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1. Introduction:
This report  is going to investigate and analyse the change programme of an automotive company named Tesla, Inc. In 2003, a group of silicon valley engineers  named Martin Eberhard and Marc Tarpenning established Tesla, Inc.  However, it is also considered that Elon Musk, JB Straubel and Ian Wright are the co-founder of Tesla, Inc. Initially, the aim of this company was to develop only electric vehicles with the mission of accelerating the  evolution to sustainable energy, which will decrease the impact of greenhouse gas emissions (Tesla.com, 2019). However, Elon Musk, the CEO, chairman, product architect and co-founder of Tesla, Inc. said that the strategies of Tesla, Inc. are not only to produce a high performance electric vehicle, but also to produce cars for the family with low cost for vision with the long term sustainability (Hamilton, 2006). 
In this competitive business world, it is vital to make changes in the organizations for the survival in the markets. Furthermore, in order to compete the modern technological advances, quick response both in the internal and external levels is also very significant (Aladwani, 2001). Aladwani (2001) also states that in order to be innovative and gain the success, it is crucial to apply change management or make organizational changes. Organizational change is the process by which an organization moves from its old position to a new position or adopt a new strategy to gain the competitive advantages in the market whether it could be planned or unplanned (Breu and Bnewell, 1999; Ragsdell, 2000). Bamford and Forrester (2003) aregues that Organisational change is a ''form of difference from its long term old position to introduce a new idea and action for better performance and adjustment of new environment''. Kinuu, Maalu and Aosa (2012) states that competitive market, world economy, technological advancement, structural changes, organizational cultures, legislation, incorporation, power distribution, strategic re-organization are certain factors behind the decision of organizational changes. Ragsdell (2000) argues that globalization and constant technological innovation makes it crucial to assess organizational strategies on a regular basis and make organizational changes if necessary.
In 2014 the Tesla was still young and small company. However, being comparatively new and small Tesla took a revolutionary steps of giving away all their patents, adopting an open source philosophy to other auto manufacturers for the advancement of electric vehicles. In 2014 on 12th June, the CEO and founder of Tesla, Elon Musk announced in a post with the headline of '' All our patents are belong to you'', which expresses that ''Tesla will not initiate patent lawsuits against anyone who, in good faith, wants to use the technology of Tesla'' (Musk, 2014).
Tesla, Inc. is a highly innovative company, which is the key to their success in the market. Furthermore, according to Miller and Olleros (2007) being an innovative company and to maintain its continuous innovativeness, Tesla motors took the decision of openness through patent-driven innovation strategy to enhance their products and business further by competing the modern market. In addition, the innovative companies are the drivers of this modern markets. Therefore, to survive and gain competitive advantages in this modern market, it is crucial to be innovative. Additionally, Tesla, Inc. came out of the idea of closed innovation process to open innovation process by making their patents available for other auto manufacturers to use.
2. Theoretical background:
2.1 Theory of Innovation:
Being innovative and creative, different companies apply different strategic approaches to keep and make themselves more innovative to survive strongly in the competitive business world. A number of researchers (Cumming, 1998; Johannessen, Olsen  & Lumpkin, 2001) has developed and discussed the concept of innovation with its different categorization, which is very notably used in practice. Patent-driven discovery, system integration, systems engineering and consulting, cost-based competition, platform orchestration, customised mass production and innovation support and services are some of the important aspects of innovation strategies. Furthermore, it is crucial to the company to follow discrete innovation strategies to maintain the innovativeness (Miller and Olleros, 2007). Furthermore, Francis and Bessant (2005) describes the 4P's of innovation; product innovation, process innovation, position based innovation and paradigm innovation. On the contrary, process, product, market and organization innovations were classified by Lundvall (1992). In addition, simultaneous changes with significant characters of interrelation and interdependence  in different sections also enhances the process of innovation (Caraca, Lundvall and Mendonca, 2009).
2.2 Open innovation Vs Closed innovation:
According to Chesbrough (2003), nowadays in the high-end technology companies, the transformation of strategies from the closed innovation to open innovation is crucial and very basic to the companies. Furthermore, the idea of open innovation is getting more attention from the researcher and popularity to the companies because of several important consistent realities. High thought and creative ideas are one of the most important fact of choosing the open innovation over closed innovation. Actually, nowadays a lot of high thought and creative ideas from talented, smart and creative people are scattered everywhere both inside and outside the company, which is not possible to bring all the talents together and employ under one company. Therefore, networking is the process of bringing all the best ideas together and gain the best result from it through the process of open innovation (Chesbrough, 2003). In figure 1 the process of closed innovation and open innovation has been shown.
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Fig 1: Open Vs closed innovation (Chesbrough, 2003)

2.3 Theory of Open innovation:
The open innovation can be defined as ''the use of purposive inflows and outflows of knowledge to accelerate internal innovation and to expand the markets for external use of innovation, respectively'' (Chesbrough, Vanhaverbeke and west, 2006). Therefore, the strategy of open innovation by any companies makes its boundary permeable, which enhances the exchanges of their resources to other companies. Sometimes, through open innovation approaches the company not only exchanges their property but also they combine some thoughts from others and create something new. In addition, proper utilization and unification of ideas and knowledge from both the internal and external sources can help the company to gain the competitive advantages in the market (Chesbrough, 2003). Moreover, by adopting the open innovation process a company could be benefitted in a varieties of way, such as; reduction in the time and cost of innovation, easy commercialization of the products, access to the ideas, patents and technologies from others to be more productive and competitive.
There are several approaches of open innovation concept. Among all the categories of open innovation, inbound open innovation and outbound open innovation process are the two most important types in case of open innovation process of an organization (Chiaroni, Chiesa and Frattini, 2010). The inbound open innovation process is the way of increasing the resources of an organization by the process of outside-in, which allows to bring in the resources from the external sources. On the contrary, the outbound open innovation process allows the transfer of internal resources to other companies, which includes the commercialization of the intellectual property rights and technological expansion. Moreover, these two processes of open innovation could be used together at the same time also and then it is called as coupled innovation process. Enkel, Gassmann and Chesbrough, (2009) states that a company can gain the opportunity of coupled innovation process by the approach of collaboration with its partners either in the form of joint ventures or alliances.
3. Internal analysis and strategic analysis of Tesla, Inc.:
3.1 Strategies of Tesla, Inc.:

3.1.1 Strategies at the business level:
According to Liu et al. (2014), at the business level strategy, the main focus of Tesla motor is to produce innovative and high performance electric vehicles. Furthermore, the targeted group as buyers for this electric vehicles are the middle and upper income group of people. Additionally, as the competitive advantage of Tesla motors, they are using the intangible resources which includes, intellectual property or technology, powerful brand image and industry-leading products. Furthermore, in 2014, the intangible resource like patent was announced to be available to use for all other manufacturers by the CEO of Tesla motors.
3.1.2 Strategies at corporate level (strategy to penetrate the market):
At this level of strategy, Tesla motors mission and vision is to reach to their targeted group of people with their current products. Therefore, Karamitsios (2013) states that they applied three pathways to advance their control on the current markets to reach to their customers. Firstly, the products will be available both in their own showrooms and online to the consumers. However, very recently in 2019, the CEO of the company announced that they will close down most of their physical showrooms and maintain mainly the online selling to cut the costs and enhance the opportunity of e-commerce. Suddenly, they changed their plan again of not closing as many showrooms as they initially thought. Therefore, they will maintain both physical and online showrooms (Independent, March 2019). Secondly, in 2014, the CEO of Tesla, Inc. adopted an open source philosophy  and made a revolutionary change to their corporate level strategies by giving away all their patents to other auto manufacturers for the advancement of electric vehicle. In addition, Tesla motors permitted other auto manufacturers to make and sell their own electric vehicles by purchasing the patented electric powertrain components from them. In 2014 on 12th June, the CEO of Tesla motors Elon Musk announced a post with the headline of '' All our patents are belong to you'', which expresses that ''Tesla will not initiate patent lawsuits against anyone who, in good faith, wants to use the technology of Tesla'' (Musk, 2014). Thirdly, Tesla motors inspired other auto manufacturers to produce and sell it on the significance of the pent-up demand of the electric vehicles and socially responsible vehicles (Karamitsios, 2013).

3.1.3 Strategic alliances:
In this level of strategy, according to Liu et al. (2014), Tesla made partnership with different companies both nationally and internationally and combined their resources and skills to go ahead and create values. Moreover, Toyota teamed up with Tesla to develop its next generation RAV 4 electric vehicle.
3.1.4 International strategy:
Though the Tesla motors main target is their local market, day by day they are expanding their businesses. Therefore, their target is coming out of the local boundaries to the international markets. Thus, Australia, Canada, Asia, Middle east and other European countries are being also included to sell their product and gain international values (Karamitsios, 2013).
3.2 Products by Tesla, Inc.:
Tesla, Inc. is an innovative company, which have a varieties of product in the market with regular development of new products. Besides the production of electric vehicles they also manufacture and sell electric vehicle powertrain components, such as Lithium-ion battery packs. However, the Tesla Roadster, the first electric vehicle by the Tesla, Inc. was released in 2008, which was with up to 250 miles performance per charge (Tiwari, 2017). The  first  fully  electric,  luxury,  high performance  Model S sedan was released in 2012 targeting the middle income group of people by the company, which was retailed with a comparatively lower price about $57,000 than Tesla Roadster (Tiwari, 2017). Furthermore, according to CNBC (2015), a crossover/SUV type of Tesla vehicles named Model X started to be delivered by September, 2015. After that in March 2016, the third generation car by Tesla motors named Model 3  was unveiled (LA Times, 2016). Lambert (2019) says that the latest product of Tesla motors named Tesla Semi (all-electric battery-powered Class 8 semi-trailer truck) has been planned to be produced by the end of 2020, which was unveiled on November, 2017.



3.3 Sources:
3.3.1 Resource and capabilities:
Resource could be either tangible or intangible. In Tesla, Inc. there are both tangible and intangible resources as their source of production. Land, capital, offices, suppliers, equipments, production houses/factories, dealerships, employees, physical showrooms, service centres, charging stations are the tangible resources of Tesla motors Inc. (Espanol, Matsumoto and Nagel, 2015). Furthermore, Liu et al. (2014) says that Tesla motors got over 150 suppliers all over the world. Espanol, Matsumoto and Nagel (2015) also describes the intangible resources of Tesla motors Inc. as; brilliant upper management system, R&D, knowledge, virtual showrooms, partnership and alliances, reputations and awards, innovative and experimental cultures, brand value. Additionally, Tesla, Inc. also got the rights of intellectual property, which are patents, trademarks and copyrights. Rimmer (2014) states that besides all of these resources there are 117 issued patents and over 258 due applications to be issued. Furthermore, the number of issued patent has increased over times.
The capabilities of Tesla, Inc. are the proper management of the brand, massive commercialization of its products from the stage of production, holding the leading positions in the electric vehicle market, strategies of marketing and selling the products, networking, management of financial issues and development of powertrain. In addition, the partnership with Panasonic, Daimler AG and Toyota also enhances the capability Tesla motors for the further research and development and any innovative procedures in future (Karamitsios, 2013). 
3.3.2 Core competencies:
Fukuhara et al. (2015) observes that very low cost of its battery pack is one of the core competencies of Tesla, Inc. Furthermore, powertrain technology and patent-driven innovation are also its core competencies. Fukuhara et al. (2015) also says that risk taking tendency by the company to reach to their destination is another major competency .


3.4 Partnerships of Tesla, Inc.:
The importance of strategic partnership has significantly increased worldwide because of the demand of competitive and innovative markets. In many U.S and international markets the pattern on competition has been changed by the strategic partnerships and networks of partnerships from a firm-to-firm to a network-to-network competition (Lorenzoni and Baden-Fuller, 1995). Furthermore, in the green technology vehicle markets, the Tesla is one of the best examples of alliance based innovative and competitive company, where they are manufacturing electric vehicles both nationally and internationally with different companies under strategic alliances. Aden and Barray (2008) states that Tesla permitted other auto manufacturers to produce and sell Tesla motors product under the name of those companies own brand.
Tesla, Inc. has got three major types of strategic alliances (OEM-Original Equipment Manufacturer, R&D alliances and suppliers alliances) with other automobile manufacturers, which enhances the growth and market of the company (Karamitsios, 2013). Additionally, Tesla, Inc. has built up partnerships with many companies to grow up the business further and achieve competitive advantages. They made partnerships not only with local companies but also companies from outside the national borders in the international markets (Karamitsios, 2013). Some of its key partners are Toyota from Japan (act as OEM alliances), Daimler from Germany (OEM alliances), Panasonic from Japan (act as both R&D and supplier alliances) and Lotus cars from the UK (supplier alliances) (Karamitsios, 2013). In addition, Tesla, Inc. follows the coupled innovation process by the development of multiple alliances. The R&D alliances with Panasonic enhance their ability to produce better quality products in the markets. Moreover, Tesla made a successful strategic partnership with Sotira, which is the suppliers of carbon fibre body. This partnership with Sotira is really very significant to Tesla motors Inc. as the use of carbon fibre body reduced the electric vehicles weight than before (Karamitsios, 2013).
3.5 Organizational Structure of Tesla, Inc.:
In order to develop the business in the competitive business world, organizational structure of any company plays a very significant role, which is treated as the design and system of an organization. The organizational structure of Tesla, Inc. has got some important attributes like global hierarchy, global centralization and minimal regional divisions. The most significant attributes among those is the global hierarchy. Under the features of this global hierarchy there are functional offices, which maintain all the operations both in the local and international fields. In order to direct and represent the global hierarchy of Tesla, Inc. vice president, chief technology officer, chief financial officer, chief executive officer and the chairman of this company are in charge (Meyer, 2017). The function under global centralization is that the head of each functional offices  from the central headquarters directly controls any operations including decision making either in home or international market. Therefore, Tesla motors actually does not allow its regional or international offices to make any decision by itself on any operations, which is solely on the hand of central body of the organization (Meyer, 2017).The minimal regional divisions maintain the extent of divisions to make the financial reporting. They apply different strategies and marketing campaigns in different regional divisions and systematize financial reports and records of Tesla motors. (Meyer, 2017).
3.6 Organizational cultures of Tesla, Inc.:
Organizational culture of any companies is the expression of their customs and values. Moreover, organizational culture enhances the behaviours and decision making capabilities of the employees of an organization. In the corporate culture of Tesla motors, six major attributes has been recognised, which are the power of Tesla motors to be continuously innovative with the introduction of new and profitable products like electric vehicle. Those powerful six features of the success of the company are: Move Fast, Constantly Innovate, Reasoning from ''First Principles'', Do the Impossible, Think Like Owners and We are ALL IN (Meyer, 2017). Therefore, the culture of this company allows and motivates the employees to generate new ideas and solve any problems, which make the employees of Tesla motors more competent and innovative. 
In addition, to be more innovative and successful in the market, the cultural background of Tesla, Inc. is a great successful factor. This is because, it continuously encourages their employees to think outside the box and in an unconventional way and apply their own ideas to solve any problems. Furthermore, Elon Musk, the CEO of Tesla, Inc. motivates the employees to take risk and make the impossible things to possible. Even, there is no scope to practice individualism in the culture of Tesla, Inc., where the teamwork is always appreciated (Meyer, 2017).
4. Analysis of Strategic changes at Tesla, Inc.:
A post by Rimmer (2014) states the comment of Elon Musk, the CEO of Tesla, Inc. that ''We believe that applying the open source philosophy to our patents will strengthen rather than diminish Tesla’s position in this regard''. Furthermore, application of open source philosophy by the CEO of Tesla will also enhance the marketing and public relations and the decision of making the patents for all would also be helpful to recruit the best talent (Rimmer, 2014). It is a long practice to apply open source philosophies to promote partnership and distribute new technologies. In order to use the open source strategy Richard Stallman was the pioneer, who made the software licences free to use to guarantee that computer code was accessible. In order to support the information technology products and services, open source licensing was used by the open source developer (Rimmer, 2014).
However, Tesla motors took the decision of openness through patent-driven open innovation strategy to enhance their products and business further. In 2014 the Tesla was still young and small company. However, being comparatively new and small Tesla took a step to make the revolutionary changes in their organization and applied the strategy of open innovation for the advancement of electric vehicles. The open innovation strategy by Tesla addresses the necessity of accelerating the innovation among the manufacturers of electric vehicle. 
In 2014, The CEO of Tesla announced and informed its' competitors and general public that any patent lawsuits would not be initiating  against any competitors, who wants to use the innovative technology of Tesla as long as the competitors act in ''good faith'' (Musk, 2014). Furthermore, Elon Musk (2014) also believes that the initiative of patent-driven open innovation taken by the Tesla, Inc. would not restrain the progress of the continuous innovation process. This is because, in order to solve the carbon crisis, Tesla motors by itself could not produce enough electric vehicles. Furthermore, at top automobile manufacturers, other fuel vehicle in the market  sales figured lower than 1% of total vehicle sales (Musk, 2014). Therefore, in the field of electrical vehicle manufacturing, Tesla did not feel competition to be dominant.
In order to accept the challenge of producing and developing enough electric vehicle to solve the carbon crisis, the choice of open innovation strategy could be very vital to the Tesla motors Inc. Downes and Nunes (2017) states that for the next 50 years the performances of electric vehicle battery and gas-powered vehicle may not match. Furthermore, Downes and Nunes (2017) also argues that in compared to existing internal combustion options, the current battery technologies of Tesla motors are not better and cheaper, which is really a challenge to Tesla. Therefore, announcement of open innovation policy through patent-driven innovation  was very significant to face the challenge of development of the quality of battery. Furthermore, the opportunity of knowledge sharing by the open innovation policy may help Tesla to gain competitive advantages by accelerating continuous innovation and development of their products (Downes and Nunes, 2017).
5. Conclusion:
In this competitive business world, it is vital to make changes in the organizations for the survival in the markets. Aladwani (2001) also states that in order to be innovative and gain the success, it is crucial to apply change management or make organizational changes. Ragsdell (2000) also states that globalization and constant technological innovation makes it crucial to assess organizational strategies on a regular basis and make organizational changes if necessary. Therefore, being comparatively new and small Tesla took a revolutionary steps of openness through patent-driven open innovation strategy to enhance their products and business further. In 2014 on 12th June, the CEO and founder of Tesla Elon Musk announced in a blog post with the headline of '' All our patents are belong to you'', which expresses that ''Tesla will not initiate patent lawsuits against anyone who, in good faith, wants to use the technology of Tesla''. Additionally, Tesla, Inc. came out of the idea of closed innovation process to open innovation process by making their patents available for other auto manufacturers to use. Therefore, the strategy of open innovation by Tesla, Inc. makes its boundary permeable, which enhances the exchanges of their resources like patents to other companies.  Additionally, the application of open source philosophy by the CEO of Tesla will also enhance the marketing and public relations and the decision of making the patents for all would also be helpful to recruit the best talent.
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