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[bookmark: _Toc223998476]Section 1. International business report
[bookmark: _Toc223998477]1. Introduction
This report assesses the competitiveness of electric vehicle industry in China and the business opportunities Tesla China has in the market. China is the largest new energy vehicle market in the world and one of the most strategically significant sites in the production, consumption, and supply-chain building and charging infrastructure of electric-vehicles. The report introduces the dimension and configuration of the Chinese EV market in the first section and ranks the key domestic and foreign companies in the market. It then uses the Diamond Model of Porter to evaluate the pillars of the competitive advantage of China. The last analytical part is a critical assessment of Tesla China as a foreign multinational company with attention to political, economic, legal, and cultural aspects of influencing the market attractiveness and operating risk. The main point is that China is still very appealing due to its size, the depth of infrastructure and ecosystem, yet it is also one of the most challenging EV markets in the world due to its competition, the direction of policies and consumer expectations that change rapidly.
[bookmark: _Toc223998478]2. Industry and country overview
The electric vehicle business of China can be viewed in the wider context of new energy vehicles, which in the Chinese policy and market framework encompasses battery-electric vehicles, plug-in hybrids and fuel-cell vehicles. In the context of this report, the battery-electric segment is the fundamental area of interest since it is the competitive area Tesla is involved in most directly. Nonetheless, the wider NEV group is important since the Chinese competitors, like BYD and Geely, compete under both pure-electric and plug-in hybrid platform, which influences the price structures, scale economics and consumer choice.
As of the end of 2024, it was estimated that there are 31.4 million new energy vehicles used in China, and that the new NEVs registered in 2024 number about 11.25 million. China alone reported 5.62 million NEVs in the first half of 2025 which constituted 44.97 per cent of all new automobile registrations in the first half of 2025. As of June 2025, the stock of NEV in the Chinese roads was 36.89 million. These numbers indicate not only rapid increase but also a significant transformation of the mass-market whereby electric mobility is not something marginal anymore. The industry is economically important as it connects consumer demand, advanced manufacturing, batteries, chips, software, power electronics, charging networks and export capacity into a single national-level industrial ecosystem.
The EV sector in China is also a strategic consideration since the infrastructure that supports it has developed at a very fast pace. As of the end of March 2025, the number of charging infrastructure facilities in the country was almost 13.75 million, with 3.9 million public and 9.85 million private. This density of infrastructure is important in developing the market since it minimises consumer range anxiety, promotes rapid adoption and strengthens the commercial appeal of EV ownership as compared to its internal-combustion competitors.
The level of rivalry is very high. The volume end of the market is dominated by domestic firms whereas foreign firms have to operate in an environment where price war, new features and fast model development is the order of the day. BYD is the biggest player and Geely, SAIC-GM-Wuling, Changan, Li Auto and Xiaomi EV have also helped to create a fragmented yet strong domestic sector. Tesla is no longer as significant but no longer has the symbolic or competitive distance that it used to have. BYD controlled 23.2 per cent of the NEV market in China in November 2025, Geely 13.0 per cent, SAIC-GM-Wuling 7.3 per cent and Tesla 5.5 per cent. Tesla recorded a market share of 4.6 per cent in the fifth position in January to November 2025. These numbers are important as they highlight the fact that Tesla is not a dominant player but it is operating on a solid ground.
The industry is experiencing a strategic divergence trend as indicated by relative positioning. BYD also competes with strong vertical integration, wide product line and strong price-value positioning. Geely has been boosted by multi brand structure and speedy technology scaling. SAIC-GM-Wuling is powerful in the cheaper urban mobility. Xiaomi EV has been able to use the credibility of consumer-electronics and digital branding to attract attention within a short time. The situation of Tesla is different. It also competes based on brand equity, software image, premium-adjacent positioning, manufacturing efficiency and the global position of the Model 3 and Model Y, and not the broadest product portfolio or the lowest price point.
There are still vital structural advantages of Tesla in China. Shanghai is a hub of manufacturing and export, and in September 2024, the Shanghai Gigafactory of Tesla made over one million vehicle exports. It is also evident in the Tesla 2024 annual report that production in China is essentially a strategic move since it will reduce transportation costs, and will assist in curbing tariff risks. However, Tesla has become comparatively difficult due to the emergence of Chinese rivals who are now equal or better on multiple aspects that are significant to this sector: charging rate, in-car features, value pricing, model range and fast features update. What it means is that Tesla is a much more visible, yet still credible, yet no longer uniquely advantaged, market.
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Figure 1. China new energy vehicles in use, end-2024 and end-June 2025
Source: State Council / Ministry of Public Security statistics (2025a; 2025b).
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Figure 2. China charging infrastructure composition, end-March 2025
Source: State Council / National Energy Administration data (2025c).
Table 1. Summary of the relative positioning of selected companies in the industry.
	Firm
	Core strategic logic
	Primary segment
	Relative strengths
	Relative vulnerabilities

	BYD
	Vertical integration and broad NEV portfolio
	Mass market to premium
	Scale, batteries, pricing, product breadth
	Margin pressure in a value-driven market

	Geely
	Multi-brand expansion and rapid tech scaling
	Mid-market and premium
	Growth momentum, brand architecture, smart features
	Less iconic global EV identity than Tesla

	SAIC-GM-Wuling
	Affordable urban mobility
	Entry-level and mini EV
	Low-cost volume, local reach
	Thin margins and less premium appeal

	Tesla China
	Focused BEV line-up with strong brand and export role
	Upper mass / premium-adjacent
	Manufacturing efficiency, brand prestige, export base
	Narrower portfolio, pricing pressure, policy sensitivity


[bookmark: _Toc223998479]3. Porter’s Diamond Model and China’s EV competitiveness
Porters diamond can offer some insights as to why the Chinese EV industry has become competitive in the world but it cannot work mechanically in isolation. The strength of China is not pegged on a single variable. It is a product of the combination of market size, production capacity, government subsidies, infrastructural development, stiff domestic competition and a high level of interdependence among allied industries. The criticism of the single-diamond model by Rugman and Verbeke holds, since the success of EV in China is also determined by the national factors, as well as by the export orientation, multi-national connexions and technology inflow. However, the diamond is still applicable to the organisation of the analysis.
The factor conditions are very high. China is a combination of large-scale industrial capacity, a rich source of labour, developed electronics and battery supply chains, urban infrastructure and large network of charging. The industrial policy of the state has also been channelling resources in the development of advanced manufacturing, battery development and deployment of infrastructure. Low cost is not merely the outcome. Instead, China provides a set of manufacturability, supplier profundity, and scope of infrastructure that competitors can hardly equal. In its 2024 annual report, Tesla itself affirms that it has a strategic value in manufacturing in China to cut on transport and manufacturing expenses.
The conditions of demand are also strong. China has the largest market in the world and one of the most dynamic markets in terms of consumer expectations. Customers are technology savvy, very sensitive to price and are becoming more sensitive to software functionality, battery life, charging rate and intelligent-cabin experiences. This is important in terms of competitiveness since advanced domestic demand will compel the firms to upgrade at a high pace. The fact that the share of NEVs in total new vehicles registered is 44.97 per cent in the first half of 2025 indicates that the market is not a niche but mainstream. Those companies which are unable to adjust to rapid changes in demand fall out of favour within a very short time.
The related and supporting industries are one of the key sources of advantage. Chinese battery producers, electronics suppliers, charging-network providers, software developers and logistics providers strengthen the competitiveness of EV in China. The infrastructure alone was almost 13.75 million facilities in March 2025. The charging points were available on highways in 98 per cent of service areas which enhances practical usability and purchase confidence. Such support on a system level enables automakers to develop more quickly and commercialise in large scale.
The best aspect of the Chinese diamond may be firm strategy, structure and rivalry. Competition is also fierce, unremitting and technologically imperative. Domestic companies keep updating models, squeeze pricing and introducing features in a manner that keeps everyone in the game trying to get better. In March 2026, Reuters also reported that China is pushing the market to a more value-focused model following alarm over the devastating price wars, but the same report also highlighted the speed at which the leadership can change. Competition in China is hence a productivity mechanism. Individual firms are hurting, but industry competitiveness in general is enhanced.
The government is still central, as facilitator and coercor. Local and national governments have facilitated EV demand by providing trade-in subsidies and infrastructure investment as well as influencing standards, incentives and industrial orientation. An example of this is the subsidies of up to 15,000 yuan provided through the replacement policy of Shanghai in 2025. Meanwhile, the governmental intervention brings about ambiguity since assistance structures, taxation and industrial anticipations may fluctuate. The lapse of certain tax benefits and the fact that the state does not want extreme price wars indicates that companies cannot count on the policy continuity.
Altogether, it can be concluded that the Diamond by Porter implies that the Chinese EV edge can be considered as a systemic rather than an incidental one. Scale, infrastructure, supply chains and rivalry complement each other. The main weakness is that the same system generates immeasurable competitive pressure, i.e. the industry competitive advantage is not a guarantee of success to a single firm. This is a critical distinction in the case of Tesla. China is among the most suitable locations in the globe to manufacture and market EVs, as well as among the most challenging locations where to maintain differentiation.
[image: ]
Figure 3. Selected brands’ share of China’s NEV market, November 2025
Source: CPCA-based market ranking reported by CnEVPost (2025a).
[bookmark: _Toc223998480]4. Critical evaluation of Tesla China
Tesla is an appropriate focal foreign multinational as its operation in China is at the crossroads of the local market competition and the global strategic integration. Gigafactory Shanghai is a domestic manufacturing station as well as a manufacturing and export hub. The company enjoys the first-mover status in the foreign EV brands, the familiar image of the premium technology and a comparatively straightforward business model consisting of the Model 3 and Model Y. However these strengths are presently accompanied by tougher competition, political ambiguity and shifting consumer tastes.
Politically, China is still appealing since EVs correspond to the national industrial priorities, decarbonisation objectives and advanced-manufacturing visions. This alignment has been beneficial to Tesla in the past, especially with Shanghai favouring production and land-use deals. According to Tesla annual report, the government of Shanghai has offered incentives relating to the investments made in terms of eligible capital and the company must satisfy the cumulative capital-expenditure and annual tax-revenue objectives. These arrangements emphasise a political economy where the foreign investment is open to welcome when it helps in the development of the locality. The same logic however implies that Tesla is not in a politically neutral environment but an operation that is under performance expectations.
Attractiveness in politics is thus conditional. China is desiring foreign companies that enhance industrial capacity, improve quality and meet more policy objectives. The contribution by Tesla in the increase of domestic production capacity and export has enabled Tesla to gain a significant base of operation. Yet political favour is not to be supposed forever. The domestic champions can be encouraged more vigorously over time by the industrial policy, especially when the local companies are technologically up to date. It implies that Tesla will have to maintain its legitimacy by investing, paying taxes, and providing high-quality employment and engaging in the ecosystem instead of solely using the brand prestige.
The economic situations are still persuasive due to size. The EV market in China has mass demand, a growing infrastructure, and a dense supply chain which is sufficient to enable efficiency. According to the 2024 annual report, Tesla has manufacturing in China which assists in reducing transportation and manufacturing expenses and mitigates against the adverse tariffs. This is a huge strength in a capital-intensive industry. Gigafactory Shanghai also enhances the regional export logic of Tesla, as seen through the one-millionth vehicle export of the plant in 2024.
Marginal pressure however balances economic attractiveness. Chinese EV market is now very value sensitive. In March 2026, Reuters stated that the market was characterised as value-based, and companies were pressured to abandon destructive price wars without compromising the needs of the customers who demanded advanced functionality at competitive prices. The lack of product variety in Tesla exposes it more when competitors are expanding the product range or squeezing prices across several segments simultaneously. Chinese buyers are becoming more and more focused on the comparison of EVs not only in terms of range and design, but integrated software, in-cabin interfaces and charging performance. The domestic competitors have grown very strong on these dimensions.
The fact is supported by competition statistics. The March 2025 Tesla sales of 78,828 China-made EVs were compared with BYD (371,419 NEVs) and Geely (119,696). By the end of 2025, Tesla was no longer leading a bigger group of local players in the Chinese NEV market. This does not imply failure. Tesla remains a major player. It does not mean that China ceases to be a market where foreign technology leadership can guarantee a better performance in terms of volume. Success in economics requires more and more constant change, not just the size of production.
Legal and regulatory are combined. On the positive, China has come up with a more defined industrial regime of NEVs, infrastructure and other incentives. The market size is big; regulations are more institutionalised and EV policy guidelines have been widely favourable. Tesla is enjoying a regulatory environment where the uptake of EV has become the norm, particularly in large cities. Nevertheless, there is still legal exposure. Several risks that foreign companies in China have to deal with are data governance, cybersecurity, local content expectations, and changing standards and platform-related compliance. Although the compliance burden may not be significant where there is no formal legal prohibition, ambiguity and administrative discretion can be a problem.
The salience of legal and regulatory issues in Tesla is due to the fact that the current competition in EVs is more data-intensive as the business model of Tesla is becoming more and more data-intensive. Cars are tracking their operations, software is upgraded on a regular basis and connected features are in a strategic position. The legal environment may influence the functionality of products, storage methods and feature implementation speed in a market like China where digital sovereignty and data protection are taken seriously. Tesla has to then consider legal risk not as an external consideration but as a component of product and operating design.
It is also important with regards to cultural factors. The distance framework proposed by Ghemawat can be applied in this case as it helps managers to remember that the competitive distance can be not only geographical and economic but also administrative and cultural. Tesla had a good aspirational brand when it entered China, and this brand was initially fitting when it was targeting consumers with quality, innovation and status. However, Chinese EV buyers are now more assertive and less respectful to foreign brands. The new cultural demands have been in favour of fast iterations, online richness, convenience and high value-for-money offerings. Domestic companies tend to be more in touch with those tastes since they update models faster and localise features more aggressively.
The cultural lens provided by Hofstede may be of little use in offering a general tendency, however, the argument presented by McSweeney is noteworthy. China is not a national-culture profile that can be flattened, particularly in a market this technologically moving and regionally diverse as electric vehicles. The more practical conclusion is practical and not essentialist: Tesla needs to localise to living consumer behaviour and not abstract cultural stereotypes. China has a cultural fit based on the speed of products, relatability, and sensitivity to digital lifestyle.
The internal strength of Tesla is still considerable. It enjoys a globally recognised brand, it has a large volume production factory in Shanghai, it has credibility to export, it has process efficiency and good product identity. Availability to produce at local level and export to regional level enhances resilience of the company strategies. Its simplified product architecture is also capable of supporting operating discipline. However, Tesla is also starting to show its flaws in China: a smaller range of products, slower diversification of prices and an operating narrative that may not seem as exciting as competitors unveiling new models regularly or creating a splash with battery and charging upgrades.
The overall appeal of the market can then be assessed as high and conditional. In the case of Tesla, China is appealing due to the following factors: scale, depth of supply, infrastructure, efficiency of production and the persistence of demand. This is dangerous since there is contested leadership, policymaking and domestic opponents are no longer followers but agenda-setters. Local responsiveness and speed that is sometimes not easily maintained by large multinational firms is necessary in order to be successful. Tesla China does not face an entry problem. It is maintained relevancy in a situation of constant competitive squeeze.
A balanced verdict will be that Tesla China is still strategically useful to the parent company despite its domestic market share being pressurised. The Shanghai operation is not just important in terms of Chinese sales, but also learning, cost efficiency and supply in the region. However, the ultimate success will be determined by the ability of Tesla to maintain brand differentiation and be more responsive to Chinese demands in terms of affordability, software, ease of charging and product recharge. China is still among the most significant markets of Tesla, yet it is among the most obvious challenges as to whether the company can compete in the environment where foreignness does not provide much natural defence.
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Figure 4. China NEV registrations in 2024 and the first half of 2025
Source: State Council / Ministry of Public Security statistics (2025a; 2025b).
Table 2. Summary of market-attractiveness factors for Tesla China
	Dimension
	Key opportunity
	Key risk

	Political
	Alignment with industrial upgrading and green mobility priorities
	Policy support is conditional and may increasingly favour domestic champions

	Economic
	Largest EV demand base, mature supply chains, export platform
	Value-driven pricing pressure and narrowing foreign-brand premium

	Legal
	Institutionalisation of NEV rules and infrastructure support
	Data, cybersecurity and compliance expectations can constrain flexibility

	Cultural
	Large consumer base receptive to innovation and digital mobility
	Fast-changing tastes reward local adaptation and rapid model refresh


[bookmark: _Toc223998481]5. Conclusion
The scale, infrastructure, supply chain, policy support and domestic rivalry in China make its electric vehicle industry globally competitive as they support each other. Porters Diamond indicates that the advantage that China has is highly systemic: the conditions of factors are high, demand is highly developed, the related industries are concentrated and the competition is abnormally strong. This is very appealing to the EV operations of the country, yet it also renders competitive advantage hard to maintain at the firm level. Tesla China is also strategically significant since local manufacturing reduces the cost, Shanghai is a significant export base, and the Chinese market still presents a huge demand. Meanwhile, the company is confronted with a market where the domestic companies are taking more and more control to determine the rate of innovation, the line of price and consumer anticipation. The last implication is the most significant one: Tesla will not have as high chances of success in China as the first-mover, and its future relies more on further localisation, the ability to respond to competition and stay legitimate with the government. China is both a potential opportunity platform and a pressure test, it is both the best place in the world to build and sell EVs, but also the most challenging in which to be a unique brand.


[bookmark: _Toc223998482]Section 2. Reflective account using Gibbs’ reflective cycle
Description. This started with the selection of the topic. I desired a pair of countries and industries, with sufficient evidence in the public, to enable good Level 7 analysis, and with adequate strategic tension, to prevent the generation of a descriptive report. The electric vehicle sector in China and Tesla China met the two requirements. The subject provided official data, company announcements, current media reporting and an apparent foreign multinational target company. It was also appropriate to the module since it related strategy, institutions, culture, regulation and international competition within a single integrated case.
Feelings. The first thing that I was sure about was the topicality of the industry and the second one was the danger of overload of information. The dynamics of the Chinese EV market are shifting rapidly, and there was a risk that the report might turn into a collection of facts and not a logical argument. I also knew that Tesla can take highly polarised criticism, and that this led me to avoid writing a laudatory or a dismissive report. My goal turned to construct a balanced analysis that should have identified the appeal of the market and the challenge of functioning successfully in it.
Evaluation. Triangulation of sources was the best part of the research process. The official Chinese statistics provided scale and infrastructure information, Tesla annual report explains the strategic importance of the Chinese manufacturing, Reuters reports were useful in capturing live competitive and policy events and the theoretical framework was provided by the academic literature. This mixture enhanced the authenticity of the report since there was no pre-eminence of a type of source. The bad thing was that not all useful information about the market-share could be obtained easily out of the official English-language sources, therefore I needed to resort to CPCA-based reporting via the specialist coverage of the industry. That necessitated more care in interpreting the figures.
Analysis. The process of report writing supported the necessity to shift to judgement rather than description. The expansion of the EV market in China was fairly simple to explain, yet the evaluation had to involve a more challenging question, namely, why has the market become so global, and what will it imply to a foreign multinational like Tesla? Porters Diamond was useful since it compelled me to analyse competitiveness as a system. Simultaneously, the Rugman and Verbeke reproach also prompted me to remember that national advantage is not a sufficient factor to explain multinational success. This made me not be too strict with the model.
A second learning point in terms of analysis was market attractiveness. China is admittedly initially imposing due to the scale, infrastructure and the depth of supply chain. Nonetheless, as soon as the political, legal and cultural aspects were considered, the situation became more conditional. Rivalry and dependence on policies are also enhanced by the same environment that bolsters the demand. This was more apparent in the Tesla section. My conclusion was that market attractiveness is a dynamic rating rather than a fixed rating of opportunity and difficulty of operation.
The other lesson learnt through cultural analysis. I would have used Hofstede as a mere explanatory tool but the critique by McSweeney has illuminated the risk of overstating national-culture structures. This led me to a more practise-based conception of cultural fit whereby cultural fit is perceived in terms of observed consumer behaviour, localisation and digital demands as opposed to predetermined national characteristics. Such a change made the report more quality as it was closer to the truth of the fast-changing market.
Conclusion. The report has managed to create one clear focus: China is among the most appealing EV markets in the globe, but in fact, it is appealing because it is challenging. The research process also equipped me with better knowledge on how to integrate academic models with live business evidence. The area in which the process could have been more successful was access to more primary Chinese-language material in the industry, which could have provided more depth on the competitor analysis.
Action plan. To conduct the next international business research, I would begin by creating a more formal evidence map prior to writing, classify the sources according to their theoretical relevance, data quality and date. I would also increase the element of comparison above especially in market analysis where there are numerous operating competitors. Lastly, I would still employ reflective frameworks like Gibbs to make the research process more transparent, since the use of reflection allowed me to determine not only what I discovered, but how I made judgements in situations of incomplete and moving information.
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