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[bookmark: _Toc214372392]Introduction
The automotive sector is shifting from ownership to flexible, access-based mobility as urban constraints, rising costs and changing consumer preferences reshape demand. Younger drivers show the strongest preference for subscription models offering predictable costs and convenience (Deloitte, 2024). EV growth and stricter UK environmental regulation further increase demand for low-emission, adaptable mobility options (Statista, 2025). For automakers, subscriptions create recurring revenue and closer customer relationships (Lang et al., 2022; Smania et al., 2023). Toyota’s focus on electrification and connected mobility (Toyota, 2025) underpins the development of a new EV subscription concept analysed through STDP and the 7Ps.
[bookmark: _Toc214372393]Element 1: STDP Analysis
Toyota is one of the world’s most established automotive manufacturers, known for reliability, operational capability and continual innovation. Its recent strategic shift toward electrification, connected technologies and service-based mobility (Toyota, 2025) creates a strong foundation for new access-based offerings as ownership models decline. This aligns with rising behavioural trends, with younger consumers increasingly favouring temporary access over long-term vehicle commitments (Deloitte, 2024) and displaying greater openness to EVs as environmental and regulatory pressures intensify (Bryła et al., 2022). Against this backdrop, the proposed Toyota UrbanFlex concept offers a flexible EV subscription service that bundles a Toyota vehicle with insurance, maintenance, breakdown cover and charging credits. This model supports Toyota’s servitisation strategy (Smania et al., 2023) and reduces behavioural barriers linked to EV cost uncertainty and maintenance concerns (Breder et al., 2025).
[bookmark: _Toc214372394]1.1 Segmentation
Effective segmentation enables Toyota UrbanFlex to identify mobility users whose needs align with subscription-based EV access. Smith’s (1956) segmentation principles remain relevant, but EV mobility requires a stronger emphasis on behavioural and demographic variables due to differing adoption attitudes. Evidence shows EV demand is shaped by environmental concern, convenience expectations and openness to new technology (Breder et al., 2025). Early adopters tend to be younger, urban and digitally confident, making them well aligned with subscription models (Hardman et al., 2019). Geographic segmentation is also significant, as dense cities with clean air policies generate higher demand for ULEZ-compliant solutions (Statista, 2025). For Toyota UrbanFlex, four segments emerge: young urban professionals seeking convenient EV access; students and early-career workers needing short-term mobility; environmentally conscious users prioritising low-emission transport; and drivers in Clean Air Zones requiring compliant, predictable-cost alternatives.
[bookmark: _Toc214372395]1.2 Targeting
UrbanFlex targets younger urban professionals aged 21 – 40 who value predictable costs and digitally managed mobility. Deloitte (2024) identifies this demographic as the most receptive to subscription models, driven by convenience and a desire to avoid long-term ownership commitments. Their increasing preference for EVs is shaped by sustainability values and the financial implications of ULEZ and congestion charges (Bryła et al., 2022; Statista, 2025). A secondary segment comprises students and early-career individuals needing short-term, affordable access. Monteiro et al. (2022) note that subscription preferences show cross-city consistency among digital-native populations, suggesting scalable demand across UK metropolitan areas. Targeting these two segments allows Toyota to capture early adopters while building volume where EV readiness, infrastructure and regulatory pressures reinforce subscription appeal.
[bookmark: _Toc214372396]1.3 Differentiation
UrbanFlex differentiates itself through Toyota’s ability to deliver an integrated mobility ecosystem, combining vehicle quality, servicing infrastructure and digital capability. Industry analysis shows servitised mobility models outperform fragmented third-party offerings when operational control and service delivery are unified (Smania et al., 2023). Toyota’s reputation for durability and safety strengthens perceived value and trust in long-term subscription use (Toyota, 2025). Digital maturity further enhances differentiation: Toyota’s connected-car strategy enables seamless data integration, app-based management and transparent service interactions (Kawai, 2020). Behaviourally, UrbanFlex reduces key EV adoption barriers, maintenance anxiety, battery concerns and cost uncertainty, through all-inclusive monthly pricing (Breder et al., 2025). Its digital onboarding, pause/swap flexibility and mobility-on-demand architecture also align with integrated mobility service expectations (MOD/MaaS, 2020). These combined capabilities position UrbanFlex as a low-friction, high-trust alternative to both traditional ownership and third-party subscription providers.
[bookmark: _Toc214372397]1.4 Positioning
UrbanFlex positions itself as “the hassle-free, flexible and sustainable way to drive a Toyota EV in the city,” combining functional, emotional and societal value. Aaker’s branding principles emphasise the need for clear value propositions grounded in customer-relevant benefits (Srivastava, 2017). UrbanFlex’s offer of predictable costs, digital simplicity and low-emission mobility reflects expectations among younger urban consumers while aligning with Toyota’s strategic capabilities (Kotler and Keller, 2022; Toyota, 2025). Its position sits between traditional leasing, rigid ownership and fragmented third-party subscriptions, offering a more credible and well-supported option. By leveraging Toyota’s brand trust and operational scale, UrbanFlex occupies a differentiated space in the emerging subscription mobility market.
[bookmark: _Toc214372398]Element 2: Marketing Mix (7Ps)
As UrbanFlex is a service-based brand delivering an integrated EV subscription solution, the 7Ps framework offers a suitable structure to demonstrate how Toyota can operationalise a differentiated, customer-centric mobility proposition (Kotler and Keller, 2022). The following analysis outlines how each element of the service marketing mix supports the strategic intent of UrbanFlex and responds to shifts in consumer behaviour, mobility trends, and Toyota’s corporate direction.
1. Product
UrbanFlex offers an integrated EV subscription that combines a Toyota vehicle with insurance, servicing, breakdown cover, road tax and charging credits in a single monthly package. This reflects the industry-wide movement toward servitisation, where mobility is delivered as an end-to-end solution rather than a physical product (Smania et al., 2023). Younger consumers increasingly value convenience and minimal administration, making bundled services particularly attractive (Deloitte, 2024). Toyota’s established strengths in reliability, safety and electrification (Toyota, 2025) enhance the credibility of the core product while reducing operational concerns that typically deter new EV adopters.
Complementary services include digital onboarding, app-based vehicle management, subscription pause/swap options and access to Toyota’s servicing network. These features align with mobility-as-a-service research that emphasises seamless digital–physical integration and frictionless customer journeys (MOD/MaaS, 2020). Importantly, the bundled structure addresses the main behavioural barriers to EV adoption. Consumers remain uncertain about battery longevity, servicing requirements and long-term running costs (Breder et al., 2025). By embedding these elements directly into the subscription, UrbanFlex significantly reduces perceived risk, increasing confidence and lowering psychological barriers to uptake. This integrates both functional value and reassurance, strengthening the product’s overall market fit.
2. Price
UrbanFlex adopts a transparent, predictable pricing model that aims to eliminate the fragmented costs associated with traditional car ownership. Deloitte (2024) found that younger drivers rank financial predictability as a key reason for preferring subscription-based mobility. EV adoption studies similarly highlight that uncertainty over running costs and depreciation remains a significant psychological barrier (Breder et al., 2025). A single, inclusive monthly fee directly addresses these concerns.
Comparative cost analysis illustrates the strategic difference. A Toyota Yaris Cross Hybrid priced through PCP typically costs £420–£450 monthly, excluding insurance (£70–£90), servicing (£15–£25), road tax and breakdown cover. Total monthly expenditure can reach £520–£580 (Statista, 2025). UrbanFlex could instead offer an all-inclusive equivalent at £499. Likewise, a Toyota bZ4X incurs £550–£600 per month via PCP before adding insurance and maintenance, whereas UrbanFlex might offer a full-service subscription from around £599.
This structure aligns with McKinsey’s (2025) argument that consumers increasingly evaluate mobility based on “total cost of access” rather than ownership. BCG (Lang et al., 2022) further concludes that subscription services gain traction when pricing is cognitively effortless. Toyota’s operational scale and servicing infrastructure support competitive tiered pricing without compromising profitability, enabling UrbanFlex to target multiple customer segments while maintaining strategic coherence.
3. Place
UrbanFlex will operate through a hybrid digital–physical distribution model, combining a dedicated online platform with Toyota’s extensive dealership network. The digital platform serves as the primary interface, enabling customers to browse vehicles, configure subscriptions, verify identity, manage billing and access support. This aligns with mobility-on-demand research indicating that digital access is a primary driver of engagement and adoption (MOD/MaaS, 2020).
Physical delivery and servicing rely on Toyota’s existing national infrastructure, which represents a key competitive advantage compared to fragmented third-party subscription firms (Toyota, 2025). UrbanFlex vehicles can be delivered to customers’ homes or collected from mobility hubs in major cities such as London, Birmingham, Manchester and Bristol. These locations were selected based on population density, EV infrastructure readiness and environmental regulation, factors also considered in successful mobility deployments across European cities (Monteiro et al., 2022).
This dual-channel approach ensures convenience while maintaining operational reliability. Integrated distribution reinforces brand trust, reduces friction for new EV users and ensures a consistent customer experience across both digital and physical touchpoints.
4. Promotion
UrbanFlex’s promotional strategy focuses on channels and messages aligned with younger, digitally active urban consumers. Deloitte (2024) highlights that mobility decisions among 21–40-year-olds are heavily influenced by social media, peer recommendations and hyper-targeted digital content. UrbanFlex will therefore leverage social platforms, micro-influencers and short-form content that communicates value through lifestyle-focused messaging.
Targeted digital advertising in ULEZ and clean-air-regulated areas ensures relevance, while referral incentives encourage peer-driven adoption. Partnerships with universities, technology employers and urban co-working spaces strengthen local presence and support behavioural nudges toward subscription-based mobility.
BCG (Lang et al., 2022) note that subscription services succeed when promotional messages emphasise flexibility, transparency and simplicity, core value propositions for UrbanFlex. Toyota’s strong brand recognition reduces perceived risk and supports message credibility, particularly for first-time EV users (Toyota, 2025). However, exclusive reliance on digital promotion may limit reach to older or less digitally confident users; limited offline engagement, such as dealership events or test-drive days, can broaden the audience and reinforce trust.
5. People
People form a critical component of UrbanFlex’s value proposition, as customer support and service interactions strongly influence perceived quality in mobility services. Nanulaitta (2016) identifies service quality and relationship management as major factors in Toyota customer satisfaction, underscoring the importance of skilled personnel within UrbanFlex.
Customer-facing teams require training in EV operation, digital system support, subscription management and troubleshooting. As many subscribers may be first-time EV users, knowledgeable guidance during onboarding, vehicle delivery and early usage stages is essential. Kotler and Keller (2022) emphasise that people within service organisations act as key differentiators by shaping trust and reducing perceived uncertainty.
UrbanFlex also depends on back-end operational teams, fleet managers, charging coordinators, servicing staff, whose efficiency and responsiveness directly affect the customer experience. Ensuring consistent service behaviour across digital and physical interactions helps reinforce reliability and maintain Toyota’s established service reputation.
6. Process
UrbanFlex’s process design must prioritise simplicity, automation and transparency. Pérez-Moure et al. (2024) argue that digital mobility ecosystems rely on streamlined processes that minimise friction, improve responsiveness and support real-time communication. The UrbanFlex customer journey therefore includes digital onboarding, identity verification, subscription configuration, vehicle delivery or collection, app-based support, servicing coordination and the ability to pause or swap vehicles.
Nanulaitta (2016) highlights the importance of clarity in customer interaction processes in Toyota environments. Applying these principles ensures that UrbanFlex users receive consistent, easy-to-understand communication at each stage. Mobility-as-a-service frameworks similarly emphasise the need for seamless linking between digital and physical processes to deliver an integrated mobility experience (MOD/MaaS, 2020).
Clear workflows and strong digital integration reduce service friction, reinforce trust and maintain operational consistency across the subscription lifecycle.
7. Physical Evidence
Physical evidence plays a central role in reinforcing trust within service-based mobility models, particularly when consumers are required to commit to a subscription rather than purchase a product outright. Although UrbanFlex is digitally led, Toyota’s extensive physical presence forms a critical part of the brand experience. This includes the EV models themselves, dealership facilities, mobility hubs, branded delivery vehicles, uniformed staff and the physical handover process, all of which provide tangible cues that communicate reliability and professionalism. Toyota’s broad dealership and servicing network gives UrbanFlex a major competitive advantage over third-party subscription firms that lack established infrastructure (Toyota, 2025).
Digital interfaces also function as part of the physical evidence set. The UrbanFlex app, website, customer dashboard and subscription documentation must reflect Toyota’s visual identity and operational standards. These touchpoints help validate the service and maintain consistency across the customer journey. Mobility-as-a-service literature emphasises that visible infrastructure, consistent branding and transparent processes are crucial in reducing perceived risk and enhancing service credibility (MOD/MaaS, 2020). By integrating both physical and digital evidence coherently, UrbanFlex strengthens consumer confidence, reinforces brand quality and supports the perception of a dependable, professionally delivered mobility service.
[bookmark: _Toc214372399]Element 3: Marketing Strategy Pitch 
Urban mobility is changing. Younger drivers increasingly reject traditional car ownership due to rising insurance costs, ULEZ charges, and unpredictable running expenses. In fact, 70% of younger UK consumers prefer flexible access over long-term ownership commitments (Deloitte, 2024). At the same time, EV adoption continues to accelerate, supported by environmental regulation and growing consumer confidence in electric technology (Statista, 2025). Yet many urban users still find EV ownership intimidating due to financial complexity and the perceived hassle of maintenance.
Toyota UrbanFlex directly addresses these challenges. It is a fully integrated EV subscription service offering a Toyota electric vehicle, insurance, servicing, breakdown cover, and charging credits, all for one transparent monthly fee. Customers can sign up in minutes, choose their preferred vehicle, and collect it from a city mobility hub or request doorstep delivery. They can also pause, upgrade, or swap their subscription as their lifestyle changes.
Industry analysis shows that subscription models succeed when they emphasise convenience, flexibility, and predictable costs (Lang et al., 2022). UrbanFlex embodies these principles while leveraging Toyota’s trusted reputation and extensive service network, positioning it as the most reliable and user-friendly EV subscription option for modern city living. [image: ]
[bookmark: _Toc214372400]Element 4: Reflection 
Developing the Toyota UrbanFlex concept allowed me to apply advanced marketing theory to a real mobility challenge and strengthened my ability to structure analysis logically. Using Smith’s (1956) segmentation principles helped me recognise the diversity within urban mobility behaviours and understand why younger, digitally confident consumers form the most appropriate segment for a flexible EV subscription model. This reinforced the value of grounding strategic decisions in evidence rather than assumptions.
Engaging with academic and industry literature deepened my awareness of the financial, regulatory and behavioural forces shaping EV adoption. Insights from Deloitte (2024), Statista (2025) and behavioural research on perceived financial risk highlighted why transparency and predictable costs are essential in reducing adoption barriers. This directly influenced how I designed the UrbanFlex value proposition and justified its differentiation.
Constructing the 7Ps marketing mix strengthened my understanding of service integration. Kotler and Keller’s (2022) emphasis on aligning people, process and physical evidence became clearer when examining Toyota’s operational capabilities. Applying Nanulaitta’s (2016) findings, despite their methodological limitations, helped me appreciate the importance of service interactions in shaping consumer trust. Critically evaluating the robustness of different sources also improved my ability to apply evidence responsibly rather than at face value.
Developing the pitch further enhanced my skill in synthesising complex insights into a concise, persuasive message. Drawing on BCG (2022) and Deloitte (2024) helped me prioritise high-impact data and communicate strategic value clearly, reflecting the importance of tailoring messages to stakeholder needs.
Overall, this assessment improved my strategic thinking, analytical discipline and ability to translate theory into practice. If I were to develop the concept further, I would explore potential operational risks such as fleet utilisation, infrastructure demands and pricing elasticity, as well as incorporate primary research to strengthen consumer insight. Nonetheless, the project significantly enhanced my capability to produce coherent, evidence-based marketing strategies and communicate them effectively.
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UrbanFlex

EV Freedom, One Monthly Fee

Flexible Toyota EV Subscriptions for modern city living

Problem

Urban drivers face congestion,

high insurance, and ULEZ costs.
70% of young UK drivers say car
ownership no longer fits city life.

Solution

Toyota UrbanFlex offers a flexible
EV subscription that covers

the car, insurance, maintenance,
and charging credits - one
transparent monthly fee.

Sign up in minutes, collect from a
city hub, pause or swap anytime.

Market

* @ Students

+ 18 Young Professionals
« L KeyWorkers

Targeting 21-40-year-olds living in
ULEZ and Clean Air Zone cities.

Product

All-inclusive Toyota EV subscription (car
+insurance + servicing + breakdown +
charging credits). Pause/swap anytime.

Price

Toyota Yaris Cross PCP total: £520-
£580/month

UrbanFlex all-inclusive: from
£499/month

Place

Digital sign-up. Collect from Toyota city
hubs or home delivery.

Promotion

ULEZ-targeted digital ads,
university/employer partnerships,
micro-influencers, referral rewards.

Impact

* 5000 Active Subscribers in Year 1
+ <4%Monthly Churn

* >90% Customer Satisfaction

« 3-Month Marketing ROl Payback

Data sources: Deloitte (2024), BCG (2023),
Consultancy.eu (2024)




