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[bookmark: _Toc122691746]Executive Summary
Tesla has gained a competitive advantage in the automobile industry through its deliberate strategy. Additionally, the company has used a strategy which focuses on the differentiation, as outlined by Porter, within its products in order to set itself apart from competitors within the automobile field. This strategy as allowed Tesla to excel in terms of sales and has become a car manufacturer like no other.
However, Tesla’s current strategy heavily focuses on the products it sells, rather than placing emphasis on how the company engages with its consumers. Recovering from the global Coronavirus pandemic, customer care is now seen as a paramount element of business success as many individuals now value customer service more than ever before. In light of this, Tesla must make an attempt to gain a better understanding of the stakeholders within both its micro and macro environments so that it can identify and rectify any weak points in its processes from manufacturing to selling. This can be done through the introduction of stakeholder and customer journey mapping, with this information Tesla is able to implement new and innovative strategies in order to increase customer care satisfaction. 
Further, by making a significant change to employee motivation levels, the customer care within the business may improve. It has been demonstrated that increase employee motivation results in an increase in customer satisfaction; thus, by identifying ways in which the business can improve the satisfaction of workers, such as through an employee retention plan, the organisation is likely to improve the interactions between employees and customers.
When implementing any change within an organisation, it is critical to develop and adhere to a suitable change management plan, such as that outlined by John Kotter. By doing this, the risk of resistance by employees decreases, which avoids conflict and a sense of overwhelming in the workplace as it allows change to occur gradually and be monitored throughout so that it is more likely to become embedded within the workplace.
[bookmark: _Toc122691747]Introduction
[bookmark: _Toc97273533]Originating in San Carlos, California, Tesla is an organisation founded by Marc Tarpenning and Martin Eberhard in July of 2003, Tesla was taken over by Elon Musk with aide from investors including PayPal in 2008, when he then became CEO (Edelstein, 2021). It is a company which designs, develops, and manufactures energy generation and storage systems, and electric vehicles. The company also offers a number of services in conjunction with its products relating to sustainable energy. The automotive partition of Tesla Inc. comprises the design and development of a number of popular vehicles including the Models Y, X, S, and 3 (Reuters Editorial, 2022). As a business, Tesla withholds a mission of accelerating the world’s transition to sustainable energy, also maintaining the belief that the world should cease to rely on fossil fuels and move towards a more sustainable future of zero-emissions (Tesla, 2022).
	This report is the result of an onset emergency project and aims to identify Tesla’s currently implemented competitive strategy, and how this strategy has changed over the years since the company’s founding, referring to established ideas of theorists such as Porter and Bowman also providing examples of how the business has utilised the strategies put forward by these theorists. Further, this report will critically analyse these current strategies through considering both the limitations and benefits of each strategy in comparison to substitute strategies. Finally, this report will draw conclusion on the efficacy of aforementioned strategies and will also construct a comprehensive set of recommendations on how Tesla may improve its current strategy in order to ensure long-term success in the automobile market as innovative customer care becomes a bigger factor in today’s business climate than ever before.

[bookmark: _Toc122691748]Main Findings
[bookmark: _Toc122691749]The Importance of Strategic Management
	The term strategy, it its simplest form, may be defines as a consciously intended course of action or guideline put in place to handle a situation. By this definition, the concept of a strategy has two characteristics; it is made in advance of the action to which it applies, and is developed purposefully and consciously (Mintzberg, 1994).
	The adoption of an effective management strategy can be paramount for the success of an organisation, some firms experience a growth that is meteoric, achieving leadership within their industry whilst others stagnate or fail altogether. The variation in a firm’s performance and the strategies they pursue is not surprising given the vast variation in the industries which they operate, the regulatory environment that surrounds them, and the human, financial and physical assets that impact them also (Saloner, Shepard and Podolny, 2006). 	
During its emergence in the mid-1960s, strategic planning was embraced by corporate leaders as the singular best way to devise and implement strategies that would enhance the competitiveness of each unit of business. It was expected that planning systems would produce optimum strategies along with step-by-step instructions for their implementation so that managers could follow them easily. However, strategic planning has been criticised for ruining strategic thinking as management tends to confuse real vision with the manipulation of numbers. In contrast, strategic thinking is about synthesis, and involved intuition and creativity (Mintzberg, 1994).
[bookmark: _Toc122691750]Tesla’s Management Strategy
Being such a large organisation, it is crucial for Tesla to choose and implement the most effective competitive strategy in order to survive within its market. Competition is process that is very dynamical as many market structures are wrought by both the entry and exit of different businesses in the same field. Therefore, the companies which enter such markets must develop strategies in order to compete with already established businesses, whilst these businesses, in turn, formulate their own strategies in expectancy of other firm’s entering (Spulber, 2009).
Tesla’s CEO, Elon Musk, has planned out a ‘master plan’ for the business which has been followed almost exactly since its reveal in 2006, and then 2016 (Gans, 2016). Although this highlights consistency within the overall aim of the business, it may also suggest that the company is not keeping up with the unexpected changes in the market and overall business environment and adapting accordingly to maintain efficiency and success. Another indication that Tesla’s management strategy may not be as malleable as it should be is the fact that the company appears to have adopted a deliberate strategy over an emergent strategy since its start-up. An emergent strategy refers to the idea that an organisation’s strategy should shift and change over time with the confliction of intentions and fluctuating reality (Moore, 2015). It was highlighted by Mintzberg and Waters (1984) that the realistic strategy of a business can differ very strongly from its intended strategy, outlining that an emergent strategy is divorced from any preconceived plan due to being constructed in conjunction with a pattern in a stream of actions and thus showcases the ability of a business to responsive to environmental changes in order to maintain a competitive position.
However, Tesla appears to have achieved its current position in the market through the implementation of a deliberate strategy, which, in contrast to an emergent strategy, refers to an approach by leadership teams and businesses that is very much premeditated, planned, and thought out. It is typically larger, already established organisations that adopt this strategy as they are the ones with the consistency and reliability required to ensure success (Indeed, 2021).
It is also apparent that the strategies adopted by Tesla since its founding, have focused heavily on the products and services it sells, rather than the innovation and quality of the customer service and care offered, this focus on product is reflected in the company’s vision statement: “to create the most compelling car company of the 21st century by driving the world’s transition to electric vehicles” (Panmore Institute, 2016).
One strategy adopted by Tesla is one that is highlighted within Porter’s generic strategies model. Porter (1980) outlined that competitive strategy is the chase for a favourable competitive position within a specific industry, the improvement or erosion of which is subject to the choice of strategy adopted by the business. Porter created a theoretical typology of three different generic strategies: cost leadership, differentiation, and focus. Tesla Motors released its first vehicle in 2008: The Roadster. This was an entirely electric car which achieved over 245 miles on a singular charge which was unprecedented for an electric car. Additionally, the performance of the Roadster was analogous to a standard sports car powered by gasoline, with its ability to accelerate to sixty miles per hours in under four seconds (Gregersen, 2022). With the Roadster’s release, the organisation adopted a focus strategy, which surrounds a narrow competitive scope, referring to a certain demographic of customer, narrow range of products, or limited geographic market (Miller and Friesen, 1986). This focus strategy is utilised by a business in order to attempt to gain advantage in the competitive market based on the fact that its niche has either been overlooked by larger businesses, or is not attractive to them (Allen, 2007). The Roadster was taken out of production in 2012, however the manufacturing of this vehicle allowed Tesla to distinguish itself from traditional automobile companies offering sustainable vehicles, however the company embraced a focus strategy following its release with the vehicle being priced at $109,000. This price was in line with Tesla’s aim to appeal to a high-tech car segment and a market made up of individuals with a significant level of disposable income, such as successful business owners (Furrier, 2020). 
Since the decline of The Roadster, Tesla have adopted a differentiation strategy as per Porter’s generic strategy model, which refers to the distinguishment of a product or service as being unique within its market. This can be through technology, features, customer service, brand image, or design (Porter 1998). Despite the premium price of Tesla’s first manufactured car, CEO Elon Musk has outlined that long-term, the company plans to produce a varied range of models with the inclusion of family cars priced affordably, further stating that Tesla’s strategy is to enter the market at the high end with customers willing to pay premium prices, and move down market at a rapid pace to lower prices accompanied by higher unit volume with each successive model (Smith 2015). This shift towards a differentiation strategy continues to highlight the focus Tesla puts on its products when implementing management strategy, as opposed to focusing on customer care. The company establishes themselves as unique via the technology used in its vehicles. For examples, Tesla cars have inimitable features such as an autopilot driver assistance system, a touchscreen with video games and live traffic updates, and also a HEPA filtration system fitted to some of the car’s newer models (Mayo, 2021).
However, it may be suggested that the company is moving toward a more customer orientated approach to competitive strategising as Elon Musk claimed that it is a dream for Tesla to start producing affordable electric cars, teasing the possible development of a fully autonomous car priced at $25,000 around the year 2023, signifying that the company may be attempting to appeal to a broader market and become more accessible (Clayton, 2020).
One way of analysing Tesla’s current management strategy is by looking at its position on Bowman and Faulkner’s strategy clock, an example of which can be found in Appendix A1. The strategy clock model surrounds the perceived value of consumers and consists of porter’s generic strategies (Echchakoui, 2018). The strategy clock was developed after criticisms of Porter’s approach to strategic management emerged due it being significantly restricting. For example, the terms used in Porter’s generic strategies: cost leadership, differentiation, and focus, were found to be both ambiguous and confusing. Additionally, it was suggested that the model was both static and deterministic and failed to take the environment’s influence of strategic choice into consideration (Nunez-Cacho Utrilla et al., 2012). As a result, contributions from Kotler (1992) were added, and further reworkings by Johnson and Scholes (1999) were made in order to construct an alternative model based on Porter’s theory, entitled the strategy clock. 
Appendix A1 demonstrates that Tesla’s differentiation strategy is placed at the fourth position on the clock, which appears to be an advantageous placement as it is respectable from both aspects of the model. The differentiation strategy appears to be at the mid-point of the X-axis which represents price, and the highest point of the model’s Y-axis which represents value to the customer, suggesting that the company is offering high value for middle-of-the-road pricing.
Whilst managers tend to use a variety of tools available to them, they overpoweringly rely on those that are well established and draw focus to the management of both external and internal resources, whilst tools aimed to encourage a more innovative and dynamic approach are not widely applied in practice in the modern-day business field, despite an everchanging business environment (Tassabehji and Isherwood, 2014).
[bookmark: _Toc122691751]Customer Care
	The subject of customer care is more important now than ever. The comprehensive understanding of customer experience and the customer journey over time is paramount for any organisation as consumers now interact with firms through an array of touch points across various channels and media, making the customer experience more social in nature (Lemon and Verhoef, 2016). In recent years, the concept of a customer journey has been adopted by academics and practitioners alike, with this interest being driven by the emergence of the prominent customer-centric philosophy in the field of marketing (Crosier and Handford, 2012). The customer journey may be defined as a process and/ or sequence that a consumer follows through to access the offering of a company (Folstad and Kvale, 2018). The idea of the customer journey is to place customers at its heart, making the analysis of this concept extremely useful in the identification of key service moments and/ or touchpoints that are substantial for the development of a customer experience (Rawson, Duncan and Jones, 2013).
	Customer experience has reached a new level of importance for organisations in the year 2022, without many businesses realising it. According to the Global business Customer Experience Benchmarking Report, only 39.9% of retail and wholesale businesses thought of customer experience as a primary differentiator (Statista, 2021). Since the Coronavirus pandemic, consumers have become overwhelmed with a post-pandemic sense of fatigue, with many customers expecting an exceptional customer experience across the channels of their choosing (Clark, 2022). A 2022 Redpoint Global Survey revealed that 74% of today’s consumers associate brand loyalty with the feeling of being understood and valued, rather than simple financial incentives such as loyalty perks and exclusive discounts. Further, an additional 64% of customers surveyed would prefer to buy from a brand that knows who they are, with 34% being willing to spend more money on a product to do so (Ackerman, 2022).
	It has been discovered that Elon Musk, CEO of Tesla, has experienced complaints regarding poor customer service, with a 2019 survey identifying both service and customer service as weak spots for the business (Salinas, 2019). A number of Tesla customers expressed their frustration with the way in which they were treated during the ordering process and/ or after they have bought a product, complaints include opaque timing of delivery, difficulty reaching a customer service representative of Tesla on the phone, and also long wait times for fundamental repairs. If the business fails to rectify these issues and they start to compound, it is likely to impact Tesla’s growth as customers will only overlook issues for so long (Duffy, Hamilton and Levin., 2022).
	One concept that Tesla could adopt to improve its customer service, is that of stakeholder mapping. A stakeholder refers to groups, individuals, or organisations that retain some form of interest within the business and hold the potential to influence the actions and aims of an organisation, project, or policy direction (Brugha and Varvasovsky, 2000). Stakeholder mapping surrounds the idea of analysing stakeholders and mapping their interest through obtaining a comprehensive understanding of them, it can be used to design a new way of manipulating power, influence, and access (Walker, Bourne and Shelley, 2008). A stakeholder map often includes a grid which is based on two axes that are labelled with characteristics of status behaviour or status with the area between the axes, being the grid, occupied with the names of the stakeholders. Commonly grids include the analysis of power and interest, or interest and attitude (Murray-Webster and Simon, 2006). An example of a stakeholder map can be found in Appendix 2. This is an important concept for businesses such as Tesla as it allows an organisation to obtain an inclusive understanding of which key players are most engaged and which relationships are most prominent to aid the development comprehensive corporate and business strategies (Cummings and Doh, 2000).
	The concept of mapping and engaging with stakeholders as a result has been claimed to allow a business to offer the promise of achieving goals in a way that increases the chance of success effectively and efficiently whilst simultaneously coping with and resolving conflict. It also allows an organisation to build trust and learn about the stakeholders who are most likely to input support on certain policies and projects whilst implementing business decisions in the long term (Reed, 2008). However, this is concept that has been criticised as it has been discussed how issues regarding stakeholder representation or participation in process design means that process is likely to fail to achieve goals and exacerbate conflict (Garmendia and Stagl, 2010).
	Similarly, Tesla might choose to engage with the concept of customer journey mapping. Customer journey mapping refers to the creation of a visual depiction of the subsequential events through which a consumer follows, interacting with an organisation throughout the entirety of a purchasing process. This is a model which involves listing all possible touchpoints that a customer may encounter throughout the process of service exchange. By looking at this analysis, a senior manager and cross-functional team members are able to employ tactics fostering customer service innovation (Rosenbaum, Otalora and Ramirez, 2017). This is a concept which allows the business to look at the decision path and key interactions that a consumer has with the brand as they move through the process of purchasing from awareness, consideration, search, purchase and also post purchase behaviour, thus allowing for the analysis of the importance and significance of each touch point (Berman, 2020). However, customer journey mapping has been criticised that if used incorrectly, customer journey mapping is simply a visualisation technique which leaves management teams with the obsolete information relating to the sole geographical representation of a consumer’s touchpoints, which is useless in the development of innovative service systems. It is highlighted that it is essential for managers to look at a customer’s emotional journey which is unable to be observed directly, as it is this element which transforms customer journey mapping to its full potential (Lingqvist, Plotkin and Stanley, 2015).
Employees also play a fundamental role in the retention of customers, it has been highlighted that businesses often allocate large budgets dedicated to the loyalty of customers whilst simultaneously ignoring the key aspect of improving the motivation of employees (Ganesh, 2016). Adequate employee motivation is a key factor in the provision of good inbound customer care. Today’s consumer regularly expresses a sense of frustration relating to dealing with customer service, in all sectors of business. Many feel that it is often difficult to get through to anyone in order to rectify their issue, and even more difficult to find somebody that makes a customer feel heard whilst taking their problem seriously and being willing to find a solution that suits everyone (Rush, 2022).
	It has been highlighted that Tesla has often experienced issues with hiring and retaining a decent level of staff members. The firm’s staffing issues have been amplified in Germany, where Tesla is unable to meet organisational targets due to losing employees. One anonymous employee for Tesla described the Gigafactory in Berlin as being in complete carnage as many employees are off sick longer than they are in work, also stating that many people are signed off as sick due to lack of motivation and poor working conditions as the exiting staff includes both temporary staff and permanent employees who have worked for the company exceeding a year before the Berlin Gigafactory was opened. It has also been highlighted that Tesla is unlikely to find qualified workers to fill these empty spaces due to the fact that it is perceived as an unattractive employer in the German auto sector which is heavily unionised (Jackson, 2022).
	Heavy research has been conducted into employee motivation, with many ways of improving motivation being discovered as a significant correlation has been found between self-efficacy and work motivation, and employee performance being mediated by job satisfaction (Ayundasari, Sudiro, and Irawanto, 2017). Having an employee retention plan in place is claimed to be effective when conducting a systematic effort to both create and foster a positive working environment which supports and encourages employees to remain employed by maintaining strategies and practices that address the diverse needs of staff members (Sandhya and Kumar, 2011). If Tesla were to strive to cultivate a positive environment full of trust, curiosity, and learning, it would build a sense of trust between management and lower-level staff which may aide in sparking a sense of commitment through the creation of a culture of motivation and professional development (Contardi, 2022). 
[bookmark: _Toc122691752]Managing Change
	One crucial element of adapting a business and moving it in a different direction, is that of change management. It has been argued that there is an increasing pressure on businesses to now change frequently through the development of processes and cultures so that constant improvement can take place throughout the business. Change management, in turn, refers to moving faster than the current expertise or culture allows, with the aim being to make the organisation more receptive to change (Elearn Limited and Pergamon Flexible Learning, 2005).
	There are a number of frameworks established to aide in the effective and seamless implementation of change, one of which being that of John Kotter, a visualisation of which can been seen in Appendix 3. Kotter’s change model consisted of eight levels: 
1. Establishing a sense of urgency
2. Creating a guiding team
3. Develop vision and strategy
4. Communicate the vision of change 
5. Empower employees for organisation-wide action
6. Formulate short-term wins
7. Consolidate gains to produce further change 
8. Embed the new approach within employee culture (Kotter, 1996).
By implementing this model, Tesla is able to follow a change model that works in smaller steps than other change frameworks, such as that of Kurt Lewin, who observed in the 1940s that a successful change is made up of three gradual steps, those being: to unfreeze the present level of performance, move to a new level, and re-freeze the organistion at the new level (Rose, 2002). By doing this, Tesla is able to avoid running into a wall of resistance as the change is being clearly communicated and changed somewhat gradually, rather than overwhelming employees with change all in one instance (Kotler, 2012).
This model, however, has been criticised slightly as it implies that the benefit of the intended change is only iterated in the first stage: establishing urgency, whereas some believe it would be more beneficial to continue to remind those within the organisation of the benefits of the change throughout the process (Davis, 2022). Additionally, if Tesla were to adopt this model of change when attempting to implement a new management strategy, step two of the model: creating a guiding team, would require employees possibly being taken away from other departments of the business in order for the team to be formed, which may not be wise with the existing staffing issues at hand. 



 




	


[bookmark: _Toc122691753]Conclusion
	In conclusion, Tesla has established a somewhat successful management strategy in order to gain an advantageous position in the highly competitive automobile market. The organisation has adopted a deliberate strategy and has used focus and differentiation strategies as outlined by Porter in order to set itself apart from competing businesses in the industry. 
However, Tesla must now work towards adopting a more innovating method of customer care due to the fact that the world is currently coming out of a global scale pandemic of Coronavirus, meaning that customer care is now seen as being more important than ever. It is vital for Tesla to gain a better understanding of its macro-environment and its stakeholders in order to identify where they may be going wrong in terms of customer service and also any weak points within its customer journey. By doing this, the company will then be able to make changes in order to ensure maximum consumer satisfaction. One major change that Tesla may choose to make is in relation to its employee motivation. It has been shown that improved employee motivation leads to an increase in customer satisfaction, therefore by finding a way to improve employee satisfaction, such as with an employee retention plan, Tesla is likely to improve the interactions that its customers have with its employees.
When implementing change, it is important that Tesla adopts a suitable change management model and follows it so that employees do not feel overwhelmed with the changes being made and resist them entirely. By following a model such as Kotter’s eight step model, the business will be able to manage the change as it is happening gradually, benchmark the rate at which the change is being made against the model itself, and implement change in a way that allows it to become embedded in the company culture so that it becomes constant.

[bookmark: _Toc122691754]Recommendations
	
1. It is recommended that Tesla undergo stakeholder mapping so that it is able to identify the most important stakeholders with the highest interest so that it knows which stakeholders have the most influence on the business and adapt its strategy accordingly.
2. By mapping the customer journey of its consumers, Tesla is able to identify weak points in its processes in order to put a plan in place to rectify these issues to improve customer satisfaction in the current environment.
3. It may be beneficial for Tesla to improve the accessibility of the business to consumers across a number of media channels since customers have outlined their frustration when trying to contact the business about repairs. This will allow for relationships to be established between the business and its customers, which is very valued amongst customers in today’s climate.
4. Tesla should put a plan in place to motivate and retain employees as this has a significant effect on efficiency and may result in improved consumer satisfaction and satisfaction with employee engagement. It will also help consumers to build a relationship with consumers.
5. When implementing changes, Tesla is recommended to follow a change management plan such as that outlined in Kotter’s eight step model to ensure that there is minimum resistance to the change. This will also allow the business to monitor the changes as they are being made and will increase the probability that these changes will remain constant as they become embedded in the organisation’s culture.
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A1 – example of the strategy clock model put forward by Bowman and Faulkner (Bhasin, 2019).
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A2 – an example of a stakeholder grip (projectmanagement.com, 2022)
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A3 – John Kotter’s eight stages of change management (Dreamendstate.com, 2022).
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