to the success of TFA.

This framework provides a common 
language across TFA for discussing how we 
do things, not just what we do. 

The framework is aligned to four core 
elements where the Customer is the central 
focus of our organisational efforts. Each 
of the elements is expressed in two key 
behaviours.

Each behaviour contains a scale of 
progression with Level 1 being indicators 
of behaviour that may be expected at a 
more junior level, building up to Level 4 
which are indicators of behaviour that may 
be expected at a more senior level. The 
behaviours noted within each level are 
indicators only, they are not exhaustive nor 
do they act as a checklist. 

In addition to the academic qualifications, 
technical skills and job specific capabilities 
that are required in each position, a TFA 
employee is expected to possess strengths 
across all eight behaviours, demonstrating 
behaviours at the levels appropriate to their 
role. The behaviours will form part of your 
myHoshin along with performance and 
development goals.

The  
TFA Behaviours

18 

Core Element 1: Customer

Core Element 4: Lead

Core Element 2: Create

Core Element 3: Deliver
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Customer

Respecting the customer and putting 
them at the heart of everything we do is an 
element of every role in TFA; it is critical for 
us to be indispensable to our customers. The 
Customer element focuses us on working 
together, across the business, to identify 
new opportunities for maintaining and 
building on our reputation and success, 
ensuring we retain Customers for Life.

The Customer element comprises the 
Behaviours: 
– Customer Focus 
– Collaborate

Supporting the Toyota Way: 
The unique and outstanding elements 
of our company culture embodied in the 
Toyota Way and TFA Behaviours enable every 
Toyota team member to put the customer 
first by taking professional and personal 
responsibility for the customer experience.

Customer Focus

Identifies and responds efficiently 
and effectively to the needs of 
internal and external customers. 
This includes respecting customers 
by communicating openly, showing 
empathy and considering the effects 
of decisions on them. People that 
have a strong customer focus put the 
customer first, listen and understand 
their needs and ensure that planning 
and decision making are centred 
on issues that are important to their 
customers.

Scale progression:
Each level builds on the last, with 
the scale progressing from polite 
and responsive behaviour to a more 
sophisticated, proactive and strategic 
approach to customers.

Level 1 – Focuses on customers
 –   Respects our customers by being polite and pleasant; 

builds rapport with our customers
–  Knows how their role impacts on our customers
–   Understands the importance of our customers and how 

the customer experience is critical to TFA’s success
–   Listens, responds and promptly follows through on 

customer requests, problems and needs
–   Maintains clear communication with customers 

regarding expectations of delivery
–   Delivers on the promises made to our customers in a 

timely manner; is reliable.

Level 2 – Seeks thorough understanding of
customers
–   Regularly asks about and considers the impact of 

decisions and actions on our customers
–   Proactive; takes action beyond normal expectations; 

regularly does more than asked
–   Asks for customer feedback and takes action for 

improvement
–   Involves others within TFA to provide a better outcome 

for our customers in alignment with TFA objectives
–   Develops detailed understanding of our customers’ 

needs, issues, and priorities by going to the source 
(Genchi Genbutsu); evaluating and using in-depth and 
systematic customer data.

Level 3 – Proactively solves customers’
underlying needs 
–   Acts on a detailed, differentiated and empathetic 

understanding of our customers’ needs, issues, and 
priorities

–   Develops solutions, services and products that deliver 

value and meet the underlying needs of our customers
–   Champions customer needs and overcomes internal 

obstacles to improve service levels
–   Collaborates with customers to select the right solution 

even if different to the one they are asking for
–   Introduces others within TFA to our customers to 

strengthen customer relationships
–   Becomes a trusted advisor in our customers’ decision-

making process.

Level 4 – Builds long-term strategic 
partnerships with customers
–   Works with a long-term perspective in addressing our 

customers’ needs
–   Continually delivers improved service offerings 

to customers; applies ‘Kaizen’ thinking across the 
organisation to long-term customer needs

–   Manages the entire value chain for the benefit of 
customers

–   Creates long-term, win-win partnerships with customers
–   Builds a strong customer service culture within TFA with a 

focus on retaining Customers for Life.

Red flags
–  Does not know who the customer is
–  Does not listen or pay attention to customers
–    Makes decisions without considering the impact on the 

customer
–  Assumes all customers think and feel the same
–   Argumentative or acts defensively when faced with 

customer complaints
–  Reduces service standards for internal customers.
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Level 3 – Promotes inter-team collaboration
 –   Genuinely encourages and empowers others, values 

contribution of others
–   Looks for mutually beneficial solutions within and 

beyond the team
–   Promotes team’s reputation across the business and, 

where appropriate, externally
–   Encourages dialogue, connection and work between 

teams
–   Actively practices consensus building (Nemawashi) 

within teams and with relevant stakeholders
–   Articulates principles for resolving conflicts (e.g. we do 

what’s right for our customers).

Level 4 – Unifies the organisation
–   Acts to unify business units and the wider organisation 

by promoting a friendly, respectful climate, high morale, 
and cooperation

–   Actively manages business unit-specific TFA and 
One Toyota processes to increase transparency and 
understanding

–   Creates mutual concern for success, shared 
understanding of goals and focus on putting the 
customer first when working across teams

–   Pulls together individuals from different parts of TFA 
and the wider Toyota Group to address complex issues, 
events or opportunities

–   Addresses conflict between different teams and 
departments, facilitating win-win outcomes.

Red flags
–  Pushes their own agenda
–  Fails to share information or key decisions
–   Unilateral use of hierarchical power (e.g. “because my 

boss says so”)
–   Avoids or ignores the principle of Nemawashi to build 

consensus
–   Overuse of escalating issues to senior organisational 

levels
–  Does not contribute to meetings
–   Passive-aggressive behaviour, such as agreeing during 

a meeting and then acting differently/contrary to the 
agreement.

22 

Collaborate

Works cooperatively as part of a 
team and collaborates effectively 
across organisational boundaries. 
Understands the importance of 
building relationships. Creates and 
maintains a broad network across TFA 
to share expertise, achieve common 
objectives, generate ideas and deliver 
an exceptional customer experience.
People that do this well invite others 
in and encourage transparency across 
the whole organisation.

Scale progression:
Each level builds on the last, with the 
scale progressing from reacting to 
situations in a helpful and cooperative 
manner to proactively thinking 
and acting in ways that enhance 
collaboration. The breadth of impact 
increases from an individual, through 
to a team, cross-functional and, lastly, 
organisational perspective.

Level 1 – Acts as a team player at all 
times
 –   Shares all useful information to promote efficient 

ways of working with customers both internally 
and externally

–  Supports team decisions
–  Does his or her share of the work
–   Builds positive and respectful relationships with 

colleagues
–   Asks peers for advice and input
–   Values and applies learning from others’ input  

and expertise
–   Understands the pressures and constraints on 

peers.

Level 2 – Proactively strengthens the 
team
–   Offers help and advice when team members 

require it
–   Looks for shared interests to establish cohesion 

within the team
–   Recognises and credits colleagues who have 

performed well
–  Clarifies roles and expectations within the team
–   Applies the principles of consensus building 

(Nemawashi)
–   Looks for ways to contribute effectively within 

own team, across the TFA business, and to our 
customers.
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Create

Creating sustainable value for our customers 
requires us to really understand why a 
customer engages with TFA – we have to 
think not just about how we work today, but 
also about our opportunities for success 
tomorrow. The Create element focuses on the 
need to be innovative; applying knowledge 
and experience to create fresh insights and 
responding with agility to ensure we change 
our business to meet the demands of our 
customers and markets.

The Create element comprises the Behaviours: 
– Agile 
– Innovate

Supporting the Toyota Way: 
Being responsive and embracing change 
reinforces Kaizen and Toyota Business 
Practices and support the desire to question 
current ideas and practices in order to 
continuously improve and adapt to our 
customers’ needs.

Agile

Displays positivity, resilience and 
openness to changes in TFA’s 
environment, processes and structure. 
Enables an environment that fosters 
personal agility and is responsive to 
business changes. People that are 
agile embrace change, seeing new 
ways of working as opportunities 
to learn and improve personal and 
organisational performance.

Scale progression:
Each level builds on the last, with the 
scale progressing from an individual 
to a group perspective, as well as from 
participating in change, to leading 
change.

Level 1 – Displays openness and adapts to 
change
 –   Has a can-do attitude and is willing to try new things
–  Quickly learns from mistakes
–   Willingly participates in business improvement and 

Kaizen activities
–   Listens with an open mind to others when they propose 

new solutions and different ways of doing things
–   Is not constrained by routine and the way things have 

always been done
–   Alters own behaviour to fit the situation or get the job done.

Level 2 – Seeks new challenges and 
improvements
–   Looks for opportunities to take on new roles and challenges
–   Comes up with alternative approaches/ working methods
–   Tries new ways of doing things in response to new 

developments
–   Encourages and supports others to be flexible and open 

to change
–   Advocates the need for doing things differently for the 

benefit of TFA.

Level 3 – Advocates and energises others for 
change
–   Defines a specific area where change is needed, 

describes what it would look like and why the 
transformation or change is needed

–   Uses both logical and emotional reasoning to encourage 
others to accept change and build consensus

–   Sells the benefits of change by providing a clear picture 
of the new way of working in the team or business unit

–   Openly tracks the progress of change to energise people 
to participate in and continue the journey

–   While maintaining the same overall plan or strategy, 
adopts small trials and adapts or changes the way goals 
will be accomplished

–   Anticipates and quickly takes actions to address the 
emotional impact of those who find it challenging to 
adapt; puts self in others’ shoes and consults extensively 
with those struggling to change

–   Understands and is sensitive to changes in the internal 
and external environment.

Level 4 – Leads others to create sustainable 
and impactful change
–   Creates urgency around change e.g. challenges the status 

quo by comparing it to a well-articulated ideal or vision
–   Builds support and coalitions for change, positions 

champions to energise and reinforce agility, drives 
organisation-wide Nemawashi

–   Adapts or redesigns organisation structures, processes 
and systems to drive and reinforce change

–   Moves quickly to change the overall plan, goal or project 
– what is to be accomplished – in response to external 
market developments and opportunities

–   Re-prioritises and adapts personal, team and department 
activities to respond to changing requirements.

Red flags
–  Resists change
–  Clings to the past/the status quo
–   Does not talk to people soon enough about the level of 

adaptability required
–   Unnecessarily withholds information regarding change 

from people
–   Relies only on the facts and a solid business case to 

persuade others to be agile; does not connect people at 
an emotional level

–   Stays in comfort zone; will not willingly adapt or be 
responsive.
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–   Is aware of what current competitors are doing; knows 
what differentiates TFA from the competition

–   Borrows, adapts and implements ideas from elsewhere 
to fit TFA and customers’ needs.

Level 3 – Creates breakthrough insights
to solve critical issues
 –   Communicates complexity in a simple way; breaks down 

the problem and explains the situation or data in a way 
that is easy to understand

–   Sees useful connections in complex data or situations; 
using both a qualitative and quantitative perspective

–   Identifies the root cause of the problem and addresses 
the critical issues that need to be tackled; uses the 
relevant problem-solving path

–  Clarifies complex ideas, issues and observations
–   Cuts through complexity; distils data from different 

sources to help foster understanding
–   Digs deeper to find out about trends in the market, 

competitors, customers, suppliers, etc and uses this to 
inform decisions

–   Weighs up options, considers risks and benefits and 
develops countermeasures.

Level 4 – Leverages intuition to build a strong 
organisation for the future
–   Creates new concepts that are not obvious to others; 

anticipates future customer needs
–   Adopts a holistic and long-term perspective to create 

future opportunities
–   Goes beyond current ideas and models to create new 

approaches that better meet TFA and customer needs

–   Demonstrates breakthrough thinking by looking at things 
in a unique and worthwhile way

–   Works with stakeholders across and beyond the 
organisation (such as global affiliates, TMCA, suppliers, 
partners and customers) to develop new mutually 
beneficial opportunities and operating practices

–   Uses understanding of the social, economic, regulatory, 
environmental, technological and political landscape to 
shape planning and decision making.

Red flags
–   Gets bogged down in detail; unable to stand back and 

see the bigger picture
–  Lacks curiosity about the business
–  Misses key issues; internally focused
–  Fails to see patterns in data
–   Over-analyses issues and takes too long to make a 

decision; ‘paralysis by analysis’
–   Accepts information at face value, without investigating 

or probing further
–   Disengaged from the change process and dismissive of 

new ideas
–  Buries problems to maintain the status quo.
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Innovate

Sees the bigger picture and ideal 
situation. Draws on experience of 
industry and markets to bring fresh 
insights and develop innovative, 
creative ideas. Uses Toyota Business 
Practices (TBP) along with the 
application of commercial acumen 
and knowledge of business concepts 
to achieve new and improved 
outcomes for customers and 
stakeholders. People that innovate 
effectively are curious about what 
is possible and enjoy thinking and 
talking to others about ideas.

Scale progression:
Each level builds on the last, with the 
scale progressing from straightforward 
analysis through to creation of new 
ideas.

Level 1 – Analyses situations and
seeks insights
 –   Acquires the fundamental knowledge and skills 

of the position
–   Uses past experiences and common sense to 

deliver an approach
–   Uses data and factual information to support or 

make decisions
–   Asks questions to better understand the current 

situation
–  Spots and highlights recurring problems
–   Locates and understands relevant policies and 

procedures
–   Understands the purpose of their role, what is 

most important and how that fits into wider TFA
–   Seeks first-hand information to understand the 

situation (Genchi Genbutsu).

Level 2 – Connects ideas and data to 
inform decisive action
–   Seeks the ideal situation and articulates the gaps 

between the current and ideal situations
–   Sees patterns or trends in data or situations to 

inform appropriate decisions for customers and 
stakeholders – Uses metaphors or analogies to 
show how two situations are similar

–   Gathers facts and goes to the source by making 
efforts to learn about issues and impacts relating 
to other parts of the business (Genchi Genbutsu)

–   Understands how one’s work impacts other parts 
of TFA and customers own team, across the TFA 
business, and to our customers

26 
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Challenge

C 0, M 100, Y 90, K 0 

R 195 G 12 B 38 

Customer

C 56, M 0, Y 7, K 0 

R 143 G 199 B 230 

Teamwork

C 88, M 4, Y 100, K 18 

R 71 G 136 B 61 

Deliver

C 100, M 50, Y 0, K 26

R 15 G 86 B 143 

Genchi Genbutsu

C 0, M 100, Y 32, K 0 

R 196 G 0 B 96 

Create

C 52, M 43, Y 43, K 8 

R 135 G 132 B 131 

Respect

C 58, M 4, Y 100, K 0 

R 143 G 179 B 59 

Kaizen

C 0, M 79, Y 90, K 0 

R 203 G 82 G 44 

Lead

C 100, M 5, Y 0, K 20 

R 0 G 131 B 187

Lead

Leaders, whether they are an individual 
contributor or a people manager, engage 
and inspire their team members, customers, 
and stakeholders in pursuit of TFA’s vision 
and strategy. Effective leaders at all levels 
make clear shared goals and the role we 
each play in achieving them. They empower 
others and hold them accountable for 
delivering agreed results.

The Lead element comprises the Behaviours: 
– Inspire 
– Empower

Supporting the Toyota Way: 
We Respect our people and make the effort 
to understand, accept and value their 
talents. We build mutual trust and realise 
the power of Teamwork through open 
communication, recognition of individual 
contributions and the development of 
people’s abilities.

Inspire

Builds alignment to a shared vision 
by bringing out the best in others 
and creating a positive, trusting 
environment. Creates clarity and 
energy for others so that they are 
able to deliver against team and TFA 
objectives. People who inspire others 
are authentic, have a clear view of 
where they want to get to, bring people 
with them on the journey and create 
energy and enthusiasm in the process.

Scale progression:
Each level builds on the last, with 
the scale progressing around the 
complexity and depth of leadership 
and engagement, beginning with the 
individual; progressing to creating 
the conditions needed for team 
effectiveness; and then ultimately 
engaging the hearts and minds of 
others in pursuit of future goals.

Level 1 – Communicates clearly and shares 
understanding
 –     Asks questions to establish a clear understanding of 

what is expected
–   Engages in regular communication and seeks to 

understand and share the rationale for decisions
–   Acts as a self-leader; is reliable, leads by example and 

makes the right choices i.e. role models the corporate 
values, desired behaviour and standards.

Level 2 – Promotes the effectiveness of the 
team
–   Helps others understand how they contribute to the 

goals of TFA
–   Seeks to create the conditions that enable and motivate 

others to perform at their best (peers or direct reports)
–   Delegates where appropriate (with direct or indirect 

reports); assigns tasks and decisions without deferring 
responsibility

–   Consults with others, actively listens, invites input and 
involves them in decision making

–   Inclusive; encourages individuals to speak freely and 
contribute to decision making

–   Celebrates success, openly recognises the achievement 
of others and gives credit where it is due

–   Recognises and rewards good behaviour and 
demonstration of corporate values by others

–   Supports others, especially during difficult times e.g. 
takes time to discuss their concerns

–   Provides ongoing monitoring and feedback to the team 
on progress towards goals.

Level 3 – Unifies others under common 
direction and strategy
–   Promotes cross-team alignment and takes responsibility 

for its reputation in relation to TFA, the larger Toyota 
organisation and external stakeholders

–   Clearly communicates the key priorities and explains 
their link to the organisation’s strategy

–   Conveys a clear and consistent message and sense of 
direction even in uncertain times; is a reliable figure for 
others

–  Role models the behaviours and values required.

Level 4 – Compels and excites others with a 
vision for future
–   Articulates a clear and consistent vision of future success 

which is compelling and engaging
–   Generates enthusiasm and confidence in the vision and 

strategy
–   Conveys genuine passion and commitment to the future 

of the organisation
–   Frequently provides feedback about achievements and 

progress towards the vision
–  Creates and inspires leadership behaviour in others.

Red flags
–  Fails to share information
–  Takes all the glory; gives no credit to team
–  Blames the team when things go poorly
–   Allows individuals in team to pursue their own non-

aligned interests
–  Is inconsiderate or dismissive of others’ input
–   Relies on a ‘command and control’, dictatorial approach 

when leading others i.e. relies on their positional power
–   Does not own messages e.g. reiterates messages from 

the top with little enthusiasm, uses the word ‘they’ not ‘I’ 
when communicating messages

–   Talks about what needs to be done but not why.
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Level 3 – Sets parameters and delegates 
accountability
–   Openly monitors performance against clear objectives 

and performance targets, proactively shares results
–   Sets clear boundaries, accountabilities and decision 

making authority within area of responsibility
–   Ensures the consequences of non-achievement of 

performance objectives and behavioural breaches are 
understood

–   Gives challenging, constructive feedback to individuals 
or team/work group, around performance issues as 
required

–   Extends trust; appropriately delegates full decision-
making authority and responsibility to individuals giving 
them the latitude to do a job/ task in their own way

–   Reassures others after a setback, but does not take 
their decision-making authority away from them; offers 
feedback, support and development instead

–   Involves the individual when reviewing a decision made 
by them, considers the impact of overriding a person’s 
decision, and uses it as an opportunity to coach

–   Coaches individuals over time to make sound business 
decisions, and develop their careers at TFA.

Level 4 – Creates high-performance and 
continuous improvement culture
–   Rigorously manages performance against stretching 

targets
–   Works with individuals and teams to set the tone and risk 

appetite for decision making
–   Creates a ‘performance culture’ where high performance 

standards and continuous improvement (Kaizen) are 
valued

–   Consistently challenges individuals openly and 
constructively about performance standards; takes 
action if performance is not to the required standard

–   Creates a culture that encourages empowerment, 
delegation, feedback, coaching, career development 
and talent planning across TFA

–   Ensures top talent across the organisation get the 
appropriate assignments and promotions to develop, 
e.g. provides visibility and exposure to levels of 
leadership across TFA.

Red flags
–  Tries to do everything by themselves
–  Fails to set clear objectives, timeframes, standards etc
–   Micro manages and does not trust others to carry out 

tasks effectively
–  Directs employees rather than adopting a coaching style
–  Fails to monitor progress against standards
–   Does not make clear or shifts individual’s responsibilities 

and the decisions they are allowed to make
–   Gives responsibility without authority
–   Rewards mediocre performance and/or tolerates 

mediocrity
–   Ignores poor performance in the hope that it will go 

away
–  Stays in the detail at the expense of strategic activity
–   Does not pass on challenging feedback; avoids hard 

discussions
–   Allows relationship with another person to influence 

enforcement of standards of performance.

Empower

Supports and enables others to act 
with purpose and authority. Holds 
self and others accountable to 
high standards of performance and 
behaviour. People that empower 
others to deliver outstanding results 
want to get the best from those 
around them. They do this by creating 
the conditions for others to do their 
best work.

Scale progression:
Each level builds on the last, with 
the scale progressing from holding 
one’s self accountable to holding 
others accountable to high standards 
in increasingly engaging and 
empowering ways.

Level 1 – Seeks out clarity
 –    Identifies and clarifies own level of decision-

making authority and uses it to the full
–    Knows when to refer a decision and does so 

promptly
–   Seeks out clarity on what is required if a task or 

project is unclear
–   Regularly communicates with others as 

appropriate to gain information and provide 
feedback.

Level 2 – Supports and enables 
others to achieve high standards of 
performance
–   Explains the importance of not only ‘what’ needs 

to be achieved but also ‘how’ to achieve it, i.e. 
the behaviours to be demonstrated

–   Sets high standards of performance for others 
(individuals, work groups and/or teams)

–   Empowers individuals to make decisions about 
their own work processes

–   Clarifies task and project-based accountabilities 
for others

–   Reaches consensus and works to ensure it is 
clear how success will be measured

–   Monitors progress against performance 
measures, provides feedback and re-clarifies 
direction where required

–   Provides others with the opportunity to assume 
end-to-end responsibility for their own tasks and 
ongoing capability development

–   Gives feedback to hold others accountable to 
agreed deliverables.
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Challenge

C 0, M 100, Y 90, K 0 

R 195 G 12 B 38 

Customer

C 56, M 0, Y 7, K 0 

R 143 G 199 B 230 

Teamwork

C 88, M 4, Y 100, K 18 

R 71 G 136 B 61 

Deliver

C 100, M 50, Y 0, K 26

R 15 G 86 B 143 

Genchi Genbutsu

C 0, M 100, Y 32, K 0 

R 196 G 0 B 96 

Create

C 52, M 43, Y 43, K 8 

R 135 G 132 B 131 

Respect

C 58, M 4, Y 100, K 0 

R 143 G 179 B 59 

Kaizen

C 0, M 79, Y 90, K 0 

R 203 G 82 G 44 

Lead

C 100, M 5, Y 0, K 20 

R 0 G 131 B 187

Deliver

Delivering quality products and services that 
meet the high expectations of our customers 
and stakeholders requires every person in TFA 
to drive their own high standards and to be 
a role model for others. The Deliver element 
focuses on taking ownership and having high 
personal performance standards. Equally it is 
about influencing others to ensure required 
results are attained. Those who do this 
effectively balance the needs of the customer 
with the needs of the business. They also 
make the right choices and ensure their strong 
results orientation does not compromise our 
values and standards.

The Deliver element comprises the Behaviours: 
– Own 
– Influence

Supporting the Toyota Way: 
We are positive about the future of TFA and 
each take responsibility for our contribution 
to the business; meeting each Challenge 
with energy and courage; practicing Genchi 
Genbutsu and persevering to achieve a high 
level of service even if there are barriers to 
overcome.

Own

Takes personal responsibility for 
own performance and development. 
Resolves problems, identifies 
opportunities and takes action to 
deliver required outcomes. People 
that take ownership of their work are 
proactive and have a strong drive to 
take the initiative, seek out challenges 
and achieve quality results for 
themselves, TFA and customers.

Scale progression:
Each level builds on the last, 
with the scale progressing from 
reacting to situations as they unfold 
to anticipating and seeking out 
challenges and opportunities. 
The scale widens from concern for 
the immediate task to long-term, 
organisation-wide issues.

Level 1 – Holds self accountable to deliver
quality results
 –     Doesn’t wait to be asked to take on tasks; reacts quickly 

with a sense of urgency when required
–   Takes responsibility for own tasks and meets agreed/ 

promised deadlines; reprioritising where appropriate
–   Takes pride in their work and strives to do an 

exceptional job
–   Seeks out opportunities to learn in order to do the job 

better; open to new learning experiences
–  Proactively raises concerns over waste and/or inefficiency
–   Openly accepts or acknowledges mistakes and takes 

steps to avoid future occurrences
–   Adopts a Kaizen mindset to enhance and improve the 

efficiency and effectiveness of processes.

Level 2 – Acts decisively to improve 
performance
–   Takes responsibility for setting goals for developing own 

performance and capability
–  Is decisive in a crisis
–   Proactive; recognises and acts on upcoming opportunities
–   Takes initiative in making changes to improve own 

performance
–  Anticipates obstacles and takes steps to avoid them
–   Perseveres; continues to pursue tasks, opportunities or 

problems to resolution
–  Knows when to escalate issues and involve others.

Level 3 – Takes on challenges to ensure
organisational success
–   Acts now to take advantage of opportunities that will pay 

off in the longer-term
–   Identifies upcoming threats or crises and addresses them 

before they become problems

–   Identifies and acts on new opportunities that can be 
realised in the mid-term

–   Deals with ambiguity, can still make progress in the 
absence of some of the facts

–   Takes on significant, challenging issues and makes tough 
decisions with positivity and confidence

–   Openly communicates poor results; develops and owns 
action plan to remediate

–   Makes transparent decisions on the basis of what will 
make the biggest positive impact for TFA and customers

–   Initiates courageous conversations with others; openly 
discusses difficult issues.

Level 4 – Builds for long-term prosperity
–   Makes and shares decisions and sets priorities that will 

position TFA for success in the future
–   Identifies and acts on long-term future opportunities
–   Weighs up costs, benefits and risks to TFA and customers 

when making decisions
–    Takes calculated risks to deliver significant value to the 

business
–   Thoughtfully commits significant resources in the face of 

uncertainty to reach challenging goals.

Red flags
–  Waits to be told or waits for permission
–   Spends a lot of time ‘fire-fighting’; addresses immediate 

crisis versus preparing for future issues
–  Focuses only on here and now
–  Hides or covers up poor results or decisions
–  Spends too much time analysing before acting
–   Blames others, acts the victim or points the finger when 

things don’t go right
–  Doesn’t engage directly on difficult issues.
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Level 3 – Uses support from others to
achieve agenda
–   Uses chains of influence e.g. asks A to persuade B who 

will persuade C
–    Responds appropriately to stakeholder feedback in real 

time, can ‘think on their feet’ when seeking to influence 
others

–   Builds support for ideas through informal stakeholders
–   Uses an understanding of cultural norms and the 

agendas and goals of individuals involved to influence 
effectively

–   Actively builds consensus (Nemawashi) including beyond 
own team, for a specific initiative

–   Uses memorable and impactful stories or analogies to 
influence an audience.

Level 4 – Uses complex influencing strategies
and extensive networks
–   Works with stakeholders across and beyond the 

organisation (such as global affiliates, TMCA, suppliers 
and customers) to achieve TFA and One Toyota business 
goals

–   Appropriately communicates and influences audiences 
at all levels of hierarchy at TFA, vertically and laterally

–   Builds an environment where others feel encouraged to 
adopt the desired behavioural change

–   Builds broad-based organisation-wide support for an idea 
using a range of influencing strategies including external 
influencers, consensus building over time, advocates from 
across TFA and support from the Toyota Group

–    Plans and implements deliberate influencing strategies 
using an understanding of the politics and history of the 
organisation to build support for ideas.

Red flags
–   Continues to make the same argument even when it is 

not working
–   Uses technical jargon when influencing a non-technical 

audience
–  Uses influence for personal benefit
–   Overuse of escalating or dramatising issues to senior 

organisational levels
–   Fails to take others (their team and peers) along with 

them
–  Fails to listen to others’ ideas
–  Overly political with hidden agendas
–  Works behind people’s backs.

34 

Influence

Obtains support of others to achieve 
results that benefit both TFA and 
customers. Actively listens and 
understands others’ perspectives and 
priorities and adapts own approach 
to suit their audience. People who 
influence effectively build rapport and 
think about and value the concerns, 
agendas and goals of others when 
engaging them. They also adapt their 
approach based on cultural norms and 
Toyota values within TFA.

Scale progression:
Each level builds on the last, with the 
scale progressing from influencing 
based on the task to influencing based 
on the audience. It also develops 
in complexity in terms of the range 
and sophistication of strategies used 
and the length of time needed to 
influence.

Level 1 – Communicates clearly and uses
logic and facts to persuade
 –    Writes and speaks clearly and concisely
–  Formulates and communicates a clear message
–   Selects the most appropriate method of 

communication (email, telephone, face-to-face, 
etc) for the information being delivered and 
checks that the message has been understood

–  Influences others based on data and logic
–  Uses a good business case to persuade
–   Gives a well-prepared presentation or 

demonstration.

Level 2 – Adapts approach based on
the audience
–   Adapts style, language and context to suit 

the audience; ensuring the message being 
communicated is understood

–   Listens to and is sensitive towards others’ 
agendas, concerns, interests and views; adapts 
approach accordingly

–   Tries a different approach if the first attempt to 
gain buy-in fails

–   Tests ideas privately with individual audience 
members before a formal presentation to a 
group

–   Purposefully uses an influential third party to 
accomplish a particular result.
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